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Managers today are enamored of process-
es. IUs casv to see why, Many modern
organizations are functional and hierarchi-
cal: thev sutfer from isolated departments,
poor coordination, and limited lateral
communication. All too often. work is
fragmented and compartmentalized. and
muanagers find it difficult to get things
done. Scholars have faced similar prob-
lems in their rescarch. struggling to
desceribe organizational functioning in
other than static. highly aggregated terms.
For real progress to be made, the “prover-
bial bliack box.” the tirm, has to he

opened and studied from within,™

Processes provide a likely solution. In the

A unifying frame-
work for thinking
about processes —
or sequences of
tasks and activities
— that provides an
integrated, dynamic
Dicture of organi-
zations and man-

agerial bebavior.

broadest sense. they can be defined as col-
lections of tasks and activities that together
— and only together — transform inputs
into outputs. Within organizations, these
inputs and outputs can be as varied as
materials, information. and people.
Common exanmples of processes include
new product development. order tulfill-
ment, and customer service: less obvious
but equally Jegitimate candidates are

resource allocation and decision making.

Over the vears, there have been a num-
ber ol process theories in the academic
literature, but seldom has anyone
reviewed them systematically or in an

integrated way. Process theories have
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appeared in organization theory, strategic manage-
ment. operations management. group dynamics, and
studics of managerial behavior. The few scholarly
ctforts to tackle processes as a collective phenome-
non cither have been tightly focused theoretical or
methodological statements or have focused primarily

on a single tvpe of process theory -

Yet when the theories are taken together, they pro-
vide a powerful lens for understanding organizations
and management:

First, processes provide a convenient. intermediate
level of analysis. Because they consist of diverse.
interlinked tasks, they open up the black box of the
firm without exposing analysts to the “part-whole™
problems that have plagued carlier research.® Past
studics have tended o focus on either the trees (indi-
vidual tasks or activitiesy or the forest (the organiza-
tion as a1 whole): they have not combined the two. A
process perspective gives the needed integration.
ensuring that the realitics of work practice are linked

explicithy to the firm's overall functioning.

Second, 1 process lens provides new insights into

managerial behavior. Most studies have been straight-
forward descriptions of time allocation. roles, and
activity streams. with few attempts to integrate activi-
lies into a coherent whole.™ In fact. most past
research has highlighted the fragmented quality of
managers” jobs rather than their coherence. A process
approach. by contrast. emphasizes the links among
activities, showing that seemingly unrelated tasks — a
telephone call, o briet hallway conversation, or an
unscheduled meeting — are often part of a single.
unfolding sequence. From this vantage point, man-
agerial work becomes far more rational and orderly.

My aim here is to give a framework for thinking
about processes. their impacts, and the implications
for managers. T begin at the organizational level.
reviewing o wide range of process theories and
grouping them into categories. The discussion leads
naturally to a typology of processes and a simple
model of organizations as interconnected sets of
processes. In the next section. T examine managerial
processes: [ consider them separately because they
focus on individual managers and their relationships.
rather than on organizations. I examine several types

of managerial processes and contrast them with, and

Three Approaches to Organizational
Processes

Work Processes

e “A process is thus a specific ordering of
work activities across time and place, with
a beginning, an end, and clearly defined
inputs and outputs: a structure for action.”
TH. Davenport, Process Innovation (Boston:
Harvard Business School Press, 1993), p. 5.

® “Process. Any activity or group of activi-
ties that takes an input, adds value to it,
and provides an output to an internal or
external customer.”

H.J. Harrington, Business Process
Improvement (New York: McGraw-Hill,
1991), p. 9.

* “We view processes as the direction and
frequency of work and information flows
linking the differentiated roles within and
between departments of complex organiza-
tion.”

J.R. Galbraith and R K. Kazanjian, Strategy
Implementation: Structure, Systems, and Pro-
cess (St. Paul, Minnesota: West, 1986), p. 6.

