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INTRODUCTION

This book has been developed from an interest in the use
of management tools and models published in January
2008 in The Essential Management Toolbox: Tools, Models and
Notes for Managers and Consultants. This supplementary
book describes a number of examples and shares the
authors’ practical experiences in the use of appropriate
management tools and models taken from the Toolbox
with a focus on the topic of organizational development
and performance.

As an introduction, this book comprises five broad
and inter-related chapters commencing with Process
Management, leading to Change Management and
Organizational Development, then to People-focused
Performance Management and the role of Knowledge
Management applicable to organizational and individual
performance. The final chapter examines the topic of
organizational development and performance from closer

collaborative-partnered work between organizations.
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Individual focus Chapter 4:
Knowledge management

Chapter 3: Chapter 5:
People-focused performance management Organizational

development and
performance through

Chapter 2: o tactical and strategic
Change management and organizational development partnering
Organizational | Chapter 1:
focus Process management
f Internal focus External focus i

Figure 0.1 Development of performance management.

These chapters also present a balance between the
organizations and individual performance commitment,
although clearly both are needed to a greater or lesser
extent in each topic.

It should be noted that the book title reflects that the
narrative describes a range of tools and models on this
important management topic and that the five chapters
may be viewed as standalone topics or as elements of
a systematic approach to organizational development and
performance management. However, in practice, of course,
the five topics will not always be applicable to every
company.

The book is designed to be one of a series of sibling
publications intended to group enabling management
tools, techniques and models into related clusters. These
publications will give managers, organizational leaders and
consultancy practitioners a highly eftfective means of devel-

oping a composite view of an organization and where
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necessary helping to apply an appropriate level of interven-
tion to drive performance improvement. Other titles are
Essential Tools for Management Consulting and Essential Tools
for Operations Management.

The structure follows the successful Toolbox formula
of integrating contemporary management tools, tech-
niques and models with those developed from practical
experience of addressing the interconnectedness of a wide
range of organizational challenges across multiple indus-
tries. While this approach provides the opportunity to
discuss some new models, the majority of the figures and
models are taken from The Essential Management Toolbox:
Tools, Models and Notes for Managers and Consultants. Where
the original source is not that of the authors then the
source is shown with each model discussed. As with The
Essential Management Toolbox and other books in this series,
full references are provided to guide the reader to where
further information may be found. To assist the reader,
each chapter is punctuated by key theme subheadings to
aid navigation and provide a logical approach to each topic
area together with accompanying explanations intended
to facilitate robust analysis, gain commitment and develop
momentum.

The intent of writing this title has been again to
provide a suitable reference for those currently studying,
newly qualified or promoted managers or those business
leaders wishing to understand and undertake practical
performance improvements relevant to the latest man-

agement thinking. The incremental nature of the book

XV
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INTRODUCTION

content is planned to act as a catalyst in reducing the
lead-time to developing practical responses to changes in
market dynamics and assist the application of right-sizing
throughout any organization’s development lifecycle, with
an equal relevance to both the public and private sectors.
It should be noted that both “hard” and “soft” manage-
ment issues are balanced to help emphasize the impor-
tance of symbiotic relationships in engaging people,
achieving high performance and driving innovation
through active knowledge management, all of which has
been covered in this text. Finally, the use of the plan—do—
review theme is deliberate throughout the book to allow
any manager, facilitator or change agent to deliver per-
formance improvement in a structured and effective

format.
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DEVELOPMENTS IN PROCESS
MANAGEMENT

Businesses, whether commercial or not-for-profit organi-
zations, inevitably have a wish to remain in operation;
to have sustainable and repeatable business; and to satisfy
stakeholders, customers and employees. For many, this
brings a need to examine their operations in order to
improve and advance such objectives. While organization
change is covered in detail in Chapter 2 and the people

aspects of performance management and organizational
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development in Chapter 3, a deliberate starting point for
such change may be the examination of current practices
and processes. Against this backdrop, process improvement
can be regarded as being a systematic eftfort to provide
an understanding of every aspect of a company’s processes
in order to reduce rework, variation and needless com-
plexity in order to contribute to its performance through
effectiveness and efficiency. It should be noted that process
identification and redesign only provides a benefit when
it 1s actually implemented and hence this also suggests a
natural link to a change management programme.
Completion of a process improvement examination
exercise is often seen to be a traditional springboard for
much larger business improvements, which may in turn
incrementally develop into a large-scale change manage-
ment programme and planned organizational develop-
ment. Indeed, what may begin as a simple local business
improvement may grow into other initiatives aimed at
delivering more substantial change and hence increased
business-wide implications. The evolution through a range
of such business programmes is shown in Figure 1.1.
With every organizational change there comes a risk
which usually manifests itself through deterioration in
business performance; however, a performance manage-
ment system with associated key performance indicators
can be used to help management teams predict and mitigate
such an impact. This suggests that process improvement
may be made in conjunction with the introduction of a

change management programme which may be instigated
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Local and Limited RISK Threat to Surviv

Paradigm Sustainable
shift Ongoing Step
Renewal Change

MINDSET 2 _Busi_ness' GAINS
CHANGE e-engineering

Process

Re-engineering

Process
Improvement
None Incremental

Local SCOPE Business wide

Figure 1.1 The re-engineering spectrum.

(From Business Process Re-engineering: Myth and Reality. Professor
Colin Coulson-Thomas, 1996, reproduced with permission of
Kogan Page.)

to realign the culture and business targets. Nevertheless,
it should be stressed that the ubiquity of change manage-
ment initiatives within both public and private sector
organizations can quite often leave stakeholders at all
levels with “change fatigue”, particularly where the vision,
mission and principal objectives become diluted and per-
formance reporting data confused. This said, for any per-
formance-based management system to really add value
to the organization it will need to encourage a no-blame
culture where it will be safe for individuals to highlight
sources of poor performance variance and actually regard
these as proactive opportunities for improvement through
a step change in their process redesign activities prior to
implementation. Common across the re-engineering

spectrum of Figure 1.1 is the requirement to understand
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Revolution Evolution
BPR — Business Process Re-engineering Continuous improvement
Start from scratch Kaizen
Very rapid Build on what has gone before
Innovative Slowly and steady

Maintenance and improvement

Figure 1.2 Two extremes of undertaking process improvement.
(From The Essential Management Toolbox: Tools, Models and Notes
for Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

fully the current processes together with a desire to
improve them.

Consequently, it 1s essential that organizations estab-
lish a level of openness and engagement throughout the
process improvement and change management lifecycle,
which transcends policies, procedures and statutory obli-
gations, and carefully consider how critical the involve-
ment of all employees will be in helping deliver process
change. While there are a number of approaches to
change, there are two extremes of major step change —
one being revolution and the other a more gentle, incre-
mental change of evolution with the features of both
shown in Figure 1.2. However, this is not to suggest that
one of these types is good and the other poor as this
choice depends on a range of circumstances and the host
organization’s drivers for change. It should also be noted
that a combination of these approaches is also possible
although the majority of process improvements are aimed

at achieving significant operational and financial improve-
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ment; as such, the revolution elements of a business
process re-engineering approach such as process mapping
are commonly adopted.

In considering the other extreme category of process
improvement, the term evolution is aptly used as this
supports a continual activity. Without such commitment,
it is likely that the company’s performance will fail to
keep pace with its competitors and larger change will
more likely then be required. This failure is commonly
referred to as “strategic drift” and is also shown in the
model of Figure 2.2 in Chapter 2.

INVESTIGATING BUSINESS
PROCESSES

While the obvious starting point is to gain an understand-
ing and evaluation of an organization’s current processes
in order to identify where waste and/or rework occurs,
it is also possible to take a more “visionary” approach and
look to producing new processes without the constraints
or inhibitions imposed by an organization’s current oper-
ations and capability. This Envision stage exists in the
standard business process re-engineering (BPR) method-
ology and requires an identification of any gaps to be
undertaken and quantified in order to identify the level
of transition to made to the “to-be” processes of the
organization compared with those of the organization’s
current “as-is” position. A widely employed approach to
BPR is shown in Figure 1.3. As mentioned above, the
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Examine and evaluate the current “as-is” processes.

Identify what the ideal “to-be” position should cover.

Empower and support people to make the
necessary changes.

Monitor and adopt to new
process to keep in step
with any changing
requirements through
continuous improvement.

Figure 1.3 DBusiness improvement process.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

starting point on the model may be either at the Evaluate
or Envision stage, although both stages will need to be
ultimately addressed.

One of the well-known and commonly used models
in Europe is the EFQM Business Excellence model
(covered as Figure 3.2 in Chapter 3), which itself has
similarities to the American “Malcolm Baldrige National
Quality Award”, both of which prompt organizations to
look at their processes and in particular question how
they are developed, used, reviewed and updated. At a
higher level the Business Excellence model also promotes
the use of “best practice” benchmarking with other
companies and places great emphasis on performance
measurement over time allowing trend analysis to be

undertaken. This performance measurement can be from
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qualitative data from customer or employee feedback,
or from quantitative data such as financial reports, defect
rates, etc. and used to examine the alignment relationship
of the company processes to its business and customer
requirements.

Since the mid 1950s, process examination has been
part of the topic of “work study”, itself a forerunner to
industrial engineering and more latterly management
systems. As part of the earlier industrial tools, work study
was a systematic approach of a staged methodology to
select, record, examine, develop, install and maintain pro-
cesses with the objective of reducing waste and hence
increasing industrial output and performance.

One of the models that can be used to compare and
contrast similar processes in an organization, especially if
these are undertaken at different locations, is the POLDAT
approach first used by the American Computer Services
Corporation, and shown as Figure 1.4. This is used to

record:

* the processes undertaken;

* the organizational setting;

* the location of where the processes are undertaken;
* the data that are managed,;

* the application of the data; and finally

* the technology used in undertaking the task.

In addition to this internal comparison is the growing
use of “benchmarking” where comparison is made

with similar industries and companies to mutually seek
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Process
«  What the business does
« How it does it
«  What sequence
o  Rules used
«  Results obtained
Technology Organization
. Hardware . ghlet people
. ulture
: E\éstmt’e(r)r:kssoftware T (o) . Capabilities
. Software — . Roles ‘and_ team sFructure
structure and A |_ . organizational units
user interface to
assist execution Location
of the business . Where business is executed
i . Location
Application Data . Physical facilities
. What the information  « Content
is used for . Structure
B How it may be . Relationships

expanded or Business Data — rules of information
developed used in the organization

Figure 1.4 POLDAT methodology.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

improvement in process operations and share examples of
considered good practice.

The use of the POLDAT model provides a systematic
approach to selecting and recording performance whether
at the company, department or activity level and lends
itself to being a basis of comparison with the same activi-
ties undertaken in different locations. Such a comparison
prompts questions around the model components such as
details of the process; the organization’s resources in terms
of roles, responsibilities and numbers; and the use, level
and extent of technology involved in undertaking each
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activity, etc. in order to perform the same work output.
Where process improvement is sought across a wide
geographical area, companies can often address process
improvement through the establishment of virtual teams
and external consultant input, or at the other extreme
have their own full-time staff charged with undertaking
process improvement activity across an organization. The
later is more commonly used in the larger international
organizations where the internal cost of establishing and
operating such a team is more easily absorbed by the
business. For some companies process improvement may
also arise from other business activities such as problem
solving.

One of the most used tools in this area is process
mapping which encourages detailed investigation and
analysis of how the company discharges its work. Process
maps are usually presented in the form of a flow diagram
and often have their own drawing convention. While flow
charts may be drawn in a common IT program such
as Microsoft Powerpoint or Excel, there are a number
of process-mapping software programs such as Visio,
FlowCharter Plus and Process Expert Professional, the
latter being favoured by some UK police forces, for
example. When considering the process language there
are a number of mapping conventions such as British
Standards, ASME Standard for Process Charts, etc. In
widespread use is the internationally recognized Unified
Modelling Language. However, the choice of these is of

little consequence as it is the fask of process mapping itself
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that provides an understanding of the current processes
that can later be developed into new processes aimed at
providing real performance benefits. If the process cannot
be drawn using these mapping symbols then it is sug-
gested that the process itself is not sufficiently understood.
In view of the timing — or, perhaps more accurately, the
order — of such an investigation the starting points of
Evaluate or Envision shown in the business improvement
process in Figure 1.3 again suggest either of these two
stages provides an appropriate starting point providing
that this is supported by the organization and those
requesting an analysis of the organization’s processes and
performance.

Process improvement can also draw heavily on bench-
marking an organization’s processes with those of other
businesses, although in practice finding “best practice”
examples is not always easy, and often some examples are
difticult to transfer between companies due to cultural or
other operational differences. This is not to suggest that
benchmarking is of no value, but that the elements of
best practice championed by one organization may not
always be applicable to others. It should also be noted
that closer collaborative working (see Chapter 5) can also
provide useful insights into process performance improve-
ments where instead of whole process transfers, smaller
“nuggets” of best practice may be identified which can
be incorporated into providing increased organizational
performance. The following six-step approach to bench-

marking is proposed:
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1. Define which process or practice is to be bench-
marked and what you currently do.

2. Identify any best practice award winners in the area
you wish to benchmark and list contact persons who
could be potential partners.

3. Select and approach benchmark partners and explain
the potential benefits to both sides.

4. Conduct one or more benchmark visits, identify
learning points and provide feedback to the bench-
mark partner.

5. Use the learning points to create a benchmark report
and options.

6. Agree the next steps and trial implementation

improvements.

RECORDING THE PROCESSES

In almost all cases, irrespective of the starting position, a
typical process improvement investigation will follow the
process mapping to show the sequence of activities, low
of information, decision points and the range of possible
process outcomes.

While simple process mapping provides a logical
sequential account of the activities under investigation,
this may be further refined by mapping the activities to
align with individual roles or groups of staff and thus
provide an organizational linkage between the process

activities and the HR structure. The most common

1
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method of this linkage is by producing process maps
arranged in “swim-lanes” headed by the appropriate
resource grouping or individual post-holders. This method
also allows the identification of those who should be
involved in the current (as-is) process mapping together
with identifying organizational changes on development
of the “to-be” process maps. Again, the swim-lane
approach provides a relatively easy method to understand
the contribution made by groups (or individuals), which
can then be cross-referenced with the existing or new
role/job descriptions. The lanes can be punctuated with
stage markers similar to those used in a swimming pool,
providing an easy indication for the process user of which
part of the process they are involved in and the following
major stages to be undertaken. In addition, it is suggested
that it is also beneficial to note the objectives of the
process at the start of the map as this sets the scene for
the user and provides some confidence that it is being
undertaken for a specific and identified business purpose.
Performance improvements can be made by building on
the process mapping work — not just in modifying exist-
ing processes or introducing new ones, but by removing
duplicated work or introducing changes to provide a
closer synergy between related process maps. Looking at
the roles and responsibilities of the staff undertaking the
processes provides opportunities to improve further per-
formance requirements including resource management
and succession planning necessary to maintain operational

performance or indeed required regulatory compliance in



PROCESS IMPROVEMENT

some industries. From an HRM or staft training perspec-
tive, process mapping also supports a clear understanding
of the business processes for employees new to an orga-
nization or department. Bearing this in mind from a more
strategic viewpoint, process mapping, its development and
adherence should be linked to wider quality assurance
company requirements where applicable.

The final two models of this first chapter (Figures 1.5
and 1.6) each present an opportunity to examine the
resulting processes maps and identify further improve-
ments. First, Figure 1.5 provides not only a step-by-step
list for process mapping but offers much more than simply
stating what is done by, more importantly, prompting the
complier to examine the tasks further by the addition of
some guidance questions which can be asked at each of
the seven steps. This was first published by Christopher
Ahoy of Towa State University and is reproduced below
with his permission.

