EFminence”

Managing Intellectual Capital ™

DRIVING TOWARD
CONTINUOUS CHANGE

A LEADERSHIP ROADMAP

ARE YOU A SENSE-AND-RESPOND ORGANIZATIONT SHOULD YOU BE?

If your customers’ needs are changing faster than your company's ability
or need to respond to them, then you need to become more adaptive. If
you answer "no"” to ene or more of the following questions, you should
strongly consider redesigning all or part of your company into a sense-
and-respond organization

Is the gap between what your customers need and what you can
provide steadily decreasing?

H Is your company's product lifecycle faster than the product lifecycle
of your best rival?

ﬂ Can your company change its business processes more quickly than
your customers’ needs and competitors’ capabilities are changing?
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Define your organization's
raissn d'Eire.

YoLr oIgan Fation musk answer ta
Custamers, imsestors, suppliers and
intermediares. Define which of
the=m are the most impartant and
what your arganizatian oees fo
pach. This i vour company's reason
far heing. Desipn wour organization
around that value proposition and
far that key constituent, Example:
Impresing your customer’s praduct
deselopment cycle time.

Set your organization's
basic Bules of the Road

Wthat are the five bo 10 key policies
Lhest, if vielabed, would jEapardize the
euistence af the arganization

Do Lares RFpemse “Uhow-<halte” ard
“hau-shalt-nabs” as the crganizs-
Lhors “Crose rning Principles™—ihe
besic podicies employees need bo ol
low 1o present Bhe car from crashing

CURVES AHEAD:

MISINTERPRETED
COMPAITAMAENTS

DOMW'T START LINTIL
FOLE DESTINATEN

B LLEAR

PREPARE T STOE

Prowide a systematic way for
employees to negotiate and
manage their commitments to
one ancther.

In a complex, [ast-paced errviranment,
il is impartam o give employess a
weary 1o keep track of the dynarmically
changing stalus of who owes what o
wham, and for leackars bo see whane
breakd owrs accur. Crealing o pur-
chasing “tommitment managemsnt”
softwiare can belp peopls negaliale
and track agreerments, and ensure
Uheir aclions are consisbent with Uhe
arganization’s basic policies

Create & role and secountability
design that spells out who owes
what to whom.

Sense-and-respond designs specify
the imteractions between people and
the rales they perform mside the
organization. For example, if your pur
pose is ko create a home, you might
create a rale far an architect and one
for a general contractor, then specify
what outcome each role owes the
ather. Each person filling a role must
be accountahble for results, good ar
bhad, and megotiate how much time,
poasesr and resources they will have to
ewecute their roles. Decides what your
arganization's key mobes must be,
whether sach role should be opti
mitzed for efficiency or adaptabiliy
ithe answer depends on whether the
wark to be done is stabds and repeti
tive, or unpredictable), and diecide
what exch persan filling each role
needs to negotiate and proside—and
to whom. Last, put the nght persen in
exch rale. For more on roles, see side
har on “The lmipact.”

EEWARE OF ERCEEN
COMMITMENTS

Continmialby adapt the context
in which employees operate,

Yau have now created aninitial
sate wense-and-respond o@aniza-
Licn, and you are ready to enter a
ontinuows kap where leaders
decide, based on cormsban mdr kel
impul, whether and when to change
the arganizstian’s raiion & &ve, key
pronlicie=s ard role design. A3 Lhe
leader of your ooganization, 1% your
jerh bo ke sure thad arganiestiaral
thange is synchmonioed with exter-
sl charge. Continually cycle
through e leaders “Adsplahility
Lesap” Lright ) deciding i and when

Lo change the peopls ar the contexd
inwhich they operste.

Gain expertise in four key
compatencies.