Behavioral Processes
¢ "The key to understanding what makes

an organization more or less effective is
how it does things. . . . One must under-
stand various processes — how goals are
set, how the means to be used are deter-
mined, the forms of communication used
among members, their processes of prob-
lem solving and decision making, how they
run meetings and groups, how superiors
and subordinates relate to each other, and
ultimately how leaders lead.”

E.H. Schein, Process Consultation: Its Role
in Organization Development, second edi-
tion (Reading, Massachusetts, Addison-
Wesley, 1988), p. 15.

e “Decision making is an organizational
process. It is shaped as much by the pattemn
of interaction of managers as it is by the
contemplation and cognitive processes of
the individual.”

L.R. Sayles, Managerial Behavior (New
York: McGraw-Hill, 1964), p. 207.

Change Processes

* “Process is a way of giving life to data
by taking snapshots of action/interaction
and linking them to form a sequence or
series. . . . Process is the analyst’s way of
accounting for or explaining change.”

A Strauss and J. Corbin, Basics of

Qualitative Research (Newbury Park,
California: Sage, 1990), pp. 144, 148.

* A good process theory describes, at least
in broad outline, plausible time parameters
associated with change within and between
the phenomena of interest. . . . At the center
of all dynamic analysis is the assessment of
change over time.”

PR. Monge, “Theoretical and Analytical
[ssues in Studying Organizational
Processes,” Organization Science, volume 1,
number 4, 1990, pp. 408, 426.

e “Study of organizational change tends to
focus on two kinds of questions. (1) What
are the antecedents or consequences of
change in organizational forms or adminis-
trative practices? (2) How does an organiza-
tional change emerge, develop, grow, or ter-
minate over time? . . . The second question
requires a ‘process theory’ explanation of the
temporal order and sequence in which a dis-
crete set of events occurred based on a story
or historical narrative.”

AH. Van de Ven and G.P. Huber,
“Longitudinal Field Research Methods for
Studying Processes of Organizational
Change,” Organization Science, volume 1,
number 3, 1990, p. 213.
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Typically, operational processes produce
goods and services that external cus-
tomers consume, while administrative
processes generate information and

plans that internal groups use.

link them to, organizational processes, and identify
their common clements. 1 conclude with a unifying
framewaork that tes ogether the diverse processes

and consider the implications for managers.

Organizational Processes

scholurs have developed three major approaches to
organizational processes. They are best considered
separate but related schools of thought because each
focuses on a particular process and explores its dis-
tinctive characteristios and challenges. The three care-
gories are (1) work processes. (2) behavioral process-
es.and 13 change processes (see the sidebar on

orgeinzaliondl processesi

Work Processes

The work process approach, which has roots in
industrial engireering and work medasurement, locus-
es on accomplishing tasks, Tt starts with a simple but
powertul idew: organizations accomplish their work
through linked chains of activities cutting across
depurtiments and functional groups. These chains are
called processes and can be conveniently grouped
into two categories: (1) processes that create, pro-
duce. and deliver products and services that cus-
tomers want, and (2) processes that do not produce
outpurs that customers want, but that are still neces-
sary for running the business. b eall the first group
roperational processes” and the second group
“administrative processes.” New product develop-
ment, manufacturing. and logistics and distribution
are examples of operatonal processes, while strategic
planning. budgeting, and performance measurement

are examples of administrative processes.

Operational and administrative processes share sever-
al characteristics. Both involve sequences of linked,
interdependent activities that together tansform
inputs into outputs. Both have beginnings and ends.
with boundaries that can be defined with reasonable
precision and minimal overlap. And both have cus-
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tomers, who mayv be internal or external to the orga-
nization. The primary differences between the two lie
in the nature of their outputs, Typically, operational
processes produce goods and services that external
customers consume, while administrative processes
generate informaton and plans that internal groups
use. For this reason, the two are frequently consid-
ered independent, unrelated activites, even though
they must usually be aligned and mutually supportive
it the organization is to function effectively. Skilled
supply chain management, for example, demands a 35
seamless link between a company’s forecasting and
logistics processes. just as successtul new product
development rests on well-designed strategy forma-

tion and planning processes.