The table of Figure 1.6 provides some further practi-
cal prompts to those tasked with seeking process improve-
ments and is a useful tool to use following on from Chris
Ahoy’s model. The questions of Figure 1.6 can be used
both by an individual process mapper and by a group
in a workshop environment to facilitate further process
improvement following an examination of the “as-is”
process maps and the development of the new “to-be”
process improvements. The primary questions are initially
designed to check that all of the required information has

been obtained; after which the next stage is to enquire

13
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Step 1: Determine the boundaries Where does a process begin?

Where does a process end?

Use a verb to start the task description.

The flowchart can either show the sufficient

information to understand the general process

flow or detail every finite action and decision
point.

Step 3: Sequence the steps e Use post-it notes so you can move tasks.

e Do not draw arrows until later.

Step 4: Draw appropriate symbols Start with the basic symbols:

e Ovals show input to start the process or output
at the end of the process.

e Boxes or rectangles show task or activity
performed in the process.

e Arrows show process direction flow.

e Diamonds show points in the process where
yes/no questions are asked or a decision is
required.

o Usually there is only one arrow out of an activity
box. If there is more than one arrow, you may
need a decision diamond. If there are feedback
arrows, make sure feedback loop is closed, i.e.
it should take you back to the input box.

Step 5: System model e Draw charts using system model approach.

e Input — use information based upon people,
machines, material, method and environment.

e Process — use subsets of processes in series or
parallel.

e Output — use outcomes or desired results.

e Control — use best in class business rules.

o Feedback — use information from surveys or

Step 2: List the steps

feedback.

Step 6: Check for completeness o Include pertinent chart information, using title
and date for easy reference.

Step 7: Finalize the flowchart e Ask if this process is being run the way it should
be.

o Are people following the process as charted?
e Is there a consensus?
e What is redundant; add what is missing.

Figure 1.5 Process mapping.
(From Process Mapping, Facilities Planning and Management. C. Ahoy,
1999, reproduced with permission of Iowa State University.)

why the identified process steps are undertaken, their
sequence and the organizational benefits from undertak-
ing them. However, greater value may be obtained as a
result of addressing the secondary questions as it is these
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PRIMARY QUESTIONS [WHY? SECONDARY QUESTIONS [SELECTION
PURPOSE - WHY? What else could be WHAT SHOULD be
What is achieved? achieved? achieved?
MEANS - WHY THAT How else could it be HOW SHOULD it be
How is it achieved? WAY? achieved? achieved?
SEQUENCE — WHY THEN?  |When could it be achieved?]WHEN SHOULD it be
When is it achieved? achieved?
PLACE - WHY THERE? |Where else could it be WHERE SHOULD it be
Where is it achieved? achieved? achieved?
PERSON - WHY THAT Who else could achieve it? [WHO SHOULD achieve
Who achieves it? PERSON? it?

Figure 1.6 Process map development.

that initiate deeper investigation of the proposed “to-be”
process and ultimately contribute to achieving improved

performance.

Such questioning should also suggest that the process
developer considers the implications of not doing parts of
the process and the external impact on the organization’s
current or potential customers or stakeholders. The items
that need to change can be captured and used as part of

the change management process. Options on this topic

are provided in the next chapter.

15
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CHANGE MANAGEMENT
AND ORGANIZATIONAL
DEVELOPMENT

DEVELOPMENTS IN CHANGE
MANAGEMENT

When considering the drivers for organizational change it
has to be said that nothing remains still in the world of
business. The rate of change that companies face has
continued at an increasing pace over the last 50 years
through advances in technology since the 1960s and more
recently through the globalization of supply chains. While
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historically change did occur this was generally focused
on alignment with customer demand and technological
advances in production techniques and was usually
addressed by incrementally stepped change. As the rate of
change increased so the gap widened between global com-
petitors necessitating more extensive change management
plans and longer implementation lead-times. Such planned
major change is often an infrequent action and part of a
larger organizational realignment either through incremen-
tal drift of lagging behind others or the need for a more
large-scale change driven by evolution or revolution.

All organizations are destined therefore either to
perish through business failure from being left behind by
the competition or to accept that undertaking change is
a natural part of business life in order to keep in line
with the need for improvements or customer or fashion
demands. Even where organizations are engaged in their
own change derived from incremental improvements this
can often be behind that demanded by the changes in
the business environment resulting in further action being
needed to gain closer realignment. The model in Figure
2.1 shows that the business environment changes at a pace
faster than the organization’s change strategy, which over
time fails to develop in line with it. In reality, it is often
difficult to ensure that the organization remains aligned
with external influences as each subtle change can be
undetected on its own; however, many organizations will
recognize the reality shown in Figure 2.1 and the need

to be aware of the relative additional external changes.
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Figure 2.1 Strategic drift and trigger for change.
(From Management Concepts and Practices. Dr Tim Hannagan, 2005,
reproduced with permission of Pearson Education.)

While this chapter provides a number of models
about managing change, it is stressed that even accounting
for the strategic drift any change management plan is
destined to fail unless supported by a main sponsor. It is
considered that this should be the senior management of
the organization in place of the organization’s stakehold-
ers who must also have an acceptance that such change
is seen as being appropriate for the specific organization
and that its customer base will respond positively to the
changes as and when they are implemented.

Even with senior management support, the change
process is likely to be time consuming and the company
will have to consider the type of change strategy
best suited to pursue the organization’s new direction.
There are a number of factors that will need to be con-

sidered in choosing how to implement the necessary

19



20 ESSENTIAL TOOLS

Going for the
“Quick Fix"

Magnitude of
change

“Tinkering”

Time ———

Figure 2.2 Change options.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

changes as each approach will be appropriate to different
circumstances. Indeed, it is stressed that those that are
inconsistent with the demands of the situation — the
people, the cultural setting and the business environment
— will undoubtedly run into problems and fail to provide
the long-term benefits of the required changes.

While there are a number of change options open to
organizations, as shown in Figure 2.2, it should be noted
that undertaking any specific change management pro-
gramme is neither easy nor should be thought of as a
quick undertaking; however, there are some models and
approaches included in this chapter which may assist
those considering undertaking or indeed tasked with
delivering organizational change.

Recognition of the need to justify, communicate and
train staff in change management to minimize resistance
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to proposed change not only needs to be sensitively
managed, but has always been a feature of undertaking
change from established practices across the ages. The
advice penned by the sixteenth-century Italian courtier
Nicholo Machiavelli is often quoted by those involved in
undertaking this task: “There is nothing more difticult to
take in hand, more perilous to conduct, or more uncer-
tain in its success, than to take the lead in the introduc-
tion of a new order of things” (The Prince, published in
1532).

CHANGE MANAGEMENT
CONSIDERATIONS

Bearing in mind the above historical advice and the rec-
ognition of the level of difficulty of introducing change,
the model shown as Figure 2.3 shows a range of changes
which an organization may wish to adopt. The model also
suggests that the easier changes at the bottom of the
pyramid offer the least level of discomfort for employees
and that these lower level changes also require the least
amount of time and cost. Similarly, the higher levels
necessitate substantial time and investment and as such
are much harder to implement. The pyramid model also
suggests that embarking on the lower level changes first
may be a good way to develop an acceptance to a change
programme especially if quick, beneficial and easy to
observe changes can be realized by this staged approach
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r' N
/ Change
Culture Hard to do
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Change Structure Organl_z ation
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Figure 2.3 Change pyramid.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

— a clear example of harvesting “the low hanging fruit”
first.

After considering the above factors, it is proposed that
there are five broad optional approaches that can be
deployed in change implementation. These may be appli-
cable to all of the options given in the change pyramid
but in practice offer maximum benefit for more major
change initiatives such as those involving behaviour or
cultural change. These are shown in Figure 2.4 and
described in detail below.

Directive strategy: In this strategy the management can
use its authority to impose the changes required and

be able to carry them out speedily. However, the dis-
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Expert strategy:
manage change as problem solving

Educative strategy: Negotiating strategy:
winning hearts and minds bargaining about change
Directive strategy: Participative strategy:
management’s right to get all involved in making the

Introduce change _l l_ change
v

Implementation of
selected change
strategy

Figure 2.4 Strategies for change.

(From Change Management and Oiganizational Performance. S.A.
Burtonshaw-Gunn and M.G. Salameh, ICAFI University Press,
2007a.)

advantage of this approach is that it is likely to increase
resistance by those involved or even undermine the
overall success of the change implementation.

Expert strategy: This approach is usually applied when
a “technical” problem requires solving, such as the
introduction of a new IT system, and as such is better
suited to smaller technical or operational change than
a wider cultural-change requirement. It is also appro-
priate that introducing technical changes does not
easily lend itself to wider consultation as knowledge
of the technical nuances may reside only with a
limited number of individuals.

Negotiating strategy: This strategy involves a willing-

ness to negotiate with individuals and teams affected
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by the change and to accept that adjustments and
concessions may have to be made. Opting for this
approach does not remove the management’s respon-
sibility for the direction and initiation of change but
acknowledges that those affected have the right to
have some input in the changes proposed, or that they
have some power to resist it if they are not supportive.
The advantage of selecting this approach is that resis-
tance to the proposed change is likely to be reduced.
However, such negotiation will add to the overall
programme and the pre-implementation time may
take longer. Changing work practices in return for
increased pay and/or other benefits is a classic example
of the negotiating strategy.

Educative strategy: This approach involves changing
people’s values and beliefs so that they support the
change and are committed to a shared set of organi-
zational values. Winning “hearts and minds” is a
complex process that involves a mixture of activities
such as: communication, persuasion, education, train-
ing and selection. The advantage of such an approach,
if successful, is that people will be positively commit-
ted to the change. In general, this approach typically
takes much longer and requires more resources than
the previous three strategies described above.

Participative strategy: This strategy has a number of
advantages in its implementation: changes are more
likely to be widely acceptable over the other strate-
gies; it promotes an active involvement of people and
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is likely to increase their commitment to, and enthu-
siasm for, the change process. Additionally, there will
be opportunities for both managers and employees to
learn from the experiences and skills of this wide
participation. While this has a number of advantages
due to the participation of staff, the identified changes
are likely to take longer and require additional
resources to support the change.

While each of these five strategies may offer a number
of primary approaches, which can be matched to the
factors discussed above, it is suggested that the most
appropriate change strategy for organizations that need to
realize new values, processes and behaviours is through
the use of a participative strategy. In addition, it is further
suggested that the educative strategy of communication
with staff, the primary customers, stakeholders and
potential new customers should also be used to augment
operational changes and harmonize support.

For any identified changes to be successfully adopted,
merely introducing some new pieces of equipment, or a
new process, is unlikely to have any major impact on the
organization unless introduced as part of an overall and
coordinated change process. When considering a major
change programme both technical and managerial changes
are likely to be widespread and have an impact on all of
the elements of the organization, as shown in Figure 2.5.

A brief explanation of the elements of the organiza-

tional model by Kelvin Hard and how each is related
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Mission and Strategy Stakeholders

| Technology |

Organizational Structure Organization Culture

| Reward System |

Individual Roles

Management Processes

Figure 2.5 Major organizational components impacted by a
change management programme.

(Source: Kelvin Hard, Developing the right organization, in
Strategies for Human Resource Management. M. Armstrong (ed.),
Kogan Page Limited, 1994.)

specifically to an organization change programme is dis-

cussed below.

* The mission and strategy is an important element of
the organization as it provides a clear declaration of
intent and serves as a reference point to establishing
any required changes. While the vision, mission and
its strategic objectives may have been developed, a
wider communication of these with staff will prevent
confusion and ambiguity over the logic behind the
proposed changes and the business’s long-term devel-
opment plans. There is widespread evidence to show
that publishing the mission statement whenever
possible promotes its significance and relevance to
employees’ day-to-day activities, such as in meetings,

or exceeds customer’s expectations; fosters a manage-
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rial culture that is customer-responsive; and contrib-
utes to individual and business performance.

The support of the stakeholders is important for any
change plan to be successful; this should not be
restricted to the owners but should include all staff,
principal customers, suppliers and others who provide
support to the business in its day-to-day or long-term
business activities.

An organization’s culture is one of the major influences
that makes each business different. Typically, this is
witnessed in its rules on behaviour; its beliefs about
what is important and good for the organization; its
management style and levels of authority; and finally
the corporate image of the organization as portrayed
as an employer or a customer. Clearly, the introduc-
tion of changes in an organization will have a subse-
quent impact on modifying its present culture,
particularly if the business expands into new geo-
graphic markets.

Development of the “right” organization structure in
support of the business plan can lead to improvements
in functional responsibility and business performance.
Such changes can be implemented as part of the
change management plan as and when the roles and
responsibilities have been defined, when the selection
and appointments to any new positions have been
made and when existing staft development pro-
grammes have been agreed. The introduction of a

new organization structure can be very emotive and
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will often need careful planning. This should not be
taken lightly as this will require senior management
time and effort to help staft to understand their new
roles and processes. Developing the organization
structure may also be linked to the process mapping
activities described in Chapter 1.

* The world is continually changing through business
process improvements gained from the introduction
of new technology and wider media connectivity; from
a customer expectations viewpoint both of these
increase the pressure on the business to perform efti-
ciently. Any technology changes identified in a com-
pany’s business plan must be seen to contribute to the
main objectives, its stated mission and longer-term
vision statement.

e All organizations are made up of individual people
whose roles interact; as such the design of their roles
is important and will be a key aspect in the organi-
zational development of a company as it changes to
embrace a new business focus. Within the context of
a proposed change programme, work is often needed
on new processes or new performance requirements
to produce new job profiles, person specifications and
requirements, and finally to undertake staft selection
and consider their long-term development. Such
learning and development should also focus on
enhancing personnel operations to help to achieve
higher standards of competence and performance.
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*  Depending on the company structure, some of the
important management processes usually take place across
the functional hierarchy such as planning and budgeting,
systems development, succession planning, customer-
related activities and management/staff’ development.
In addition to these business processes, the importance
of communication needs to be regarded as being
of major importance for organizations undergoing a
change programme. Indeed, for those undertaking
large-scale change this should be regarded as being fun-
damental to preparing and implementing the identified
changes in the company.

* The final element of the model of Figure 2.5 is that
of reward systems. These are an important part of any
organization’s attractiveness and ability to encourage
people to become and remain as its employees; to
secure a level of commitment and effort; to encourage
the necessary behaviour to support the organization
performance targets; and finally to support flexibil-
ity, creativity and innovation as the organization

develops.

CHANGE MANAGEMENT PLANNING

Having considered and selected the most appropriate
change strategy and described the elements that need to
be acknowledged as part of the change process with
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of change

Renew
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change before embarking on the implementation

phase.

Figure 2.6 Planning organizational change.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

respect to individuals and the organization itself, the
model of Figure 2.6 illustrates how the change programme
may be implemented. In line with any quality manage-
ment philosophy of “plan—do-review”, implementing
change is no different as it also needs to be assessed,
planned, implemented and reviewed.

The model in Figure 2.6 not only illustrates the
phases of the change cycle but also recognizes that resis-
tance to change needs to be acknowledged and profes-
sionally managed.

Research suggests that for those implementing a

change programme there are three inter-related skills
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categories which managers need to possess in order to pro-

mote effective change. These are:

1.

Transforming skills where managers need to be able to
create a supportive risk-taking environment, have
self-awareness and self-confidence. They will need to
possess the ability to share the benefits that the change
will bring and the journey needed to undertake this
through visualization techniques.