Four pecple ane now acoolintable

FaF ERa |||:i|'|g withiim the combest

Y have prossicded. To help them

Emegrermee increasingly moee adaplive, you
will wiamt ther o ﬂEt |setter ak Fodur h‘-':l'
campetences; _‘rElI'i.illg {h_il'lgl? i Ciashosmmer
nieeds before rivals and even customerns dig
|_|§ir'||"| irfor it e |H|"||'l_'|||}|;‘_-' ta aocelefate
the arganization’s ability to sense, infenpret
arnd e spongd |:I:II_'|'I:-II|# la.k.a." ||'|.5-|'|.3E|i|l§ |,|:|l
wire”|; letting Peere-and-row custamer
g s, Mot schedubes planned in advance,
[li@ﬂ&l of {I:II'ItiI"IIII.'II'I‘S.l-_-' reshape Business
procesces: and Gesigning the business as a
system af rales and results

MMARKET INFUT
CLUSTORMERS DATA,
BLISINESS NEWS,

EMBEDDED SENSDRES RIVE SMARTH
MARKET EESEARCH CHELCE YOLIR
AND INTELLWGERCE [MSHELWAHD

FRECILIEN TLY T0) MAKE
SEMLE OF

IRCLMATNG 1A TA

SENSE INTERPRET

Beploy probes and gather a wide mnge of  Use a varisty of Lechnsdogies and tech-
signals, fram hard data bo financial reports.  nigues to understand the meaning of what
to enereersations with custamers, ta spot your probes s serding, and vy commit-
impending change in your business ervion- - ments between oles break down. For exam-
ment, wour customers' businesses and their  ple, senasio planming can belp identify and
cusbomers’ businesses Internally, brack prepane for ways the futune may unfold,
hreakdawns Inyaur ocrpani&tion's perform-  war-garming belps kead ers think through
ance and viokstions of commitments and  varlous responses to change, and collsbos-
hasic nubes. scan for capabilities firms in b decisiorn-rnaking helps leaders decide
ather industries buroe that you might Tind hovey 1o allocate limited resoumes in unpee-
useful. All data should be viewabde on PCs diclable environments This inforrmation

ar harmdbe=kls, shaiuld be wiewahle an screen.

DECIDE
A bmsddir, publicly proclaim the new rodon Should your ceganization’s risan ditee,
d'étre, basic rules and soles, or—if no change  policiss or ok and accountability design
is recjuieed at the time—alfirm the old ones.  change? (For example, if commitments ane
When changing any moles, make sure the repeatedly broken, if new capabilities aren't
right people s ule Ehem and Ehal Ehei beireg Incanparated, et} Freguenthy chal-
commitments to others within the argani-  lenged policies might need to be relaced,
sation are adjusted (o rellect any new tightened or eliminated, The mison d&te
desired cutcomes. Likewise, install ar mightt nesd changing if there are big or sud-
upgracde elect ranic infonmation systems o dein shifts in the rarketplace of in the val-
display the updated commitments as well  ues and preferences of your most important
a8 ary rew “sense” and “inberprel” informa-  customers and ot her constituents,
Hion mow e uimed.

THE ADAPTABILITY LOOP

THE IMPACT
Changes in Leadership

LEADERS WiILL:

G Na lenger contmol aperations. Instead, th
will establish context and decide who ocou
what roles,

@ iake custamer value the point amound v
the entine crganizalion i desianed.

©Oulsowme as many capabililies as poasib
betber manasge variation in demand.

Changes in Structure and
Organization

COMPANIES MUST:

@ Campede on bow well rales and sccount:
tie=s are designed and the guality of the pe
who fulfill Ehe rabes Ehegee assipned

G Lrow by increasing the value produced
their cusfomers.

@FRadically change their hasic toncepls ol »
@y structure and gowernance,

Changes in the Workplace

LEADERS MLIST:

G Understand the workplsce i2 no longer a
ticanal hisearchy,

@ 5elect the right cardidstes for roles, and
nepatiate agresments wilh therm that 5 pe
the extent ol their decison-making autbos
the resourdes ab Lheir dispossl, and oot
such a4 deadlines, quality k=eds, elc

@ Cansider peaphs with urnusual splitodes |
impravisation for roles requining the ability
adapl to unpredictable change. Converseky
ple whio are sirong 8 esscubing procedurne
shauld be put in roles responsible far stak)
procesies,

@ Defemnine bow granular to make the rol
their design—any rode can usualky be broke
chiraen imba subeodss [For exarmple, the gene
coritractos role rnighl be divided inla mase
= fricis ns, plurmbers, elhe ).

© Train peaple (o communicale and negoli
honestly and effactively

THE PAYOFF

Affey Beconming o succesful tande-and-redp
argamintion, conmnanies will be afle doo

O Manage unpredictable varistions in dem
@ Improve your company's cyche time by ar
of magnitude

@achieve an increme in revenue growth

G5ignificantly increase organizational alig
ment, reducing intemal tramsaction costs
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