The work processes approach is probably most famil-
iar to managers. It draws heavily on the principles of
the quality movement and reengineering.” Both focus
on the need to redesign processes to improve quality,
cut costs, reduce cyvele times, or otherwise enhance
operating performance. Despite these shared goals,
the two movements are strikingly similar on some

points. but diverge on others.

The similarities begin with the belief that most exist-
ing work processes have grown unchecked, with
litde rationale or planning. and are thercfore terribly
incfticient. Hammer, for example, has observed:
“Why did we design inetficient processes? In a way,
we didn't. Many of our procedures were not designed
at all; they just happened. ... The hodgepodge of
special cases and quick fixes was passed from one
generation of workers to the next.” The result, accord-
ing to one empirical study of white-collar processes,
i~ that value-added dme (the time in which a product
or service has value added o it as opposed to wait-
ing in a queue or being reworked to fix problems
caused carliery is typically less than 3 percent of total

processing tme.

To eliminate inefticiencies. both movements suggest
that work processes be redesigned. In fact, both
implicitly cquate process improvement with process
management. They also suggest the use of similar
tools, such as process mapping and data modeling,
as well as common rules of thumb for identitying
improvement opportunities.” First. flow charts are
developed to show all the steps in a process; the
process is then made more efficient by eliminating
multiple approvals and checkpoints. finding opportu-
nitics to reduce waiting time, smoothing the hand-
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offs between departiments. and grouping related tasks
and responsihilities. At some point. "process own-
ers” with primary responsibility for leading the
improvement effort are also deemed necessary. Their
role is 1o ensure integration and overcome traditional
functional lovalties; for this reason, relatively senior
managers are usually assigned the tusk."

The differences between the two movements lie in
their views about the underlying nature and sources
of process change. The quality movement, for the
most part, argues for incremental improvement.™
Existing work processes are assumed to have many
desirable properties; the goal is to eliminate unneces-
sary steps and errors while preserving the basic struc-
ture of the process. Improvements are continuous
and relatively small scale. Reenginecering. by contrast,
calls for radical change.”* Existing work processes are
regarded as hopelessly outdated: they rely on work
practices and a division of labor that tike no account
of modern information technology.

The work processes perspective pro-
vides an especially useful framework for
addressing a common organizational
problem: fragmentation, or the lack of

cross-functional integration.

For example. the case management approach, in
which “individuals or small teams . . . perform a
series of tasks. such as the fulfillment of a customer
order from beginning to end, often with the help of
information systems that reach throughout the organi-
zaton.” was not economically viable until the arrival
of powerful, inexpensive computers and innovative
software. For this reason, reenginecring focuses less
on understanding the details of current work process-
es and more on “inventing a future” based on funda-
mentally new processes.”

Perhaps the miost dramatic difference between the
two approaches lies in the importance they attach to
control and measurement. Quality experts, drawing
on their experience with statistical process control in
manufacturing, argue that well-managed work
processes must be fully documented, with clearly

defined control points.” Managers can improve a
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process, they believe, only if they first measure it
with accuracy and assure its stability.” After improve-
ment, continuous monitoring is required to maintain
the gains and ensure that the process performs as
planned. Reengineering experts, on the other hand,
are virtually silent about measurement and control.
They draw on a different tradition, information tech-
nology. that emphasizes redesign rather than control.

Insights for Managers. The work processes perspec-
tive has led to a number of important insights for
managers. [t provides an especially useful framework
for addressing a common organizational problem:
fragmentation. or the lack of cross-functional integra-
tion. Many aspects of modern organizations make
integration difticult, including complexity. highly dif-
ferentiated subunits and roles. poor informal relation-
ships, size, and physical distance.™ Integration is
often improved by the mere acknowledgment of
work processes as viable units of analysis and targets
of managerial action.™ Charting horizontal work
flows, for example. or following an order through the
fulfillment system are convenient ways to remind
employees that the activities of disparate departments
and geographical units are interdependent, even if
organization charts, with their vertical lines of author-
ity. suggest otherwise.