Mental skills will require managers to think holistically
and help others to see the “big picture”. These man-
agers will be able to work with rules of thumb based
on action learning.

Managers in a change environment will be required
to have the “softer” skills of empathy and understanding
of feelings. Often these will be witnessed through the
use of symbols, analogies and metaphors to relate to
the change process and will need the ability to toler-
ate stress and resist confronting every issue. These
skills demand use of both left and right side brain
techniques.

It should be noted that as improved performance is

often a goal in undertaking a change management pro-

gramme this can only be delivered by people and as such

Chapter 3 seeks to share some useful models applicable

to people-focused performance management. The next

model of this chapter is used to describe a practical large-

scale change programme where typical key activities may
be undertaken in the three phases. While there will be
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some deviation to accommodate local business, cultural
or stakeholders’ requirements, this three-phase model pro-
vides a good basis for those planning change and defining
a practical approach in its undertaking. This model is a
practical adoption of the theory of “unfreezing, transfor-
mation and re-freezing” from Kurt Lewin’s model of
change developed as early as 1947. The three proposed
phases are outlined in Figure 2.7 and the specific details
of an actual change programme are then described below.
It should also be noted that after these major changes

have been implemented, smaller incremental changes will

A
Pre-positioning Impl jion
« Communications | * Reporting PRk
 Background and processes
Change *  Communicatiéns
Management * Implementifig new
training organizatignal
« Preparations for structurt
change ¢ TrainindNeeds
o | °Jobanalysis and Analyds
O | key post Training
E recruitment HR,policy
£ | * Some technical (Ijh elopment
(% changes inline | ® /nplementing
with business and /_te'tlhnlcal_tﬁhanges
Change plans in line wi
Sl Business and
o Change plans
P! 7t Plhsase > th Phase 3: 19 to 36 months
0 to 6 months 0 18 months Time

Figure 2.7 Large-scale change management aligned to phases
of a programme.

(From Change Management and Organizational Performance. S.A.
Burtonshaw-Gunn and M.G. Salameh, ICAFI University Press,
2007a.)
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often follow on as part of a philosophy of not as “change

bRl s s s
management” but as continual business improvement.

Phase 1: Organizational pre-positioning: The first
phase can typically be of six months’ duration and
should focus on the preparations for change through
communications with staff’ and stakeholders. In addi-
tion, it can consist of some initial job analysis including
preparation of job descriptions for the introduction of
anew organization structure and the delivery of general
change management awareness training to staff. This
phase is aimed at preparing the organization for change
and managing the associated risks and benefits. The
main activities in this phase are described below.
Communications: A fundamental aspect of expediting

a change process throughout the implementation
phase will be developing an initial awareness and
understanding at an early stage as to why such a
change management process is required and the
benefits to be gained at organizational, team and
individual performance levels. Clearly, this pre-
positioning work is fundamental in shaping and
successfully delivering the required knowledge to
take the organization from its current business
mode of operation through to achieving its
desired higher performing business vision. Such
pre-positioning will also allow reinforcement of
the key strategic messages behind the change
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management implementation plan and how busi-
ness critical functions are an integral part of
realizing an organization which is commercially
attractive and transparently accountable. From
practical experience, at no point throughout the
communications cycle should the change man-
agement implementation timeframe be delivered
in anything but the most realistic terms. If this is
not the case, it can severely hinder the level of
employee commitment and the credibility of the
programme and transformation to be embedded.
General awareness training and analysis: The first stage
of designing a focused and relevant training and
learning agenda is to ensure that the activities are
aimed at raising awareness of the appropriate skills
and knowledge required. A training needs analysis
(TNA) is usually a good starting point and can
be undertaken in conjunction with a detailed
cultural audit of the organization, using compe-
tency frameworks and job profiles of the identi-
fied jobs in any proposed future structure. All
managers will be required to provide information
on individuals, using a framework of the com-
petencies for each job profile. In addition to
information on employees, the business strategy
and objectives will also determine the key areas
required to deliver the planned changes and
improved organizational processes. The combina-

tion of the data will provide the basis for a generic
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training plan, recognize individual development
needs of the staff and establish a priority for
delivery. The training focus early in this first phase
will generally be concerned with creating an
organization-wide awareness of the drivers for
change, the need to adapt to a changing competi-
tive environment and promoting the fact that the
programme has strong commitment and leader-
ship from the senior management of the organi-
zation. The programme may also need to include
a foundation level customer service training and
commercial awareness module for all staft to meet
a defined standard and to address current levels of

customer service provision.

Job analysis and organization structure preparations: At this

initial phase of the change management pro-
gramme, it is proposed that the organization
structure will only be beginning its transition;
however, integral to this will be a job analysis
of the key post-holders to aid the preparations
for structuring the new organization. This is an
important exercise for the organization in estab-
lishing where the core knowledge and experience
lies and among which key individuals or areas this
is vested. If the change objective is proposing
to adopt a number of new business practices
and processes aimed at providing the organiza-
tion with improved business performance, then

conducting a job analysis across the complete
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spectrum of strategic organizational roles and
responsibilities will also need be undertaken at the
earliest opportunity. This personnel information
will provide the necessary data to help structure
a personal and collective performance framework
in line with the organization’s planned changes
and future business performance goals.

HR environment: A strategic HRM approach has a
very different ethos to purely the existence of a
limited HR function. The key distinction is that
it cannot be imposed as part of a short-term
change management objective, but needs to be
progressively developed as a core functional capa-
bility over a longer term; ideally focused around
an experience-based learning culture. It is impor-
tant that the HR function is sufficiently cohesive
and achieves an appropriate level of change aware-
ness in Phase 1, as it will be instrumental in
helping both to reduce resistance to proposed
changes by providing a safe learning environment
and to communicate supportive messages to
which it will also be committed. To promote a
consistent and fair approach to organizational and
functional development, there will need to be
created an ongoing coordination forum with rep-
resentatives from all the functions, focused on
involvement in managing the HRM impacts of
the wider strategic change plan. Depending on

the organization, this is likely to include depart-
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ments such as finance, technical services, opera-
tions, support services and business development.
Technical change implementation: It may be appropriate
to introduce a number of the technical changes
identified in the business and change management
plans within the timescale of Phase 1. However,
the majority of these technical changes are often
best suited to be implemented in Phase 2 after the
change management training and major commu-
nications events have pre-positioned the organi-
zation and prepared the staff’ to anticipate and
become involved in the proposed changes.
Phase 2: Change management plan implementa-
tion: Moving to Phase 2 will cover the next 12
month period on completion of Phase 1. The focus
now should be on the implementation of the changes
against the agreed plans and the business objectives.
During this phase, progress of the implementation
should be regularly reported to the senior managers,
staff and stakeholders (and shareholders if applicable).
The main activities in this second phase are as follows.
Communications: During the second phase, the com-
munications emphasis will move from preparation
of the employees for change to an ongoing process
of reinforcement of the corporate message and
cultural values throughout the three-phase pro-
gramme. One of the most effective means for
doing this will be to utilize an ongoing learning

and development arena, which will afford the
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opportunity to review all aspects of the organiza-
tional development at key critical process mile-
stones. Additionally, this can also be fed back as
part of the organizational learning and develop-
ment cycle. This ongoing review cycle when
linked to skills transfer activities will also allow
the identification of areas where there are gaps or
a perceived lack of clarity over the direction the
organization is taking. It is likely that this will
highlight whether there is a need for a number
of ongoing communication events reporting key
strategic decisions and explaining how each fits
with the change management strategy.

Training design and delivery: Long-term training needs
should be linked back to the initial TNA under-
taken as part of Phase 1 work. Once the data have
been analysed, suitable programmes can then be
designed for all staft. This is likely to cover a
variety of methods through which the training
agenda will be delivered; however, while this may
be at the organization’s site there may be valid
reasons for another venue, for example if bench-
marking against another external organization
or joint collaboration — in such circumstances a
neutral territory may prove more appropriate.
Indeed, the provision of a conducive training
environment and facilities, along with the align-

ment of the learning activities with the business
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needs, should deliver improved performance in
customer standards, commercial awareness and
technical operations and in supporting the orga-
nization’s identified change programme to meet
its identified business needs.

Organizational implementation: During Phase 1, the first
of the organizational changes will have been pre-
pared which can then be implemented as part of
this second phase. The identification of positions
within the organizational structure and the match
to existing employees will be undertaken as part
of the task analysis and job profiling exercise in
this phase. As the organization’s task analysis is
completed, further appointments can be made
and the organizational structure may also change
again during the final third phase.

HR environment: To achieve its mission, vision and
objectives, any organization must seek to realize the
full potential of all of its employees to ensure that
it is seen to be a “preferred” employer within the
community and is able to contribute to business
performance financial growth. By valuing its staff,
the organization in this second phase will enhance
its creativity and its ability to adapt to change, and
increase its overall performance. Achieving these
business objectives will contribute to improving its
competitive position and increase the prospects of

growing the business further.
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Organizational health and safety: The primary and con-
tinuing policy of any company is that, in the
conduct of its business, it will need to continue to
achieve standards of health and safety for its employ-
ees, customers and others affected by its business
operations that are equivalent to best practice in
each area of its activities. To achieve the require-
ments of this business policy, the company may
initiate a number of objectives to be fulfilled, both
in terms of legal requirements and to satisty the
organization’s own standards. These objectives are
likely to be:

* to ensure that all employees are aware of their
responsibilities for health and safety standards

* to encourage the active participation of all
members of staff in continuously improving
their work environment;

* to ensure that all contractors, suppliers and
others undertaking activities for the business
are briefed on their health and safety obliga-
tions and responsibilities and also that they
thereafter operate proper systems to ensure
that standards are maintained;

* to analyse continuously the risks faced by the
organization and prepare, update and revise
systems of work and emergency plans to meet
such risks.

Phase 3: Ongoing support and consolidation phase:

The final phase will typically last for a further 18
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months following on from Phase 2 and will need to
concentrate on continual support and improvements
as the changes become embedded within the organi-
zation and are regarded as the organization’s new
culture. This longer-term third phase is important for
the changes to be successfully accepted within the
transformed organizational structure and for employ-
ees to understand their roles and contribute to future
performance of the business. The main activities in
this final phase are as follows.

Communication: Continued employee involvement
and consultation through a rolling communica-
tions programme will need to be developed in this
final phase to assure the employees of the impor-
tance of the changes, how they can be involved
and how they can support the changes to the busi-
ness. In addition, the organization’s management
will need to assist this process further through
open dialogues with staff and by conducting
research into their concerns and reacting to the
findings.

Training review and feedback: In order to ensure that the
training provided is up to date and relevant, a
review of all provisions should be conducted at the
end of each business plan year. All employees who
have attended any type of training should be
encouraged to give feedback on its success — this
should be seen to be of value to management and

not just the completion of the “happy sheets” so
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often witnessed in large organizations. As the
changes mature, consideration may also be given to
the implementation of a total quality management
(TQM) approach as part of a drive for improved
performance through technology and increased
staff competency and performance standards.

HR environment: In the third phase, the HR director
will typically need to work with all parties to
develop a series of HR policies that reflect both
the current conditions and the future goals of
the company. These will cover, for example, staff
forums and grievance procedures, reward policy,
succession planning, health and safety, corporate
responsibility and ethics. While striving to achieve
the goals of the organization, the HR function will
need to remain alert and prepared to respond from
an organizational perspective to any potential exter-
nal threats and opportunities which may support
or hinder the organization’s business performance.

Succession planning: The earlier job analysis from Phase
2 can be used to identify key post-holder replace-
ments and job profiles containing the principal
activities and accountabilities together with their
associated competencies and technical knowledge.
This can be used as the foundation of selection
for new jobs and vacancies after the change transi-
tion. A lack of a strategic approach to succession
planning will expose key organizational roles and

skills to significant risk within the context of the
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future operating structure. At this final stage, the
senior management team will need to understand
“change” in totality and must be equipped to
manage the unforeseen impacts of natural attrition
and loss of key members of the organizational
team for career development reasons. Active
succession planning is one of the approaches
aimed at alleviating these operational and business
risks.

MANAGING CHANGE AND PEOPLE

Having looked at some approaches to change, its impact
on the many aspects of the organization, planning change
and now the components of a large-scale change pro-
gramme, this chapter now moves to present three models
around managing the resistance to change. With few
exceptions, people’s reaction to change will follow the
change curve shown in Figure 2.8, itself influenced by
issues around security, status and self esteem.

Clearly, implementing change needs to be planned,
executed, reported and reviewed for it to be successful and
appropriate to the business. The change curve is sometimes
referred to as the “loss transition curve” and was derived
by Dr Elizabeth Kiibler-Ross’s studies into bereavement,
first published in 1969 and later embraced as part of
organizational management theory. Before considering

change — what type of change, how to do it, identifying

43



44 ESSENTIAL TOOLS

Completion

Application

Development
Denial P

Change point

Frustration Acceptance

Competence

Immobilization

Time

Figure 2.8 Change curve.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

who is to be involved or who is aftected by any changes
— two points need to be made. First, it is absolutely crucial
to gain the most senior level support, ownership and com-
mitment as any change management plan is destined to
fail unless visibly supported by the senior management of
the organization. Second, acceptance is needed within the
organization that such recommended change is seen as
being appropriate for the specific organization. On this
basis, acceptance by the management of integrated busi-
ness plan objectives will then allow them to consider the
type of change strategy best suited to pursue a new direc-
tion or initiate changes necessary to facilitate increased
organizational performance.

In agreeing an appropriate strategy, or combination
of strategies, for change, the organization’s management
will need to take into account the following factors:
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* The urgency of the situation.

* The degree of the opposition expected.

* The power base of the change initiator.

* The existing transparency of information and ease of
communication.

*  Demonstrable examples of commitment to integrated
planning during the change programme.

* The nature of the current organization’s culture and

its likely response to change.

While there are a number of models to assist indi-
viduals in the change process, it should be noted that reac-
tions to change can be categorized as one of four groups.
These categories range from those individuals who openly
resist the change and may even try to prevent it to those
who merely go along with the change but may not be
committed to being part of its success. The four catego-
ries of resistance are described below:

* Protesters: Who openly make their objections
known to the organization and colleagues; however,
once issues are identified they can be considered and
managed.

* Zombies: Have no strong opinion and are happy to
go along with any proposed changes without offering
any constructive comment.

* Saboteurs: Like to show that the old ways were fine,
openly find fault with any new systems or process

change and seek opportunities to make the change

fail.
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* Survivors: Accept the change and make best use of

any new situation for their own advantage.

Knowledge of these groups can help managers to
recognize an individual’s resistance to change and hence
provide a better chance of managing the change process
without further resistance. Indeed, the level of resistance
to change is normally related to the magnitude of the
change required and while there are often issues around
perceived job security the level of resistance influences
the speed of the undertaking. Figure 2.9 presents a matrix
of emotional issues which provides some guidance in
addressing resistance and adoptability to the planned
changes.

Figure 2.10 is the third model with respect to resis-
tance to change and covers the relationship between

change and security which re-emphasizes some common

High
Handle carefully Danger,
Expected check feasibility
level of
resistance
to change
Low | Accelerate the process Implement

High Low
Level of adaptability to change

Figure 2.9 Matrix of emotional issues.
(From The Ten Keys to Successful Change Management. J. Pendlebury
et al., 1998, reproduced with permission.)
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Motivation to achieve Stability of environment

Tolerance of uncertainty

Forces in the INDIVIDUAL: Forces in the SITUATION:
Self-esteem Security of business
Knowledge and skills Attitudes towards risk

Perceived security

High or low SECURITY: Moderate SECURITY:
Likely to: reject, suppress, distort Likely to: listen, clarify

explore, develop, integrate

Figure 2.10 Security and change.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

factors that play a role in perceived security together with
typical respondents’ behaviour. For those involved in ini-
tiating or implementing a change programme, knowledge
of the perceived security issues needs to be understood
as this will aid communications and allow the most
appropriate approach to be selected aimed at gaining
support from those aftected.

Forces — both within individuals and within organiza-
tions — contribute to the degree of security and can
promote feelings of either insecurity or high security.
In turn, these feelings can lead to contrasting responses
to the planned organizational change. As such, it is impor-

tant to recognize that the forces that contribute to the
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culture and the attitudes of the individuals within the
organization are key to establishing a high degree of
security which will support a positive response to orga-
nizational change and hence contribute to future business
performance. The factors contributing to culture and
individual performance are discussed later in Figure 4.3.

From the models described in this chapter, it would
not be an exaggeration to say that there is no other topic
in management that impacts on the whole of the business
operation as much as change management and conse-
quential organizational development: from business plan-
ning, production, improvement processes, quality systems;
from marketing through to customer relationship man-
agement; and from a personnel viewpoint covering both
individual performance and team working. The topic of
change and organizational development (OD) should not
be merely considered to be the production of a company’s
organogram — it is clearly far more that this. Organizational
development involves understanding the culture of the
company, identifying it strengths and opportunities and
trying to minimize its weakness and any real (or per-
ceived) threats throughout the whole company.

Having discussed some models around change and
OD it has to be said that “change” per se has now become
a regular feature of business life as part of the desire for
continual increased business performance and the ever-
important need to demonstrate a growth in shareholder
value. However, change management strategies have quite

often been too rapidly internalized and wrongly com-
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municated, usually resulting in a knee-jerk response which
links demand for increased performance purely with the
consequential financial benefits. It is stressed that success-
ful management of the resistance to change reflected in
the earlier quotation from The Prince by Machiavelli pub-
lished almost 500 years ago is the critical factor to achiev-
ing any degree of long-term and lasting success. While
it may be difticult to undertake change, the words of
President John F. Kennedy suggest that those that fail to
embrace change will have a limited future with his state-
ment: “Change is the law of life and those who look only
to the past or present are certain to miss the future”.
Perhaps this is also a good message for today’s business
managers.

For change to succeed, a corporately social environ-
ment needs to be fostered which truly encourages and
rewards organizational leaders for maintaining high orga-
nizational performance and promoting the right behav-
ioural environment, culture and values. Implementation
of change often results in periods of organizational tension,
however; in that state of flux those leading the change
management process must not mistakenly overlook the
huge return on investment to business from harnessing
the intuitive skills of its most valuable resource — its
people. Change can only become successful when people
are engaged and committed to its planned outcomes (see
also Chapter 3).

It is also worth noting that without careful consid-

eration of the interconnectedness of the behavioural
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factors that affect so much of an organization’s culture,
any lasting improved performance will become an elusive
goal and any related change in culture will have no
lasting value and thus be transient in its nature. Therefore,
improved organizational performance is about not only
the application of hard and fast rules for achievement,
but rather an acceptance and ownership of the impact
these factors have in shaping organizational behaviours
during periods of change. If change management objec-
tives and performance management targets are not seen
to be remotely achievable they can unintentionally
prevent organizations creating the conditions necessary
for gaining an improved and sustainable performance
while fuelling at the same time Machiavellian protection-

ist and defensive behaviours.



........................

PEOPLE-FOCUSED
PERFORMANCE
MANAGEMENT

DRIVERS FOR PERFORMANCE
MANAGEMENT

Before looking at the role of “people and performance”
it is useful to remember that within both commerce and
industry the raison d’étre tor the senior level of manage-
ment, normally the board of directors, is to examine

the nature of the business and steer the company on its
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future course. Such direction requires the establishment
and implementation of a robust strategy, which will be
primarily concerned with the company as a whole. Indeed,
such corporate strategy formulation will inevitably have
to consider its present business role, the future business
direction it should take and how the board’s vision and
objectives can be successfully implemented and achieved.
This task of strategy development involves decisions on
plans at the most senior level which recognize both the
financial and organizational development of the company
with such major decision-making regarded as being at the
very heart of strategic management. Development of a

corporate strategy should not be regarded as an isolated

| Corporate Strategy |

A

A 4

Marketing Business Strategy |‘_’| Finance

A

v
. Human
| Quality |<—>| Product Strategy |<—> Resources
1 4 1 Management
Design and
engineering Purchasing and

Supply

Figure 3.1 Relationship between external facing business strat-
egies and internally focused product strategy.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)
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senior task as it must be inter-related with other strategies,
as shown in Figure 3.1.

To achieve any degree of success many writers on the
topic of strategic management stress that the organiza-
tion’s corporate vision must be aligned to its core values;
to the organization’s mission; and to its goals and the
objectives it wishes to pursue in the short, medium and
long term. In general, it is also recognized that of absolute
prime importance to any company — irrespective of its
size, or its public/private ownership state — must be its
desire to survive over the long term. This may be achieved
by balancing the need to earn an economic profit (and
satisfy its shareholders) with the need to invest in its own
resources: whether they are systems, processes, plant,
machinery or its employees. The efficient use of these
“human resources” largely governs the success of the
organization as it is ultimately reliant on its employees to
both formulate and implement strategy. Strategic manage-
ment may therefore involve the development, review and
remoulding of the organizational structure that will best
ensure survival within its operating environment, as shown
in the strategic relationship model of Figure 3.1. In addi-
tion, organizations wishing to take a long-term view will
need to consider the training, education and development
of their employees, especially their managers, as a core
element of successful alignment.

In looking at the development of organizational
performance measures, many leading companies have for

a period embraced the European Foundation of Quality
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| PR Enablers - — - - T [ Results >
People
LR L LB E
People Results
- Key
Leadership " Policy & "= Process " Customer ® BPerformance)
Strategy Results
Results
. Partnerships . o Society .
& Resources Results

< Innovation and Learning |

Figure 3.2 The EFQM Business Excellence Model.
(© European Foundation of Quality Management, reproduced
with permission.)

Management (EFQM) Business Excellence Model (Figure
3.2) which identifies four categories of business results —
Key Performance Results (Financial), Society, People and,
within the mechanics of the model, the most important
category of Customer Results. These quantitative results
are underpinned and driven by a series of five quali-
tative “enablers” comprising Leadership, People, Policy,
Partnership and Process Management.

While there is naturally a range of initiatives to
improve on all of these categories, the topic of perfor-
mance management has traditionally focused on the HR
aspects, as planned improvement in the People category
can provide a subsequent impact across many of the other
categories of the EFQM model.

Complementary to the Business Excellence Model
there has been an increasing interest in performance indi-

cators and performance-based balanced scorecard tools
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which measure the performance of the company through
assessment and monitoring aimed at assisting in decision-
making and contributing to the organization’s long-term
success. Establishing performance indicators typically
covers financial and non-financial measurements and
impacts on operational management (corporate objective
setting, performance assessment, etc.) and those in HR
management (inter alia training and career development,
succession planning, reward systems, competency manage-
ment, etc.). It has to be said that the increasing growth
in industry benchmarking is made easier when companies
use the same measurements on which to assess their per-
formance and compare their results against other well-
regarded companies. The use of performance indicators
(PIs) for this purpose has seen wide acceptance and
support in the UK construction industry, for example,
which publishes industry performance data, and has over
the last decade established regional best practice clubs and
knowledge-sharing initiatives.

PERFORMANCE AND COMPETENCY
DEVELOPMENT

The focus of this chapter now moves to discuss the
importance of the required behavioural factors as a key
enabler in developing and embedding a high performance
culture within an organization. Although it is very difti-

cult to encapsulate fully the vast nature of this topic, the
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need to understand the “people dimension” is a vital part
of the corporate management of the organization. What-
ever the industry and size of business, profit levels, or mar-
kets in which it operates, almost without exception the
annual report of every organization will make reference to
its employees as being the business’s most valuable asset.
However, in many cases not only are these also its most
expensive asset but are absolutely central to the rate at
which organizational performance can be increased.

On the premise that the often quoted “People are our
greatest assets” statement is true then to support enhanced
job performance this “great” asset needs to be effective

in four areas:

e Competencies: How they go about their work.
+ Attitude: How they prepare for work.

e Skills: What they can do.

*  Knowledge: What they know.

It is the proficiency in these four areas which con-
tributes to the business’s performance and which can be
applied to a number of activities within an organization
such as those associated with customer focus, communi-
cations, team-working, innovation and problem solving to
name but a few. The development of competencies, atti-
tudes, skills and knowledge is linked into the individual’s
performance as shown in Figure 3.3, which suggests a
closer working relationship between HR and functional
managers as part of a cyclical business process. Investment

in the training and development aspects of the model may
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Recruitment

. » Training = Development —
Promotion - ) Individual and

Succession Planning NG : P ¥ Team

— -+ = Career Planning

\ N\ .
Reti k . N\
etirement \ P\
Redeployment Reward_ gnd <+——— Performance
Resignation Recognition Management
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Figure 3.3 The cycle of recruitment, training and career man-

agement as part of a performance management system.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

be undertaken as part of a wider programme of compe-
tency management with objectives around the above four
areas.

For many companies using a competency manage-
ment system there is a clear linkage to their training
provision and a typical five-phase systematic approach to
training (SAT) used by a number of the more regulated
industries such as oil and gas, nuclear, rail and others. This

five-phase process is described below.

Phase 1 involves an analysis to develop a detailed under-
standing of the task that an individual is required to
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undertake and requires an assessor to capture infor-
mation on how the task is performed and the com-
petencies that are needed to perform the task. This
information is usually gathered from procedures,
expert knowledge and, where applicable to the indus-
try setting, any regulatory requirements.

Phase 2 covers the design phase, which focuses on the
development of a suite of training aims and objectives
that are directly based on the competencies identified
during Phase 1. This helps to ensure that the training
is subsequently developed to directly support the
trainee in achieving the required competencies for
their job/role. It should be recognized that staft will
have wvaried backgrounds and as such may attain
required competencies via alternative routes. The aim
of the training is to reconcile the competencies iden-
tified for the task with the competencies of the
trainee. It is recommended that each training objec-
tive clearly specifies:

* who the objective is aimed at;
e what skill is being trained;

* on what piece of equipment;

¢ under which conditions; and

* to which performance standard.

All of these can be written up as training plans.

Phase 3 takes the training plan and develops this into the
necessary training material required to deliver the

training. Typically, the material required will include
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training aids, handouts, assessment methodologies and
their associated competence assessment criteria.
Phase 4 covers the delivery of the training to meet the
identified requirement. If effort is put into the previ-
ous development phases then the training should be
delivered consistently and reliably to all attendees.
Phase 5 covers the review of the process and the man-
agement of training records. In order to control
expenditure and resources all training programmes
should have local management approval prior to the
start of the training programme as local management
is often responsible for controlling a regular evalua-
tion review of training; typically on an annual basis.
In some industries, long-term retention requirements
apply to covering the training records, which will

necessitate their storage and archiving.

It should be the responsibility of local supervision,
e.g. team leader, local manager or project manager, to
identify the assessment and the roles, tasks and training
needs in conjunction with the individual as part of any
performance management system (see also Figure 3.6).
For those involved in supporting the performance objec-
tives and staff development through the provision of nec-
essary and identified training, the following information
should be gathered as part of the training management

process:

* Identification of the role of an individual or group of

co-workers.
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* Identification of the tasks where skilled, qualified and
experienced staft are needed.

* For each task, identification of the specific perfor-
mance competencies required, including experience
requirements in line with required performance
standards.

* Identification of which individuals are required to
undertake key tasks.

* Identification of any training needs by comparing
the existing identified competencies and experience
of the trainees with the competencies and experience

identified above.

Undertaking the collection of the above information
can be used to produce a simple matrix of individuals
assessed against the required competencies and the train-
ing identified. In addition, listing competencies explicitly
can enable the skills and knowledge needed to perform
certain roles and tasks to be fully identified. These com-
petencies can then be assessed to demonstrate the level
of a person’s competence for each area that they are
required to perform. In many cases, this approach will
follow a three-step process covering: the identification of
the competencies needed for a role or task; a performance
standard for each competency; and the assessment of the
role-holder.

The table shown as Figure 3.4 provides some useful
guidance in selecting the most appropriate assessment

method for those undertaking job and task assessments.
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job.

Individuals become
familiar with
ongoing
assessment.
Provides
continuous
assessment basis.
Evidence is
produced
regardless of
whether it is used
for assessment.

limited.

= Assessors may
be too
overloaded to
carry out
assessments.

= Assessor/trainee
relationship.

= Needs to be
managed to
reduce any
disruption to the
workforce.

Method Strengths Weak Key issues
Observing someone | = Provides high = Opportunities to = Need for trained
carrying out their quality evidence. demonstrate assessors.

job by on-the-job = Assessment can be competence across | = Advantages in using
training and undertaken as part full range of multiple assessors.
assessment. of line manager’s activities may be = Need for clear lines

of communication
and QA measures.

= Need to have a
checklist of what to
observe.

Specially set tasks:
skills, tests,
simulations,
projects,
assignments.

When normal work
activity observation
is not possible,
special tasks or
assignments can be
set to generate the
required evidence.
A useful tool for
generating
evidence.

= Can be off-site and
therefore avoid
noisy or disruptive
environments.

Test conditions can
be standardized for
skill tests.

Time for testing can
be effectively
allocated.

= Removed from
realistic working
conditions.

= Individuals may act
differently in test
situations.

= Structure of
projects or
assignments is
loose.

= Difficult to predict
the exact type of
evidence that will
be generated.

= Need to recognize
that this evidence
may not be of high
quality.

= Can be expensive
and time
consuming.

= Need for good
planning and clear
structure.

= Need to ensure a
valid and
appropriate
simulation.

Oral questioning

to supplement
evidence of
performance by
asking questions to
find out about
performance in a
different context or
in other
circumstances.

Valuable tool for
collecting evidence
across full range of
activities.

Useful to
investigate
underpinning
knowledge.

= Can be rigorous
and standardized.

= Assessors often

answer their own

questions.

Not sufficient in

itself to

demonstrate

competence.

= Least likely to
reflect or represent
real working
conditions.

= Need assessors
trained in
questioning
techniques.

= Requires inferential
jump.

Written
examination.

= Valuable for
knowledge-based
activities.

= Also assesses ability
to write and
construct written.

= Danger that
"knowing" is
confused with being.

Figure 3.4 Assessment methods. Encouraging performance

from people development.
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Method Strengths Weal Key issues
= Can be well material. able to do it.
structured to elicit = Needs skilled = Often unstructured
key areas of assessors to judge. or unplanned.
knowledge and = Lacks validity. = Supplies
understanding. = Time burden for all supplementary
involved. evidence of actual
performance

Multiple choice
papers.

Well-designed
questions can be
standardized.
Elicits key
knowledge/
understanding in
short timescale.
Easy to mark/
assess.

= Always a probability
of the correct
answer being
chosen randomly.
Needs careful
design.

= Time away from
work required.
Difficult to provide
feedback if test is
reused with same
trainee.

= Time and skills
needed for design,
delivery and
marking.
Supplementary
evidence only — not
direct evidence of
actual performance.

Aptitude tests.

Typically include
verbal reasoning,
numerical
reasoning, logic,
etc.

Quick and easy to
apply.
Well-designed
questions can be
standardized.
Useful to determine
whether people
have the underlying
competency to
carry out a job.