In addition, the work processes perspective provides
new targets for improvement. Rather than focusing
on structures and roles, managers address the under-
lying processes. An obvious advantage is that they
closely examine the real work of the organization.
The results, however, have been mixed. and experts
estimate that a high proportion of these programs

have failed to deliver the expected gains.,

My analysis suggests several reasons for failure. Most
improvement programs have focused exclusively on
process redesign: the ongoing operation and manage-
ment of the reconfigured processes have usually
been neglected. Yet even the best processes will not
perform effectively without suitable oversight, coordi-
nation. and control. as well as occasional interven-
tion. In addition. operational processes have usually
been targeted for improvement, while their support-
ing administrative processes have been overlooked.
Incompatibilities and inconsistencies have arisen
when the information and plans needed for effective
operation were not forthcoming. A few companics
have used the work processes approach to redefine

their strategy and organization. The most progressive
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have blended a horizontal process orientation with

conventional vertical structures.™

Behavioral processes are the sequences
of steps used for accomplishing the cog-

nitive and interpersonal aspects of work.

Behavioral Processes

The behavioral process approach. which has roots in
organization theory and group dynamics, focuses on
ingrained behavior paterns. These patterns reflect an
organization’s charucteristic ways of acting and inter-
acting: decision-making and communication process-
es are examples. The underlying behavior patterns
are normully so deeply embedded and recurrent that
they are displaved by most organizational members.
They also have enormous staving power. As Weick
observed. behavioral processes are able to “withstand
the turnover of personnel as well as some variation

in the actual behaviors people contribute.™

All behavioral processes share several characteristics.
They wre generalizations, distilled from observations
of evervdiy work and have no independent existence
apart from the work processes in which they appear.
This makes them difficult to identify but explains
their importance. Behavioral processes profoundly
atfect the form, substance. and character of work
processes by shaping how they are carried out. They
are different. however, from organizational culture
because they reflect more than values and beliefs.
Behavioral processes are the sequences of steps used
for accomplishing the cognitive and interpersonal
aspects of work. New product development process-
es, for example. mav have roughly similar work flows
ver still involve radically ditferent paterns of decision
making and communication. Often. it is these under-
lving patterns that determine the operational

process’s ultimate success or tailure.

Next [ discuss three categories of behavioral process-
es. selected for their representativencess and rich sup-
porting literature: decision-making, communication,
and orgamzational learning processes. All involve the
collection. movement, and interpretation of informa-
tion, as well as forms of interpersonal interaction. In
most cases. the associated behaviors are learned

informally. through socialization and on-the-job expe-
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rience, rather than through formal education and
training programs.

Decision-Making Processes. Of all behavioral
processes, decision making has been the most care-
tully studied. The roots go back to the rescarch and
writings of Chester Barnard and Herbert Simon, who
argued that organizational decision making was a dis-
tributed activity, extending over time, involving a
number of people.’ Because it was a process rather
than a discrete event. a critical management task was 37
shaping the environment of decision making to pro-
duce desired ends. This, in itself, is stll a surprising
insight for many managers. All too often, they see
decision making as their personal responsibility,
rather than as a shared. dispersed activity that they
must orchestrate and lead.”

These early writings spawned a vast outpouring of
research on decision making: eventually they co-
alesced into the field of strategic process research
One group focused on the structure of decision-
making processes: their primary stages. and whether
stages followed one another logically and in sequence

or varied over time with the type of decision.” The
goal was a model of the decision process. replete
with flow charts and time lines, that mapped the
sequence of steps in decision making and identified
ideal types. For the most part, the results of these
studies have been equivocal. Efforts to produce a
simple lincar flow model of decision making — in
the same way that work processes can be dia-
grammed using process tlow charts — have had lim-
ited success. Witte, for example. studied the purchase
process for new computers and found that very few
decisions — 4 of 233 — corresponded to a standard,
five-phase, sequential process. He concluded that
simultaneous rather than sequenced processes were
the norm: "We believe that human beings cannot
gather information without in some way developing
alternatives. They cannot avoid evaluating these
alternatives immediately, and in doing this, they are
forced to a decision. This is a package of operations.™
Mintzberg et al. and Nutt. in their studies of strategic
decision making. found it equally difficult to specily a
simple sequence of steps. After developing general
models of the process, they identificd a number of
distinct paths through them. each representing a dif-
ferent type or style of decision making.

A second group of scholars adopted a more focused
approach. Fach swdied a particular kind of decision,
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Scholars have studied flawed decisions
to better understand their causes, exam-
ined the factors supporting speedy deci-
sion making, and contrasted the effec-
tiveness of comprehensive and narrow

decision processes.

usually involving large dollar investments, to identify
the constituent activitics, subprocesses. and associat-
cd munugement roles and responsibilities, as well as
the contextual factors shaping the process. Much of
this rescarch has examined the resource allocation

process. with studies of capital budgeting

g, forcign
investments, strategic planning, internal corporate
venturing. and business exit.” This rescarch has led

to two important insights:

First, it has forced scholars to acknowledge the

simultaneous, multilevel quality of decision processes.

While: scuential stages can be specified. they are
incomplete as process theories and must be supple-
mented by derailed descriptions of the interaction of
activities. via subprocesses, across organizational lev-
cls and through time. Bower. for example, identified
three major components of the resource allocation
process — delinition (the development of tinancial
wouls. strategies. and product-market plans), impetus
(the crafting, selling. and choice of projects), and
determination of context (the creation of structures,
systems, and incentives guiding the process) — and
then went on o describe the linkage among these
activities and the interdependent roles of corporate,
divisional, and middle managers.” A simple stages
maodel was unable to capture the richness of the
process: the range of interlinked activities, with recip-
rocal impucts, that were unfolding at multiple organi-
zational levels. This finding has obvious implications
for managers because it suggests that effective
resource allocation — as well as most other tvpes of
decision making — requires attention to the perspec-
tives and actions that are unfolding simultaneously

above and below one's fevel in the organization.

Second, this body of rescarch tocused attention on
the wayv that managers shape and influence decision
processes, By describing the structural and strategic

context — the rules by which the game is played.

Garvin

including the organization’s goals, values. and reward

systents — and showing how it is formed through
actions and policies. scholars have demonstrated how
senior managers are able to have a pronounced
impact on decisions made elsewhere in the organiza-
tion. While behavioral processes like decision making
have great autonomy and persistence, they can,
according to this line of research, be shaped and

directed by managerial action.

Another strcam of rescarch has explored the quality
of decision making. Scholars have studied flawed
decisions to better understand their causes, examined
the factors supporting speedy decision making. and
contrasted the etfectiveness of comprehensive and
narrow decision processes.” These studies have
noted certain distinctive problems that arise because

organizational decision making is a collective eftort.

Janis, for example. citing foreign policy debacles such

as the Bay of Pigs. noted that when members of a
decision-making group want 1o preserve social cohe-
sion and strive for unanimity, they may engage in
self-censorship. overoptimism, and stercotvped views
of the enemy. causing them 1o override more realistic
assessments of alternatives. ™ However, certain tech-
niques that introduce contlict and dissent. such as
devil's advocacy and diatectical inquiry. have been
found to overcome these problems in both controlled

experiments and real-world situations. ™

After the Bav of Pigs fiasco, President Kennedy explic-
ithy reformed the national security decision-making
process to include devil's advocacy and dialectical
inquiry, and used both techniques o great effect dur-
ing the Cuban Missile Crisis. Similarly, Bourgeois and
Eisenhardt found that successful. speedy decision
making relied on rational approaches, the develop-
ment of simultancous multiple alternatives, and the
use of up-to-date operating information to form judg-
ments.” For managers. the implications of this line of
research should be obvious: the need to introduce
healthy conflict and competing perspectives to ensure
more effective, imely decision making.