Always a certain
probability of the
correct answer
being chosen at
random.

Needs careful
design.

Does not provide
evidence of actual
job performance.
Mixed levels of
predictive ability.

Psychometric tests.

Tests designed to
consider the
psychological
characteristics of
individuals and
match these to a
particular post.

Quick and easy to
apply.

Particularly useful
for certain tasks
where they are well
established and the
required
characteristics are
well established.

Needs certain levels
of expertise to
ensure appropriate
tests are selected
for the post.

Needs careful
design.

Danger that people
labelled.

= Measures
characteristics that
influence behaviour
but not how a
person behaves
when using these
characteristics.

Does not provide
evidence of actual
job performance —
not direct measure
of competence.
Mixed levels of
predictive ability.

Assessment
Development
Centres.

High quality end
result.

Provides an
opportunity for
many of the
methods to be used
such as role play,
exercises, assessed
interviews, etc.

Can be costly and
have high time
demands for
trainees and
assessors.

= The efficacy
depends on the
quality of the
assessment
methods used.

Figure 3.4 Continued
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Performance management would not be complete
without mentioning the topic of pay as a component of
the “reward and recognition” element shown in Figure
3.3. Many organizations believe that when performance
management is linked to an individual’s remuneration
then the quality of the performance discussions at the
review time often deteriorates. Even for those trying to
separate these two topics, performance management is
often linked with performance-related pay (PRP) at the
more senior staff levels of an organization. It has to be
said that PRP is widely regarded as an important element
in many performance management schemes because it
strengthens the message that performance and compe-
tence are important and offers a mechanism to reward
people according to their performance, contribution or
competence. On the other hand, there is also a corre-
sponding view that performance-related pay can inhibit
teamwork because of its individualistic nature, and as such
can lead to the demotivation of some team members
through their perceptions of the performance and dispa-
rate reward of other team members.

It should now be clear that for performance manage-
ment to provide tangible benefits there must be a common
acceptance across an organization that this topic is a
serious business feature, not just as a process but also in
conjunction with recognition and respect for people as a
key contributor to an organization’s performance. As such,
processes and people both need to have a mutual respect

for one another if performance management is to have
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Agreeing
objectives \
Training Performance Resylts discussed
Coaching Management  performance
cycle determined

Strengths /

Areas of development
Agree action plans

Figure 3.5 Mutual objective setting and performance
management.

(From Management Concepts and Practices. Dr Tim Hannagan, 2005,
reproduced with permission of Pearson Education.)

any chance of succeeding as a business driver. Putting
training matched to individual objective setting into prac-
tice and linking this to performance management is the
model shown in Figure 3.5.

To some extent this cyclic model follows the tradi-
tional quality management “plan—do—check—act” approach,
showing progression from agreeing the objectives to dis-
cussing performance with joint actions which managers
and staff need to instigate with a view to improving
individual and hence organizational performance. In
setting action plans and development opportunities for
individuals, it will also be important to have some under-
standing of learning styles as identified by Honey and
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Mumford in the 1980s and how the individuals’ prefer-
ences can be best utilized. A number of tools that may
be used in performance management are discussed below.
The process of objective setting is often used either on
an annual basis or on a task basis as appropriate. Setting
realistic and achievable objectives can be used to improve
performance although for maximum benefit the plan—
do—check—act process should also be used to support

periodic review and monitoring.

* Performance measurement approaches: Indivi-
dual and team performance should be capable of
being linked to an understandable reporting model.
One of these is the use of a “balanced scorecard”,
which comprises a set of measures that examines the
business from customer, internal, learning and finan-
cial perspectives. Another is the EFQM Excellence
Model, as shown earlier in Figure 3.2, which indi-
cates that employee satisfaction, customer satisfaction
and the company’s impact on society are achieved
through leadership and other financial performance
indicators.

* Performance and development reviews: While
PDRs may be used in the management of an orga-
nization’s performance, even those companies without
performance management systems tend to operate
staft appraisals in which managers regularly review
staff’ performance, their potential and identify their
development needs. Those organizations with PDRs
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also use this time to reflect on the individual’s past
performance as a basis for making development and
improvement plans. Review meetings must be con-
structive and be conducted in an open, free-flowing
and honest way and where the reviewee is encour-
aged to do most of the talking. At the same time as
reviewing competent technical performance, a number
of organizations may also choose to conduct an assess-
ment of the individual’s behavioural competencies as
part of their performance management system. Such
a behavioural assessment can provide another tool for
measuring individual performance and for providing
development activities to help employees further rein-
force their technical skills and interpersonal compe-
tencies to reflect the organization’s required practice
standards.

*  360-degree feedback: This review mechanism con-
sists of performance data generated from a number of
sources and usually includes feedback from those staff
to whom the individual reports, his/her peer group,
their staff and — very importantly — their customers.
It also typically includes a self-assessment using the
same process as others are commenting on to allow
the individual’s own perceptions of their performance
to be compared with these other assessing groups. The
360-degree feedback approach is commonly used as
part of a self-development or management develop-
ment programme where a more rounded view of the

individual 1s required and with less bias than if such
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an assessment is conducted only by the individual’s
immediate manager.

Teamworking: For many organizations teamwork-
ing has become an important part of contributing to
their business success. In instances where projects jus-
tifiably allow for team membership to be long term
then team performance (output, customer service and
satisfaction, and financial results) can be measured.
However, these will require team members to agree
on their objectives and receive feedback on their
individual contribution to the team and/or project.

Objectives and performance standards: In a
typical performance management process both the
manager and the individual need to agree on a
number of objectives or goals that can be undertaken
by the individual, department and organization over
a period of time, usually in a one-year period in line
with the appraisal or performance review timescales.
These objectives can be both work related, referring
to the results to be attained, or personal objectives,
taking the form of developmental objectives for
individuals. In both cases, however, objectives must
be regarded as “SMART” (Specific, Measurable,
Agreed, Realistic and Time Bound) and may be
expressed as targets to be met or tasks to be com-
pleted. In more recent times, some companies have
added an additional “T” to make “SMARTT” where
this addition refers to the term “Traceable” which

also reflects common quality assurance practices. In
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addition to these objectives are performance standards
which may be used when it is not possible to set
time-based targets, or if there is a continuing objec-
tive of the job which does not change significantly
from one review period to the next. Setting SMART
objectives, reviewing performance and providing
feedback to individuals are stages of the typical per-

formance management process shown in Figure 3.6.

[

. Objective setting

« Individual clear when to perform
and what is expected

« Performance targets, measures
and standards exist

« Seen as attainable by individual

6. Recognition

Positive if performance is
as expected

N

... . The individual
Objective B
setting Capability to perform as
desired — skills and

knowledge

« If performance is not up

to standard identify The

individual

Recognition

problem and -
communicate need for « Willing to perform
improvement —
Performance
e Resources
5. Performance Feedbac| 3. Resources
monitoring

« People
Interim reviews of

performance 4. Feedback
Identify interim targets

. Equipment, materials

« Information

« Relevant, immediate

. Take action to remedy and frequent + Plans
poor performance as « Constructive, balanced + Money
necessary and specific

« Focused on critical
success factors of task
behaviour

Figure 3.6 Typical cycle of a performance management process.
(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)
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* Coaching: For some staff, coaching is an important
tool in learning and developing an individual’s skaills
and knowledge. It can result in improved job perfor-
mance and the achievement of wider organizational
objectives for the individual and is increasingly being
regarded as the responsibility of an individual’s imme-
diate manager. Coaching can often link in well as part
of the individual’s learning and development and as
part of their performance and development review.
Unlike the performance review process coaching
usually takes place throughout the year and often fea-
tures as one of a range of approaches covering execu-
tive development ranging from the directive, company
mandated requirements on executives through to a
number of more empathetic approaches such as coach-
ing, supporting and counselling on an “as and when
required” basis. The range of approaches is shown in
Figure 3.7.

* Learning and development: In almost every busi-
ness the main route to improved organizational
performance is the development of the skills and

Directive < > Non-Directive

Taki . i
aKing Advising || Teaching/ Il coaching || supporting

action/telling Instructing Counselling

Figure 3.7 Continuum of executive development approaches.
(From The Role of Strategic Executive Development. S.A. Burtonshaw-
Gunn and M.G. Salameh, ICAFI University Press, 2007b.)
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competencies of its staft. This requires an understand-
ing of the processes and techniques of organizational,
team and individual learning and the performance
and development review is often the best time when
individuals can be encouraged to think about which
ways they wish to develop. This can lead to establish-
ing a personal development plan with agreed actions,
budgets and support requirements on which staft can
develop themselves in line with the company’s busi-
ness objectives. Away from company initiated devel-
opment, people-focused performance management
can also include self-managed learning (SML) which
is widely regarded as a process whereby individuals
determine what they learn and how they may learn
with others in the context of their own (unique)

situation.

In looking at the final above point, it is important to
consider the context within which learning and develop-
ment resides within an organization. This is true if there
exists a continuum of aspirations ranging from economic
survival, through to maintenance and business growth,
with success at any of these stages predicated on the right
organizational development decisions being made. Of
course, while this argument can be applied to all levels
of an organization, it is often the senior management who
need to have the necessary abilities to contribute to
setting and being accountable for achievement of the

organization’s corporate goals and performance. To appre-
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ciate how these decisions can be eftectively focused, it is
important to understand how learning and development
needs can be prioritized. Typically, these development
needs fall into the three groupings of maintenance, stra-
tegic and career needs which are described below and are
aligned to the “MoSCow: must-do, should-do, could-do”
approach:

* Maintenance needs: These are the needs that the
organization must address in order to stay in business,
for example: employment legislation, heath and safety
regulations, corporate taxation liabilities, etc. Generally,
maintenance needs are considered as the “must-do’s”
of any business and usually comprise a top-up of
knowledge and skills to support a steady state opera-
tional environment.

* Strategic needs: These cover the type of needs that
should be addressed in order to achieve the corporate
goals, some of which will more than likely be centred
on business improvement or change management.
Examples of strategic needs may include increasing
service provision standards and the introduction of
new technology, products or services. In contrast to
the maintenance needs, strategic needs can be regarded
as organizational “should-do’s”, generally because they
tend to relate to business transformation activities
relying on the development of new knowledge, skills
and even attitudes in order to manage business transi-

tion and transformation activities effectively.
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* Career needs: These needs relate to an organiza-
tional mindset regarding investing and developing
people so that over time they can make a more effec-
tive contribution to current and future strategic
plans. In this category examples include the need
to continuously develop and maintain a level of
domain-specific experienced managers with the right
competency profiles. In prioritizing learning and
development, it is often the career needs which are
typically thought of as optional and consequently the
“could-do’s”. These tend to realize a payback to an
organization over the mid to longer term and, in
many instances, may be driven as much by the indi-
vidual’s aspirations as any direct organizational require-
ments. However, this is not to suggest that career
needs are unimportant; on the contrary they are often
a critical element in supporting the organization’s

ability to stay competitive and achieve growth.

Having established these three groupings, and under-
stood them from a demand and planning perspective, it
is then essential to establish where the right balance lies
for a particular organization. It is interesting to note that
“learning organizations” try to anticipate some of these
needs from the strategic goals and targets — and by exam-
ining, capturing and prioritizing individual aspirations.
This is crucial if the talent within the business is to be
retained and developed, and as such will require the stra-

tegic leaders to consider the organization’s development
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needs in integrated terms rather than in a timeframe
merely matched to any short-term performance objec-
tives. Focusing on the businesses strategic needs as the
main process should be seen as the key driver although
in times when the business plan concentrates on consoli-
dation, rather than growth, an opportunity for an orga-
nization to support more SML may be appropriate. While
consideration may be given to the three categories of
learning needs, it should be noted that there are also other
factors which often come into play in assessing the

strategic role of learning and development as shown in

Figure 3.8.
Maintenance needs
Those needs that the organization must
address in order to stay in business
Actions for the (==

Actions for the

individual to consider organization to consider

« Self-managed learning « Business objectives

* Empowerment o Cultural change

* Coaching

« Mentoring I]I:l

* Project experience

* Team development

:"]II * Appraisal

* On-the-job training

« Cross-functional
working
« Increased
performance benefits
—

Learning and
development

 Internal training courses

 External formal education courses
* Outdoor management
development
L >econdments and sabaticals | —

* Secondments and sabaticals

= =
Strategic needs Career needs
Those needs which should be Relate to investing and developing people
addressed in order to achieve the so that they can make an effective
corporate goals contribution

Figure 3.8 Learning and development considerations.
(From The Role of Strategic Executive Development. S.A. Burtonshaw-
Gunn and M.G. Salameh, ICAFI University Press, 2007b.)
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PERFORMANCE THROUGH
EMPOWERMENT

The final area of people performance of this chapter is
that from the empowerment of teams or individuals by
managers. While individual teams may have a degree of
empowerment from their immediate manager, it is clear
that for full empowerment covering rewards, goal setting,
appraisals, etc., empowerment has to be driven from the
top of the organization to become part of the company’s
culture and business philosophy. The table showing the
features of traditional and empowered organizations
(Figure 3.9) examines the incentives and controls in an
empowered company contrasting with those of a tradi-
tional organization.

While many companies may wish to empower their
employees this presents problems not for those empow-
ered but more often for their managers who consider this
as a “loss of control” while recognizing the benefits of
empowerment. Against such a dichotomy, the 19th
century US fairground phrase “close but no cigar” can be
aptly applied, meaning that while the intentions were valid
and appropriate, their implementation is less mature.
Examples of the “no cigar” expression abound within
organizations and can be witnessed in almost every aspect
of business management which, unfortunately, often serve
to hinder the acceptance of the performance manage-

ment philosophy and the investment made in its intro-
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Traditional Empowered
Executives e Make decisions o Delegate decisions
e Review results o Plan for the future
e Control firm'’s responses e Develop vision
Managers e Supervise people e Support team building
e Monitor activity e Manage systems
e Make work assignments o Coach teams
e Report to the top o Report to the top
Rewards are e Primary extrinsic (money and e Lean to intrinsic (but
benefits) extrinsic often equal to
o Little intrinsic possible traditional)
e Business results
Basis for pay e Job duties performed e Team output
e People supervised e Variable salary
People receive o Fixed salary e Large bonuses (pay to
e Small bonuses (pay for performance)
behaviour) o Critical activity
Vision setting o Limited activity o Bottom-up process
Goal setting e Top-down activity e Customers have input
Performance e Supervisor/manager only e Team mates may share
appraisal e Closely guarded process e May have team assessment
e One to one assessment e Uses result-based
performance data
Choosing leaders | e Relies on managerial o Leadership rotates inside a
judgement work team
e Boss/bosses appointed to o Personal control is much less

lead work groups important
o Critical management activity

Figure 3.9 Features of traditional and empowered organizations.
(From The Essential Management Toolbox: Tools, Models and Notes
for Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

duction and ongoing administration. To counter this, it is
stressed that there must be common acceptance across
organizations — irrespective of their size, market position
or ownership status — that the topic of performance man-
agement requires professionally trained managers with an
ability to think in business performance terms, to make
strategic decisions and look to the wider implications of
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management decisions than just as a mere custodian of
the company’s processes. Indeed, key to the successful
introduction and ongoing application of performance

management is having:

e a clear understanding about the process and what it
is meant to contribute to the business.

* an understanding of the current organization and
how it should function in a high-performance culture.

* arecognition that individuals will need to be focused
and assigned mutually agreed SMART objectives for
them to “buy in” to performance management and
play their part.