Together. these studies have shown that decision-
making processes are lengthy, complex. and slow o
change. They involve multiple. otten overlapping
stages, engage large numbers of people at diverse
levels, suffer from predictable biases and perceptual
filters, and are shaped by the administrative, structur-
al. and strategic context. Their effectiveness can be

judged. using criteria such as speed. tlexibility, range
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of alternavives considered. logical consistency. and
results, and they are subject o managerial influence
and control. Perhaps most important. these studies
have shown that decision making. like other hehav-
iotal provesses, can be characterized along a few sim-
ple dimensions that managers can review and alter if
needed. A conpany’s decision-making processes may
be slow or fust, generate few or many alternatives,
rely primarilv on operating or financial data, engage
few or many organizational levels, involve consensual
or hicrarchical resolution of conflicts. and be tolerant

ol or closed to divergent opinions.

Communication Processes. Social psychologists and
sociologists have Tong studied communication
processes. dating back to the original human relations
experiments at the Hawthorne Works of Western
Electric. the pioneering studies of Kurt Lewin, and the
cfforts of the Nutiona) Training Laboratories to estab-
lish the tield of organizational development.™ The
ticld currently covers a broad arrav of processes and
interactions, including face-ro-face. within-group. and

intergroup relationships.

The efficacy ol these relationships invariably rests on
the quality and richness of interpersonal communica-
tion and information processing activities: how indi-
viduals and groups share data. agree on agendas and
goals. and iron out conflicts as they go about their
work. " These processes frequently become patterned
and predictable. But because they are embedded in
evervday work flows, they are not always immediate-
v apparent. Like dedision-making processes. they
reflect unconscious assumptions and routines and can
often be identified only after repeated observations of
individuals anc groups. Moreover. the underlying

processes are guite subtle. as Schein has observed:

“Manv formulations of communication depict it as a
simple problem of transfer of informution from one

person to anoter. Bat ... the process is anything

but simple. and the information transferred is often
highly variable and complex. We communicate facts,
feelings. perceptions. innuendoes. and various other
things all in the same ssimple” message. We communi-
cate not only through the spoken and written word
but through facial expressions, gestures, physical pos-
ture, tone of voice. tming of when we speak. what

we do not sav, and so on.™”

Because of these complexities, communication pro-

cesses wre best characterized along multiple dimen-

Sloan Managemeat Review
Summer 1998

sions. Schein has provided a relatively complete set
of categories, including frequency and duration,
direction, triggers and tlow, stvle, and level and
depth.” Some patterns can be captured through the
tools of communication engineering. which model
communication networks and present a picture of a
group'’s informadon linkages and flows in the same
way that work processes are often mapped.™

A few studies have pursued an intermediate level of
analysis. combining activities into subprocesses.
These subprocesses fall into two distinet categorics:
those necded tor task management and work accom-
plishment and those tor building the group and main-
taining its relationships.* Examples of the first in-
clude information giving and sceking and opinion
giving and sceking. and examples of the second
include harmonizing and compromising. Several
scholars have used these categories to develop sim-
ple sclf-assessment forms for evaluating group
processes and have then linked the results to group
effectiveness.

Together. these studies provide a relatively complete
set of categories for dingnosing and evaluating com-
munication processes. Like decision-making process-
es. they can be characterized along a few simple
dimensions. Here, too, managers can use the dimen-
sions to profile their organizations and identify areas
needing improvement. The nature, direction, and
quality of discussion flows are important. as are the
interrelationships among group members. their
stances toward one another. and the tenor and tone

of group work.

Organizational Learning Processes. A wide range of
scholars. including organizational theorists. social psy-
chologists. manufacturing experts. and systems
thinkers have studicd organizational learning process-
es. " There is broad agreement that organizational
learning is essential to organizational health and sur-
vival. involves the creation and acquisition of new
knowledge, and rests ultimarely on the development
of shared perspectives (often called "mental models™.
Most scholars have described these activities abstract-
Iv, without trving to group or categorize them. But
there are persistent underlying patterns. The way an
organization approaches learning is as deeply embed-
ded as its approaches to decision muking and com-
munication.”