* an understanding that, although a performance man-
agement system may be documented and capable of
being deployed widely across an organization, the
other aspects of business cannot be ignored or treated
in isolation if the “close but no cigar” criticism is to
be avoided.

While performance management is about developing
and implementing appropriate business processes, it also
needs the support of people — as previously mentioned
and widely heralded as a company’s key asset. It is sug-
gested that for an organization to gain the maximum
value from a performance management system it has to
be configured to functionally operate in a predictive way.
This provides a capability for strategic leaders to analyse
the performance hierarchy to pinpoint the source of any

underperformance within their organization and imple-
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ment appropriate corrective actions through support,
development and training. However, it must be stressed
that for any performance-based measurement system to
really add value and contribute to an organization’s per-
formance there should be a reliance on operating a no-
blame culture where it is safe to highlight sources of poor
performance variance not as a criticism but as a proactive
opportunity to improve.

For those tasked with introducing or using a per-
formance management system, the focus should be on
achieving the right balance between managing processes
and managing people to achieve the right behavioural
environment and maintaining sustainability. This balance
is not easy to achieve in practice and will necessitate the
continuous engagement of every employee to play their
part in the performance management process and nurture
their emotional investment in the business. Simply relying
on quantitative methods will not provide the answers for
achieving and maintaining a high performance culture,
but in conjunction with a qualitative appreciation of the
behavioural elements discussed above there will be an
increase in the probability of successfully managing peo-
ple’s expectations through their perceived psychological
contracts. On a final point, it should be noted that, like
cultural change management discussed in Chapter 2, per-
formance management requires time and investment to
implement and provide the benefits in line with its
full potential. However, if this is done in a half-hearted
way without considering and addressing the other
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complementary issues of the business, then a lack of com-
mitment will manifest itself in poor performance results,
increased staft turnover and low levels of motivation.
Addressing the important “close but no cigar” issues with
the requisite balance of both process and people manage-
ment must be considered to be a vital element to maintain

and increase people-focused performance management.



........................

KNOWLEDGE
MANAGEMENT AND
PERFORMANCE

DEVELOPMENTS IN KNOWLEDGE
MANAGEMENT

Although the term “knowledge management” is now in
widespread use, it originated from the development of
systems for managing knowledge which gained promi-
nence in the 1980s. At this time there was a focus on

artificial intelligence (Al) and expert systems; in turn, these
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provided concepts such as “knowledge acquisition”,
“knowledge engineering” and “knowledge-base systems”.
The term “knowledge management” itself was introduced
in the popular press in the early 1990s followed later by
arguably the most widely read work on the topic to date,
Nonaka and Takeuchi’s book The Knowledge-Creating
Company: How Japanese Companies Create the Dynamics of
Innovation. This interest was witnessed by a growing number
of knowledge management conferences and seminars as
organizations explored managing and leveraging explicit,
potential and tacit knowledge in an attempt to achieve a
competitive advantage. Typically, these three principal
types of knowledge exist within most businesses and can
be generally defined as:

* Explicit or transferable knowledge: This relates
to information recorded within hard copy documents
or management information systems (MIS).

* Tacit knowledge: This refers to the information
that employees and stakeholders retain in their heads
and as such is not documented.

* Potential knowledge: This is generally the reposi-
tory of raw data that an organization holds within its

information systems, which often lies dormant.

For most organizations wishing to improve or achieve
higher performance, the objective has traditionally been
to utilize their physical assets by envisioning innovative
ways of operating them at an optimal level. Generally

speaking, the same principles hold true for knowledge
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management — with the key difference being that knowl-
edge is an intangible asset and as such requires other
considerations to stimulate ways of working it harder to
deliver increased value to a business. Quite often tangible
assets such as buildings, plant and machinery appear easier
to manage because they actually exist in a physical form;
consequently, any impact on their performance can be
addressed through established business management tools
such as benchmarking, sharing best practice and imple-
mentation of cultural change management programmes,
or alternatively deployment of business continuity plans to
cover a myriad of potential scenarios. Research has shown,
however, that these physical assets often have less capacity
to create and deliver new value to a business than that of
the knowledge residing within the business itself.
Historically, information — whether in the form of
raw data or in an analysed form — has always needed to
be managed in order to increase its use or capitalize on
any potential time-related value. It is not surprising then
to learn that knowledge management has its routes in data
and document management which established the primary
necessity to ensure that decision-making information and
ideas were filtered, prioritized and presented in the most
accessible and timely manner. However, with the advent
of shared data environments and open networks, innova-
tive new ideas and capitalizing on problem solving in the
public domain has made a number of pioneering organi-
zations realize the huge scale of the potential and untapped
knowledge reserves they may have hidden and with it

performance benefits from sharing knowledge.
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ORGANIZATIONS AND KNOWLEDGE
MANAGEMENT

It has to be said that over the years many companies have
been trying to develop techniques to capture and share
knowledge across their operations. In this regard, organi-
zations often view knowledge management as a relation-
ship between people, technology, processes, strategy and a
cultural context and on this basis usually consider that it
requires inputs from HRM, strategic management, orga-
nizational studies and IT systems. The initial challenge for
many organizations eager to adopt knowledge manage-
ment to stimulate innovation and growth has been in
bringing these together to establish initially what they
already know. Typically, the most easily accessible knowl-
edge within any business is the “potential knowledge” in
the form of raw data. However, the level of difficulty
increases markedly for any business when attempting the
acquisition of “tacit knowledge” and its accompanying
synthesis by the organization’s leadership population. This
higher level of analysis relies heavily on the organization’s
ability to successfully convert tacit knowledge into explicit
or transferable forms in a timely manner, which then can
be shared across the business to contribute to its longer-
term strategic direction. Figure 4.1 presents a matrix to
illustrate group and individual sources of tacit or explicit
knowledge. For the majority of organizations knowledge
management has followed a two-fold approach of, first,

organizing existing information and data and, second,
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Self Books we have read
Reports we have
written
Advice given to
colleagues
Source

Disseminated
knowledge
Group

Explicit
Knowledge
Figure 4.1 Knowledge type and source.
(From Embracing Knowledge Management: The Impact on Organizational

and Personal Performance. S.A. Burtonshaw-Gunn and M.G. Salameh,
2008a, ICAFI University Press.)

facilitating the creation and development of new
knowledge.

Looking at Figure 4.2 it is proposed that knowledge
management is synergistic and not merely a collection of
objective facts or ““data” which can be presented without
any judgement. Such facts only become converted into
useful information after they are categorized, analysed,
summarized and placed in context. In turn, such “infor-
mation” provides a basis on which to make comparisons,
assess consequences, establish connections, engage in a
dialogue and form a basis on which to make business
decisions. The addition of wisdom gained through expe-
rience, judgement, intuition and values offers benefits

when used in combination with information in providing
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Senior management support

Management support means thinking of knowledge as a
resource as part of its intellectual capital. Senior
management support is fundamental to creating a
culture of learning, innovating, sharing and achieving.

Information Knowledge

Covers the”how"and comprises

strategy, practice, method and
approaches and is linked to a
person'’s state of being with

Covers the “what, who, when
and where"and relates to
description or definition or

perspective, this might consist

of facts, opinions, ideas, : resp_ect to some body_of
theories, principles and models /lnform_atlonA These states include
of frameworks together with ignorance, awareness,
subject matter information and familiarity, understanding,

i Knowledge facility, expert, etc.
expertise. management ' '
Common culture / \ Trust
y Plre;om:ltlonfto _efflecélve " Trust exists on an individual level
”%WT tge rar;sfer Includes the through close working relationships
| absolute need for a lcommo; with colleagues and is able to exist on
anguage, commlz:n va ur:es anda an organization level by the adoption
ing?vri':jnsglr; Z‘rj\arueretl':ﬂele :'ar;e Wisdom of a culture that rewards knowledge
understanding of concepts such concentrates on the sha;g;g ;n'igg:nagﬁigdoi? rfglrng.
as time, delegation and “why"and embodies  reople st g
accountabilty principle, insight, sharing and this must start at the top
. : ! to develop trust.

moral or archetype.

Figure 4.2 Model of knowledge management.

(From Knowledge management: a tool for gaining competitive advan-
tage through intellectual capital development. S.A. Burtonshaw-
Gunn, Professional Consultancy Magazine, 2006, reproduced with
permission.)

a richer knowledge management system and indeed a
sustainable performance advantage to the organization.
While the eminent Greek philosopher Aristotle con-
sidered “knowledge” as the driver of economic progress
and the basis of power, today’s organizations can regard
knowledge management as a business activity with two
primary objectives. The first of which is treating the

knowledge component of an organization as an impor-
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tant aspect of business; this asset can be reflected in its
strategy, policy and practices that can be cascaded to all
levels of the organization. This first objective can be satis-
fied by information management, which typically covers
storage of material, data, information, its recording and
filing accessibility often with a technology focus and use
of software tools that assume that the information can be
standardized and automated. The second objective is to
recognize and form a direct connection between an orga-
nization’s intellectual assets and its business results; this
can encompass identifying and mapping intellectual value
within the organization, generating new knowledge,
making corporate information accessible, sharing “best
practice” and employing technology that can facilitate
such development. These two objectives can provide the
organization with a competitive advantage and provide a
focus on work practice and culture while adding value
to context by filtering, synthesizing and interpretation.
However, the value of the second objective is not without
a cost in terms of the often considerable effort it requires
for its ongoing input and the encouragement for knowl-
edge sharing and exchange. Indeed, to maximize the
investment needed to establish an organizational approach
to knowledge management, three key cultural/behav-
ioural factors are proposed: senior management support,
common culture and trust. These three elements are also
shown in Figure 4.3 and need to be addressed not in a
prosaic, mechanical or process way but should be whole-

heartedly embraced and valued.
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Rewards
* Recognition and how people are rewarded

» Appraisal and Performance Reviews and
how performance is managed

¢ Remuneration and incentive bonus
Organization design

Organization’s values

* The Structure and shape of the
organization

* Present and historical Business
Performance

* Customer focus
* Trust and Respect

¢ How work is valued
* The employer/employee relationship

« Employee welfare and dynamic
Organizational Desired Suppor!:s
performance Behaviours strate_glc
measures objectives

Employee involvement i | Workforce commitment
» Commitment to task —

accountability and trust

¢ Communications

* Expectations
- « Confidence in leadership skills,
« Personal development opportunities communications, respect

* Teamwork/friendships « Sense of pride in being part of
the organization

Individual’s values Capabilities
o Ethics and morals o Skills and Training
« Belief and background * Knowledge, Experience, Qualifications
* Openness  Professional recognition
o Attitude  Information and data

Figure 4.3 Elements of corporate culture.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

Within the knowledge-driven economy, the speed of
change with which organizations are expected to respond
has meant greater rewards such as competitive advantage
or class-leading financial performance for those organiza-
tions which can develop an organizational culture that
encourages, values and visibly rewards knowledge sharing.
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This may be achieved, or encouraged, by breaking down
the “silos” which often exist within more traditional busi-
ness environments and incorporating knowledge as a key
element of individual and team performance evaluation.
Knowledge management may be undertaken as part of a
change management programme.

As with many aspects of growth and development
of corporate organizations it is the ability with which
they can engage and motivate people to transfer their
experiential learning and ideas to a wider community to
harness greater value from such knowledge that is of
major importance. This especially applies to the effect that
behavioural and motivational factors have on the open-
ness of the process and receptivity of participants. This is
not a new phenomenon as there are numerous examples
of culture-based learning as an established practice for
professional services organizations such as those within
business consulting and legal practices, for example.
Developing this concept from a knowledge management
perspective will require the nurturing of behaviours
which support the business on a number of levels and
may also result in a sense of well being among stake-
holders — while helping to undo deep-seated perceptions
that sharing knowledge is associated with losing personal
ownership or control. Clearly, this type of culture needs
a critical mass of individuals who recognize that their
own knowledge and experience are precious assets, and
when deployed to add value to the business will be recip-

rocated by the business through either financial or non-
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financial rewards. The model shown as Figure 4.3 covers
elements of corporate culture and illustrates how both
employee and employer behaviour, values and culture play
a joint role in converting the organization’s desired perfor-
mance targets into meeting and supporting longer-term
strategic objectives.

Having mentioned reward for knowledge, the chal-
lenge for organizations is not just about the most appro-
priate way to incentivize knowledge-sharing but also
having an appreciation of the behavioural roadblocks that
exist in traditional hierarchical cultures and often serve to
inhibit the desired free and open exchange. Once the
obstacles or resistors are identified and understood they
can be addressed in a manner which enables people to
contribute and feel more involved — most importantly,
this can also increase their sense of emotional attach-
ment to the business’s values, products and services.
Unfortunately, for many global corporate organizations the
resisting forces are often too strong because of established
hidden norms and legacy behaviours, where such restrictive
attitudes only serve to reinforce primarily a fear of a loss
of control. Such typical attitudes and behaviours will be

recognizable to readers in the following examples:

e The existence of organizational “silos”; fostering a
“them and us” mentality.

* Failing to recognize or even choosing to ignore subtle
changes in market dynamics until it’s too late.
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* Placing more emphasis on current tasks and thus
encouraging short-termism.

* Failing to adopt the appropriate feedback mechanisms
to manage and review organizational learning.

* Allowing the business to be constrained by internal
politics.

* Losing transparency through the growth of a blame
culture, rather than learning from mistakes.

In considering knowledge from an individual per-
spective, many readers will know the famous quotation
of the English lawyer and philosopher Francis Bacon
that “Knowledge is power”; however, the 19th century
American Senator Thomas W. Palmer suggested that more
importantly: “Action is power; and its highest manifesta-
tion is when it is directed by knowledge”. Although it has
been over 100 years since Palmer’s comment, the power
of knowledge is perhaps even more important as a mod-
ern-day organizational tool in providing informed deci-
sions on which to take action and contribute to business
success. Equally successfully, managing performance has
always relied on being equipped with the right knowl-
edge, at the right time and in the right place in order to
have the confidence to deal effectively with a wide range
of personal performance issues that individuals may
encounter within the workplace. Although earlier discus-
sion centred on organizations setting the context and
expectations for individual performance, it is the enabling
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effect knowledge management can have on an individual’s
willingness to take responsibility and address personal
performance issues which is particularly valuable to key
business decision makers.

By encouraging alignment of certain external talents
or activities relating to an organization’s employee popu-
lation through conscious inclusion in a knowledge man-
agement strategy, huge additional experiential learning
and knowledge sharing opportunities can be harnessed
(such as personal sporting, academic or other voluntary
interests). By promoting such a cultural change, employees
can better connect to the business’s markets, products and
services; and by making this greater emotional investment
can improve their individual performance by identifying
areas of alignment between their personal beliefs and

values, and those of the employer.

PEOPLE AND KNOWLEDGE
MANAGEMENT

Clearly, there are a number of opportunities where an
organization can connect with employees to realize such
reporting performance benefits — probably the most
obvious and certainly one of the most powerful in evolv-
ing individual performance and organizational learning is
through “networking”. Since the industrial age, individu-
als have benefited from the sharing of ideas and gaining

new knowledge through membership of professional clubs
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Group 4: Informal
Group 1: Prospective casual opportunities
employers and clients from social network
P—
Group 2: Opportunities
to keep abreast of the —< Networking
latest developments
[~—
Group 3: Opportunities for Group 5: Internal
career skills development network: communications
and support

Figure 4.4 Networking as part of knowledge exchange.
(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

and learned societies, allowing members to meet new
people and explore common interests. In today’s profes-
sional work world, individuals often have to select which
groups or events to attend which will facilitate network-
ing to their best advantage. These opportunities typically
cover one of five main types of networking groups with
each oftering different benefits (see Figure 4.4).