Four broad processes are involved: knowledge acqui-

Garvin

Reproduced with permission of the copyright:-owner. Further reproduction prohibited without permissionyyanw.manaraa.com

39



40

Reproduced with permission of the copyright owner. Further reproduction prohibited without permissionyw\w.manaraa.com

sition, interpretation. dissemination, and retention. In
cach arca. companies appear to rely on relatively few
approaches that fit their culeures and have been
adapted o their needs. Over time, these approaches
become institutionalized as the organization’s domi-
wnt mode or style of learning. According to Nevis et
al.: “Basic assumptions about the culture lead o
lcarning values and mvestments that produce a ditter-
ent learning stvle from a culture with a ditferent pat-
tern of values and invesmments.”

Knowiedge. for example. mayv be acquired in many
ways. Fach approach involves distinctive tools, sys-
tems. and behaviors and is associated with a particu-
lur learning stvle. The underlving processes differ
accordinglv, Companies like DuPont have focused
their efforts on brainstorming and creativity tech-
niques: others, like Boeing and Microsoft, have
become adept at learning from their own internal
manutacturing and development experiences. AT&T
and Nerox have gained considerable skill at bench-
marking competitors and world leaders: others, like
Roval Dutch Shell, have used hypothetical planning
exercises 1o stimulate learning, Similar distinctions
exist for the processes of knowledge interpretation,
disseminaion. and retention. Retention, for example,
may be through written records or tacitly understood
routines. and the organization’s memory mayv be
accessed by a range of indexing and retrieval

ProOCessSUs.

Managers must recognize that success-
ful improvement programs require
explicit attention to the organization’s
characteristic patterns of decision mak-

ing, communication, and learning.

Organizational learning processes thus share many of
the same characteristics as decision-making and com-
munication processes. Activity is distributed throughout
the organization. untolds over time, involves people in
diverse departments and positions, and rests on a few
critical subprocesses or routines. It too is "an organiza-
tional process rather than an individual process™ and
can be classitied into distinctive modes or styles.” In
fuct. swhen combined together. the three behavioral

processes we often complementarny and synergistic.
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They interact in predictable wavs, producing clusters

of characteristics that are mutually reinforcing.

In the microcomputer industry, for example, the most
effective firms were able 1o make quick decisions. ™
Their ability to do so rested on several mutually rein-
forcing activities. Decision making was rational and
analytical, based on multiple alternatives and real-
time operating information. Communication was open
and wide ranging. with discussions that relied on
shared ideas, pooled information, and the judgment
of a few trusted counsclors, but vested final authority
with the CEO. Organizational learning was guided
primarily by external scanning and scarch. There is
an important message here for managers. Just as
administrative and operational processes must be
complementary and supportive. so too must behav-

ioral processes.

Unfortunately. managers frequently assume that
restructuring or reengineering work processes will be
accompanicd by simultancous, virtually automatic
changes in behavior, Such changes are usually consid-
cred essential for successful tansformations.™ But
because thev reflect deeper forces. these behaviors
normally remain in place unless the underlving pro-
cesses are tackled explicidy. Managers must recognize
that successtul improvement programs require explicit
attention to the organization’s characteristic patterns of
decision making. communication. and learning. Tools
for stimulating change include simulations, exercises,
observations, and coaching: cach may be applied at

the individual and organizational levels.

Change Processes

The change process approach, which has roots in
strategic management, organization theory, social psy-
chology. and business history. focuses on sequences
of events over tme. These sequences, called process-
es, describe how individuals. groups, and organiza-
tions adapt. develop, and grow. Change processes
are explicitly dynamic and intertemporal. Unlike the
relatively static portraits of work and behavioral
processes. they attempt “to catch reality in flight.™
Examples of change processes include the organiza-

tonal lite evele and Darwinian evolution.