* Some groups provide opportunities to interact with
prospective employers and clients; and smaller busi-
nesses are encouraged to share experiences and ideas
to improve in-house knowledge.

* Some groups enable their members to keep abreast
of the latest developments in their field, such as tech-
nical products or managerial processes. These features
are typical of many professional institutes’ local branch

meetings and special interest groups.
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* Some networking groups provide opportunities for
career skills development that will enable attendees to
learn more about self~marketing, interviewing and
making a successful transition. An example of this is
a university alumni association.

* In addition to these formal networking groups is the
use of a more casual network such as family and
friends; local school contacts through children; patrons
of the arts or charity groups.

*  Finally, internal company networks can also be used
to provide opportunities for idea exchange and sup-
port for implementation of new methods, processes

or products.

Although some people profess to have access to a large
business network, for the vast majority of these this rela-
tionship is passive and can be compared to collecting
information and measuring metrics which nobody is inter-
ested in and as such is widely mistakenly considered as a
de facto safety net. While there is a practical restriction on
the amount of people any individual can know, the inter-
action with groups offers a linkage to others using net-
working and if carefully executed can create an opportunity
to accelerate learning through a more active exchange of
knowledge. Indeed, as each network node is connected
to another network though people, Malcolm Gladwell’s
popular book The Tipping Point (2000) proposed what is
now a widely accepted phenomenon that “six degrees of

separation” allows a connection between any small group
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of people to the rest of the work. While it may be a pow-
erful concept, the link strength comes from the role that
individuals play in their own local networks and not by
any group trying to organize itself through links to other
networks in support of the six degrees of separation concept
— a good example of quality rather than quantity perhaps.
However, the benefit of networking is only fully realized
where an individual is known and trusted by the group
and, also importantly, where members feel comfortable to
make the next connection with their other networks with
which they have a trusted relationship. Without the attri-
bute of developed trust and acceptance, the relationship
with another network is likely to fail as the linkage will
be immature and possibly regarded as superficial by the
network members. Therefore for personal networking to
provide real added value it needs to be carefully managed
and continually rationalized otherwise individuals run the
risk of hoarding far too many contacts which are never
active and are incapable of satisfying future knowledge
demands. Networking is a prime example of a common
management tool with the potential to deliver greater
individual and business performance by feeding directly
into a corporate knowledge management strategy and con-
tributing to increased business and individual awareness of
changes in market dynamics, technological advances or
even legislative impacts.

Considering knowledge management from a corporate
stance, it is fair to say that many organizations have expe-

rienced roadblocks to the adoption of formal knowledge
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management activities, some of which were discussed
earlier. As marketplaces are increasingly competitive and
the rate of innovation is rising, there is a need to manage
growing complexity as even small companies widen their
influence by looking at international supply chain manage-
ment to gain a competitive advantage, as can be seen by
the increase of subcontract or manufacturing work under-
taken in India and more recently in China. Fundamentally,
integration of an organization’s people supported by the
right corporate culture allows technology to capture and
manage raw data and information at an unprecedented rate,
while its interpretation and application creates knowledge
which may be valued as “intellectual capital” on its balance
sheet. This should in itself provide the motivation to seek
to remove the obstacles and make better use of the orga-
nization’s own intellectual assets.

In developing and implementing a knowledge man-
agement strategy, it is imperative that it is fully aligned to
the business strategy and uses business processes as key
enablers in driving value. The benefits of carefully identi-
tying and mapping current and future knowledge require-
ments and capabilities necessary to satisfy downstream

business aspirations are threefold:

1. That those tacit and explicit knowledge requirements
satisfy stakeholder expectations.

2. That an explicit and logical linkage is created between
knowledge management and business strategies which

helps manage resistance to change by making it more
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difficult for people to avoid implementing any identi-
fied organizational changes.

3. And that it ensures business critical knowledge is
prominent and thus more easily managed to yield

significant benefits.

At this point, it is important to emphasize that any
organization should also ensure that appropriate gover-
nance exists, to protect both the employee and the busi-
ness — especially when considering the interaction
between specialized knowledge and scarce skills.

With competitive pressures on businesses which may
include downsizing and undertaking major corporate
change in the organization’s strategic direction, it is easy
for valuable tacit knowledge, as a feature of everyday
corporate life, to be lost forever. Of course, while there
are normally advantages in such organizational changes
there is also a risk that these will be undermined by
corporate amnesia witnessed by examples across all busi-
nesses by spending hours on issues that previously took
minutes. The loss of staff and valuable knowledge not
only arises from the organization’s actions but also with
increased “knowledge worker” mobility. This consequence
supports the words of the Spanish-born philosopher Jorge
de Santayana y Borras, that: “those who cannot remember
the past are condemned to repeat it”.

For maximum added value and improved business
performance there will need to be an effective process to

bring both corporate and individual approaches of knowl-
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edge management together. This could be done by taking
advantage of existing networks and connections across
departments or even the business footprint as a whole. In
conjunction with these existing networks there will be a
need to create new ones by process mapping (see also
Chapter 1) the information flow and linkages, capturing
areas where the organizational processes can be improved
from the tacit knowledge held by individuals and translat-
ing that into specific process improvements — which in
turn contribute to both organizational and individual per-
formance and the increased value of both parties. The
true winners in realizing the aspirations of the knowledge
company will be those businesses who create new and
innovative business opportunities by integrating their own
capabilities and imagination, with those of the knowledge
management disciplines discussed.

This chapter has explored the subject of knowledge
management and its links to both organization and per-
sonal performance, looking at knowledge management
from an individual performance perspective. In view of
this, the concept of networking should be regarded as a
valuable performance tool and be considered as an essential
exercise in “personal branding” and the practical deploy-
ment of knowledge management adding to the individual’s
profile, credibility and consequently value. As a final point,
networking should not be considered in isolation of other
essential management tools, which are equally capable of
enhancing individual and corporate performance through

knowledge management.
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ORGANIZATIONAL
DEVELOPMENT AND
PERFORMANCE THROUGH
COLLABORATIVE
WORKING

DEVELOPMENTS IN COLLABORATIVE
WORKING

With greater realization of a global economy, a number
of organizations are unable to compete using their own
resources and have to look for alternatives to gain a
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competitive advantage. For many companies, both prod-
ucts and services have increased in their complexity and
value, therefore prosecuting new business opportunities
often involves accepting greater levels of risk. The inevi-
table consequence of such competitive pressures is to
pursue high-risk business winning opportunities by the
formation of partnerships, especially when such circum-
stances are surrounded by high levels of uncertainty. This
feature is not new as over 10 years ago Harvard University
Professor Rosabeth Moss Kanter suggested that alliances
between companies are a fact of life in business and that:
“whatever the duration and objectives of the business alli-
ances, being a good partner has become a key corporate
asset” (source: Harvard Business Review, July—August 1994).

This alliance feature she later terms as a “collaborative
advantage” for those companies who have developed the
ability to create and sustain collaboration — resulting in a
significant advantage over their competitors. For large
organizations in particular, the attraction may be to form
a strategic alliance or joint venture providing organiza-
tional performance advantages to both parties through the
development and realization of business synergy. One
form of strategic alliance, usually resulting in the forma-
tion of a new company, is a merger between two willing
organizations which are usually developed from resource
constraints among one or several of the cooperating
entities. Typically, these alliances occur when funding is
needed to capitalize a company’s technological opportu-

nity or that they are formed in order to reduce barriers
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to market entry; the latter is often synonymous with
exploring new international markets. It should be noted
that this type of alliance is very formal and should only
be considered when the parties concerned have a good
working knowledge of each other, have some cultural
synergies, and are prepared to give the new organization
their full commitment both financially and managerially.

An alternative approach is for organizations to develop
capabilities to be able to meet the requirements of current
and future customers, and instead of forming a joint
venture, benefits may come from closer working within
their respective supplier base. This supply chain approach
prompts a series of cost and quality improvements which
can contribute to the creation of more satisfied customers
and hence increase the opportunities for repeat business.
Such relationships are also seen in the much publicized
Japanese “Keirutu” financial and industrial groups in
which cross-ownership networks contractually tie buyers
and suppliers together. Indeed, supply chain management
itself has seen a significant growth over the last decade
resulting in recognition of its strategic importance and
the competitive advantage that it can offer. The range of
collaborative options is shown in Figure 5.1.

The pressure to pursue collaborative working as a key
source of collaborative advantage can be traced back to
the different historical stages of the concept of “outsourc-
ing” as we know it today. As the market for outsourced
services has matured so the requirement to seek more

innovative operational philosophies has given credence to
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A
Increasing complexity
New management
company joint ventures
formed .
. - Increasing need for
Dominant parent joint major pay-off
ventures
/ Independent joint ventures \ Increasing concern
A,
L " N with partner
Strategic partnering -
No new characteristics
company Single project alliances
formed
Buy-sell alliances ‘ Network alliances
A

Figure 5.1 The range of collaborative working options.

adopting partnering as a key corporate strategy in increas-
ing profitability and additional shareholder value. Therefore
to fully understand the performance benefits of partnering
shown in Figure 5.1 it is useful first to consider the his-
torical market developments in outsourcing. Within what
are termed the first generation arrangements between cus-
tomers and suppliers in the early 1990s the relationships
which existed then allowed typical profit margins in excess
of 20% to be gained as a result of using outsourced
resources. Many of these arrangements focused heavily on
the removal of a problem for a customer and were grounded
in the provision of safe and fairly low-risk quality solu-
tions. However, new entrants through either start-up or
diversifying organizations began to flood in to what
appeared to be a lucrative market, presenting low barriers
to entry and both attractive and accessible profit levels. At
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this point the need to collaborate as an essential element
of business performance was only partially appreciated.
The growth in the outsourcing market was so rapid
that by the mid-1990s, the intense competition in this
provision gave rise to second generation arrangements
which centred on cost-driven solutions; in the case of the
UK government this promoted a move away from award-
ing traditional cost-plus contracts towards the use of
fixed-price contracts. These second generation arrange-
ments were so heavily weighted towards cost reduction
that they were characterized by significant failures and
a resulting rethink with the emergence of collaboration
among suppliers, particularly new entrants through mer-
gers, acquisitions and external management buy-outs
(MBO:s). Once again, this changed the relationship and
balance between customers and suppliers — especially with
respect to customer’s performance expectations and their
influence on competitive pressure within the global supply
chain. This change in emphasis also became the catalyst
for many corporate organizations, in the race for sustain-
ability of profit margins and business growth, to consider
collaborative partnering as a new source of competitive
advantage, particularly those in manufacturing. By the late
1990s, third generation deals were heavily reliant on cus-
tomer and supplier working in partnership, with the rela-
tionship being predicated on adding value and ensuring
that this was demonstrable through transparent perfor-
mance metrics, comparators and service level agreements
(SLAs). This change is best evidenced by the paradigm
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shift within inter alia the defence, health, transport and
education sectors where major procurement purchases
were made through the Private Finance Initiative (PFI)

funding mechanism.

SUPPLIER/CUSTOMER PARTNERING
CONSIDERATIONS

The fundamental premise upon which any partnering
collaboration should be entered into is to obtain the best
long-term value for the organizations concerned. It is at
this point that the primary difference between the public
and private sector is at its most visible. Within public
sector organizations, partner selection has to be con-
ducted in a fully transparent manner; consequently, this is
delivered through competition and evaluation of compet-
ing proposals — with an emphasis on selecting partners
through an open process. At the core of this process of
partner selection is the requirement of potential partners
to provide metrics which demonstrate value for money
(VIM) processes, practices and solutions; these need to
outperform what is possible from a normal contractual
arrangement for the same product, asset or service when
delivered in a traditional customer—supplier procurement
relationship.

In the private sector, although the ethical and gover-
nance-related aspirations of the public sector are still core

elements in the partnership selection process, there is
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generally a greater emphasis on selecting a partner on the
basis of entrepreneurial or financial characteristics which
either increase market accessibility and addressability or
which deny the competition the ability to respond with
the same reach and flexibility. Clearly, this must be within
the boundaries set by applicable anti-trust and fair com-
petition legislation appropriate to the operating environ-
ment. However, a partnership in the private sector still
needs to be able to withstand a high level of scrutiny by
all commercial stakeholders and be able to demonstrate
increased shareholder value. For both sectors there are a
number of common denominators which need to be
considered when selecting a partner for any longer-term
commercial relationship, future alliance or partnering

arrangement such as:

* Economic health and financial stability.
* Technical capability and capacity.
* Demonstrable and traceable past performance.

Further investigation and due diligence may focus on
a deeper understanding of a potential partner’s expecta-
tions, commitment and vision of the future synergies to
be gained, evidenced through aspects of business perfor-
mance related to:

* The complementary nature of short- and long-term
business objectives.
* An integrated approach to business planning which

does not conflict and allows for incentivization.
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* The financial strength and innovative finance
mechanisms.

* Existence of a risk management capability together
with a process capable of sharing risk.

* Competency of management processes and an appro-
priate level of governance.

* The type of organizational culture (see also Figure
4.3) and level of empowerment (see also Figure 3.9).

In essence, for partnering to have a realistic chance
of success, appropriate time and effort needs to be invested
at the evaluation stage to ensure that an eftective balance
will exist during the contract life between the perfor-
mance expectations to deliver VIM and the behaviours
necessary to grow and sustain the relationship through
partnering cooperation. While these particular strategies
realize many of their predicted benefits they are also open
to criticism as being typically limited to one-off solutions.
An alternative approach using continuous improvement
may result from the delivery of goods and services using
strategic partnering with the key objectives of minimizing
cost exposure, maximizing product, asset and service
development, and ultimately delivering a competitive per-
formance advantage. Additionally, a more tactical alliance
may be sought in response to an organizational crisis, to
strengthen a negotiating position or to increase purchas-
ing power — where the intention of such tactical partner-
ing is to target a particular business operational need and

hence contribute to organizational performance.
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However, the aspiration in any type of sustained col-
laborative relationship must be to coexist within a holistic
partnership which continually identifies new areas of col-
laboration and draws on the strengths and successes of the
individual partners, as well as the inevitable lessons learnt
from the relationship undertaking. By actively cultivating
such a relationship, opportunities may exist to redefine
markets through innovation creating diversification; pen-
etrate existing markets through service integration; and
attracting the talent necessary to continually innovate and
evolve commercial sustainability. Taking a more holistic
approach to collaborative working has forced customers

and suppliers (see Figure 5.2) to rely on their business

Removal Removal Adding Innovative
of problem of cost value solutions

Innovative
solutions
PFI/ PPP

Customer
supplier
partnership

Outsourcing
to contractor

Increasing partnership commitment

Cost-driven
solutions

Value added contribution

Figure 5.2 Business expectations of partnering.

(From Harnessing Competitive Advantage through Tactical and Strategic
Partnering. S.A. Burtonshaw-Gunn and M.G. Salameh, ICAFI
University Press, 2008b.)
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partnerships as a vehicle for innovation. This performance
opportunity is not just limited to the public sector part-
nering with the private sector, but all manner of consoli-
dation between private sector organizations in a proactive
drive to create innovative solutions, increase their activity
in wider markets and benefit from complementary skills
to deliver or receive higher levels of service and thus
generate a competitive advantage.

Clearly, partnerships structured around a long-term
commitment to provide through-life support of a product,
service or asset require an even more diligent commit-
ment to transparency, both in striving to continuously
improve performance and for the longevity of the rela-
tionship beyond contract completion. Consequently,
another key characteristic of any successtul partnering
arrangement is the ability for either party to have an exit
strategy which accounts for commercial, operational and
customer service-related commitments made during the

contract life. These may include:

e The transfer of assets between partner and supplier
(new operator).

* A commitment to any unfinished work.

* The ownership of joint intellectual property rights
(IPR) in relation to any research, design and product
development.

* Any investment decisions made in the latter stages of
any partnering agreement leaving insufficient time to

recover costs.
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* The anticipated cost savings and performance improve-
ments committed to through cooperation at key tran-

sition stages.

It is important to re-emphasize the point that part-
nering is essentially the development of new, innovative
and more cooperative working relationships to increase
business performance from problem solving and agreed
common goals. With the exception of a very few cases
when looking at supply chain management, it is the cus-
tomer organization that takes the initiative in expressing
an interest in partnering as a way to develop a strategic
competitive advantage. This relationship may be formed
with either new suppliers or, more commonly, with
selected members of its existing supplier base. Moving to
a longer-term partnering relationship will often allow the
client organization to reduce the total number of suppli-
ers it uses as future work can be awarded to its “new”
partner rather than be competitively tendered. This results
in savings of time, effort and the cost of managing a
tender assessment process.

Looking closer at this type of relationship, partnering
can be applied to one-off schemes (commonly referred
to as “project partnering’), or can be ongoing over a
series of developments (often called “strategic partner-
ing”) intended to govern a long-term relationship based
on an agreed trading formula. An obvious partnering
relationship is worthy of consideration when a mutual

dependency between suppliers and customers occurs as
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100%

Supplier has Mutually
the power dependent

Amount of Little
customer’s dependence —

materials bought competition
by supplier

0% Amount of supplier’s

materials sold to customer

Figure 5.3 Trading between supplier and customer affecting
importance of relationship development.

(From The Essential Management Toolbox: Tools, Models and Notes for
Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)

shown in Figure 5.3. Conversely, where there is little or
no dependence between suppliers and customers due to
market size or the number of suppliers, there is rarely an
advantage in committing resources in the development of
a closer partnering relationship. There is much advice
regarding the care that has to be taken to ensure that
through partnering arrangements a legally binding agree-
ment between the participants is not created which would
require additional legal considerations of both a statutory
and regulatory type.

Central to any successful partnering relationship is the
willing involvement of all parties and the belief that
together they will realize significant benefits above and
beyond what is normally achievable within the boundar-
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ies of a standard provider—supplier contractual commit-
ment. This development is often a natural step arising
from an established existing relationship between compa-
nies that have previous successful experience of coopera-
tion. However, for such benefits to be possible requires
openness, honesty and above all a desire for continuous
vigilance by all parties to identify further areas for devel-
opment and growth within the value chain of the busi-
ness arrangement. Such congruence allows the partnering
relationship to take advantage of joint exploitation of
market opportunities or third party revenue streams pre-
viously out of reach of each individual organization.
Given that openness and trust are pivotal characteristics
for any project or strategic partnership to be successtul
then consideration should be given to the other factors
synonymous with developing a wvaluable partnering
relationship. In many cases these characteristics can be

grouped into five key areas as detailed below.

1. Legal implications of partnering: The legal impli-
cations of partnering need to be recognized and fully
considered by companies prior to embarking on such
a relationship. In general, partnerships and joint ven-
tures share a number of features, although under
English law going back to the Partnership Act of
1890, “partnership” has a specific meaning and there
is a risk of unintentionally creating a legally binding
relationship where none was intended. If true part-

nerships or joint ventures are created then there are
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often taxation implications with tax assessments being
undertaken on the partnership as a whole. This is
more applicable to what can be termed as “horizontal
partnerships” which cover partnering arrangements
between similar suppliers, rather than “vertical part-
nerships” formed between suppliers and their end
users or customers. From a European Union perspec-
tive, partnering will always be unlawful if its effect is
to discriminate against undertakings on national
grounds, or breach the fundamental freedoms of
movement of goods, services, workers and capital.
Even if a partnering arrangement does not affect
trade between EU member states, it may still be void,
punishable by fine or liable in damages under English
law if the agreement imposes restrictions on the price
and supply of goods. As such, care has to be taken in
the establishment of a collaborative partnership to
prevent the legal formation of a true partnership
agreement as covered by such legislation, as their dis-
solution is often a long and complex issue.

2. Contractual considerations and dispute resolu-
tion: While the desire to reduce adversarial situations
is one of the factors that attract commercial organiza-
tions to partnering, occasionally a problem between
the parties may be so acute that its resolution requires
attention by a more formal and structured process, but
without damaging the parties’ existing and future busi-
ness relationships. The resolution of disputes is there-
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fore an important issue and seen by many to be one
of the cornerstones of collaborative partnering. Such
resolution is not just to achieve a short-term settle-
ment; more important is the fact that both parties will
have invested considerable time and effort in establish-
ing and developing a working relationship designed to
operate over many years. On this basis, it is suggested
that while disputes may arise and need to be dealt
with, the management of the process may destroy the
partnering relationship if either side believes that the
other has reverted to contractual remediation without
first exhausting an agreed collaborative settlement
process.

Personnel competency: One of the most important
aspects of any successful business venture is that of
people as discussed in Chapter 3; however, this is
particularly so for those working in a partnering rela-
tionship. In this circumstance, the people involved in
the partnership arrangement must be the right quality
in terms of technical skills, experience, attitude and
competence together with a disposition towards the
partnering philosophy. If these qualities are missing, or
there are certain people not committed to the concept
of partnering, then the relationship is more likely to
tail. Thus, the selection of suitable staft to implement
and develop a relationship is crucial to the success of
the partnering process. To this end, both organizations
involved will often need to consider the relative merits
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of their own staft and decide how well each is able to
contribute to working in a collaborative arrangement.
The members of staff to be considered most carefully
are those that make up the management team, as it is
this group who have the largest influence on the rela-
tionship. Indeed, if any of these managers are not
committed or exhibit the wrong behaviours, then the
relationship 1s unlikely to be successful. For any orga-
nization, partnering for the first time the selection of
suitable staft may have to take place during the actual
partnering process although any personnel changes
may inhibit initial progress of the relationship until the
right team with the right attributes has been found to
make the arrangement work.

4. Strategic commitment to partnering: The key
factor is that the staft from two (or more) organiza-
tions have agreed to work together by having identi-
fied common aims and objectives with the belief
that such an arrangement can be mutually beneficial.
Some organizations may wish to enter a formal
binding partnering arrangement, for example where
such an arrangement is particularly appropriate for a
long-term strategic relationship and in this situation
the agreement between the parties, often called a
framework agreement, will regulate the relationship
and deal with management procedures applicable to
long-term, multi-project work. If there exists the nec-
essary level of strategic commitment to the partnering

relationship then even a new organizational culture
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can be embedded to embrace new technologies and
processes at an early enough stage to provide a com-
petitive performance advantage.

5. Selection of partner: While most successful part-
nerships tend to be developed from existing relation-
ships, prospective partners need to be carefully selected
with an emphasis on the compatibility of outlook
and systems, and the empathy of key personnel. This
is necessary as partnering companies need to under-
stand not only their own needs but also those of their
new partner. Initially, the selection should evaluate
each potential partner in terms of their strategic
goals, their resources and the nature of their corpo-
rate culture before committing to a closer, “intimate”
business relationship. Those companies with partner-
ing experience believe that a shared vision of strate-
gic goals between partners is essential for success and
should be founded on a “win—win” basis. Assuming
that the organizations involved appear to have reason-
ably compatible cultures, and are willing to work
at dealing with differences, then there are likely to
be benefits to both organizations in this level of

collaboration.

Looking at partnering in practice the selection of a
partnering organization is an important task and should
demand an understanding of the requirements of a part-
nering philosophy; however, the decision and selection

of partners is more of a two-way process than may be
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initially thought. While the client may wish to select a
contractor with partnering experience, quality standards,
a good safety record, a track record of project perfor-
mance, resources and a sound financial standing, those
suppliers with such experience of partnering will be
looking to enter a relationship with an “educated client”.

Investing time on the partner selection is crucial to
create a collaborative advantage which can realize signifi-
cant and often tangible benefits:

* The end customers’/users’ expectations of service
levels, customer experience and performance are con-
tinually exceeded.

* The incentive to innovate through multi-skilled
integration or consortial approach is far more
consistent.

*  Greater confidence and certainty exists around the
accuracy of future performance delivery standards
through jointly owned service level agreements.

* Risk is managed and rewarded more appropriately;
consequently anticipated costs and budgets are better
understood.

* Long-term perspectives are possible and thus whole-
life efficiencies can be accounted for in tactical/oper-
ational objectives.

* Reduced lead times to delivery of a product or
service, which features increasing levels of quality, can

grow market strength and dominance.
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* More intricate knowledge management and under-
standing of the market through partnership allows antic-
ipation of future trends and customers’ latent needs.

The experience of many organizations has shown that
strategic partnering — like large-scale cultural change — is
unlikely to yield the full performance benefits in the
short term but these may be realized over a longer time-
frame such as a five to 10 year period. On this basis, if
partnering is then considered as an alliance over the long
term there needs to be a significant organizational invest-
ment (both intellectual and developmental) made to help
foster and encourage a culture capable of embracing
significant change. Once a partnership reaches a more
mature state it is suggested that “benchmarking” can be
used to generate innovative ideas and process improve-
ments, which will be advantageous to all parties and lead

to further increases in improved performance.

PARTNERING IN ACTION

This chapter has described a number of approaches and
how such relationships can be formed aimed at increasing
organizational performance. While there are many exam-
ples of a growing trend for suppliers and clients to embark
on project and strategic partnering relationships their
commitment to three key themes of mutual objectives,
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problem resolution and continuous improvement is, in
many cases, limited to establishing the mutual objectives
with less emphasis on the other two themes. Indeed, with
a general move by businesses to performance management
hierarchies and careful monitoring of key performance
indicators (KPIs), allied to continuous improvement, it is
suggested that partnering supports this approach where
performance can be witnessed in terms of quality, delivery,
improved client satisfaction and greater flexibility.

The focus of the final model (Figure 5.5) — “Partnering

in action” — relates to where the partnering philosophy

The Adversarial model | The Partnership model
« Adversarial hostile attitudes | + Cooperative attitudes
o Arm’s length approach with heavy - * Exhibits a high frequency of both
reliance on formal communication | formal and informal communications
o Lack of trust . * A developed trusting relationship
» Aggressive win—lose approach in | ° Er_npha_S|s plact(?dt_on p{olblem _ts}f')lvmg,
negotiations with emphasis on price : gr:[:r‘?g;snggon::r:g;irs;gytziavlwcosts
¢ Focus on individual transactions and |

* No blame culture, looking for

short-term contracts .
solutions rather than reasons

o Little direct contact and reduced |

involvement in design activities * Development of long-term business

agreements
¢ Reluctance to share information | X . . .
. * Open sharing of information by multi-
« Reliance on reactive goods inspection - functional teams
and defect rectification rather than

proactive approach « Vendor certification and defence

prevention approaches
Figure 5.4 Relationship models.
(From The Essential Management Toolbox: Tools, Models and Notes for

Managers and Consultants. S.A. Burtonshaw-Gunn, 2008, repro-
duced with permission.)
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is being utilized and offers a representation of the issues
likely to be encountered in the implementation and con-
tinuing management of the relationship. Each of the four
primary components — project management, total quality
management, supply chain management and human
resource management — is represented by a quadrant
together with the associated main subcomponents. The
discussion of the subcomponents is focused towards the
implications for closer collaborative working practices and

relationships.

Human resource management: The strong emphasis
on collaboration within the partnership suggests the
need for eftective human resource strategies and poli-
cies, designed to promote the appropriate attitudes
and behavioural traits among those employees directly
involved. As already discussed, the selection and
training of the key senior staff concerned may be
also critical to the partnering relationship’s eventual
success. As these requirements apply to both supplier
and customer organizations there will often be merit
in hosting joint staft development programmes such
as team-building, project performance, problem reso-
lution, etc.

Project management: Organizational structures and
processes are important issues to be established at the
outset to define the necessary roles and responsibili-
ties and to strengthen the agreed communication
channels. Within the partnering projects the project
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manager remains primarily responsible for delivering
the project within the requirements of specification,
time and budget, often regarded as the cornerstones
of project management, together with achievement of
client satisfaction. Establishing effective structures,
processes, communication channels and relationships
should discourage the adversarial approach and pro-
vide benefits in terms of efficiency (e.g. costs, work-
flow and flexibility) and effectiveness (e.g. meeting
the client’s needs and funding additional project
requirements).

Total quality management: Partnering and total quality
management may be viewed as highly complemen-
tary philosophies including the establishment of
mutual objectives, the shared commitment towards
continuous improvement and the need for mutually
agreed measures of performance. As with partnering,
the above features provide maximum opportunity
over a longer timescale.

Supply chain management: The characteristics of the
evolution towards strategic partnering relationships
require a move away from selection on lowest tender
price to consideration of whole lifecycle costs and
value for money (VfM) as mentioned earlier. Impor-
tant features of supply chain management include the
initial selection of partners in the chain, building
and developing effective relationships and agreeing
arrangements for the nature of competition both
within the partnership and with other suppliers and
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customers. In some industries, it is important that
relationships are forged not only between the cus-
tomer and the first-tier main contractor but also bet-
ween the second-tier subcontractors and the prime
contractor. Evidence from the manufacturing sector
suggests that maximum benefit is gained by early and
full involvement of all the key partners in the supply
chain. Examples of early involvement are in design
activities prior to ordering material for manufacturing
or on-site construction works.

The other important feature of Figure 5.5 is the
dynamic interaction between the subcomponents within

Supply chain management<—:—>

o Competition
 Selection process
 Relationships

Total quality management

o Mutual objectives

» Measurement of performance
» Organization procedures

¢ Continuous improvement

Interaction
between
partnering
activities

Project management

* Organizational structure :
e Programme and time constraints :
 Cost issues and price changes |
o Customer satisfaction

—

Human resource management

 Attitudes
o Staffing
* Social/behaviour

Figure 5.5 Partnering in action.

(From People and Culture in Construction. Professor S.A. Burtonshaw-
Gunn and Professor R.L. Ritchie, 2007, reproduced with permis-
sion of Taylor and Francis.)
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each of these four main groups and between the subcom-
ponents in the other groups; for example, staft selection
and appropriate attitudes (human resource management
subcomponents) will influence simultaneously relation-
ship development (a supply chain management subcom-
ponent) and the effectiveness of continuous improvement
(shown as a total quality management subcomponent).
With a strong emphasis being placed on a synergistic
relationship, it should be remembered that each individual
organization has a range of core competencies which
make it unique and thus adopting a partnering arrange-
ment should not result in a loss of organizational identity
— especially where scarce skills and in-house competen-
cies are concerned. It may be necessary to retain confi-
dentiality in some of these key areas to ensure that the
competitive edge results in a joint venture organization
which is capable of harnessing such rivalry to mutual
benefit and thus avoid the risk of complacency or inap-
propriate dominance. This also highlights an overarching
characteristic common with all corporate business’s deci-
sions, which is particularly visible and applicable to part-
nering: that of senior management commitment to the
objectives, aspirations and implementation of partnering
as a key strategic business tool for providing a perfor-
mance advantage. This is not to criticize the progress and
benefits the partnering approach has made in practice but
merely to advise that this is often not always the easy
option initially perceived and will always require con-

tinual reinforcement of the partnership values illustrated
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in Figure 5.4. Finally, it should be appreciated that part-
nering requires constant attention by senior, strategic
champions within both organizations to maintain the
momentum of the relationship and gain maximum per-

formance benefits.
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