All change processes share several characteristies.
They are longitudinal and dynamic, designed to cap-
ture action s it unfolds. with three components
always present: “a set of starting conditions. a func-

tional end-point. and an emergent process of
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change.” Change processes therefore answer the
question. “How did - get from here to there?” Often,
dstory or narrative is required o provide coherence
and expluin the underlving logic of the process.™
Most descriptions of change also divide time into
broud stages or phases. Bach stage consists of groups
of actvities aimed at roughly similar goals. and the
trinsition between stages may be smooth or turbu-
lent™

studies of change have focused on four broad arcas:
creation. growth, transtormation. and decline.™ Each
period represents wocritical stage in the individual or
organizational lite cveles and. over time. the life eyele
has become the organizing framework for the field.
scholars remain divided, however, about the pattern
and flow of events over tme. The primary question
is whether change processes proceed through incre-
mental steps — what Gersick has called ~a slow
stream of small mutiions” — or through alternating
periods of stablity and revolutionary change. ™ Ult-
miately . the choice is between traditional Darwinian
theories and those buased on a newer, punctuated
cquilibrivny framework. While the subject is still
under debate, evidence supporting the latter view is

accumubating rapidh -

Whatever their focus, change processes fall into two
broad categories: attonomous and induced.

Autonomaous processes have a life of their own; they

proceed because of an internal dynamic. The entity
or organism evolves naturally and of its own course.
In some cases. the direction of change is preordained
and inevitable. Tn others, transitional periods create
flux. and the entity mayv evolve in multiple, unexpect-
ed ways. Processes in the former category include an
organization’s evolution from informal, entreprencur-
fal start-up to @ more structured. professionally man-
aged firm. Processes in the second category include
organizational and industry shifts that result from rev-
olutionary changes in technology.™ In hoth cases.
Selznick has observed, managers must be attentive to
the path and timing of development: ~Certain types
of problems sceem to characterize phases of an orgu-
nization’s life-history. As these problems emerge. the
organization is confronted with critical policy deci-
sions.”™™ Appropriate action depends, in large part. on
fitting behavior 1o the conditions and requirements of
the current stage.™ An obvious example is knowing
when to introduce policies. procedures. and systems
into a loosely knit, entrepreneurial firm. Too earlv,
and growth may be stifled; 1oo late, and the organiza-

tion may already have spun out of control.

Unlike autonomous processes. induced processes do
not occur naturally but must be created. All planned
change cttorts therefore fall into this category. While
they are triggered in different ways, such efforts.
once underway, unfold in a predictable sequence.

Each step is accompanied by distinctive challenges

Table 1
An Organizational Processes Framework

Work Processes

Behavioral Processes Change Processes

Definition e Sequences of activities that e Widely shared patterns e Sequences of events over
transform inputs into outputs of behavior and ways of time
acting/interacting
Role e Accomplish the work of the * |nfuse and shape the way e Alter the scale, character, and

organization

work is conducted by influenc-
ing how individuals and
groups behave

identity of the organization

Major categories e Operational and administra-

tive

e |ndividual and interpersonal

¢ Autonomous and induced,
incremental and revolutionary

Examples

e New product development,
order fulfillment, strategic
planning

e Decision making, communica-
tion, organizational learning

e Creation, growth, transforma-
tion, decline

Garvin
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and tasks, with striking parallels in ditferent theorists”

descriptions. Induced change processes are commaon-
v divided into three basic stages. The first is a peri-
od of questioning, when the current state is assessed
and enersy applied 1o dislodge accepted patterns,
The sccond stage is one of tflux. when old ways are
partially suspended and new approaches are tested
and developed The third is a period of consolida-
tion. when new attittdes and behaviors become insti-
tutionalized and widely adopted. Again. it is critical
that manuagers develop actions appropriate to the cur-
rent stage and know when it is time to shift o a new
stage. Examples of three-part theories include
Beckhard and Harris's present state. transiton state,
future state:

and Lewin's and Schein's unfreezing,

changing. und refreezing: and Tichy and Devanna’s

awakening, mobilizing, and reinforcing. !

We can thus classifv change processes on a few sim-
ple dimensions: thev mav be autonomous or induced.
and involve slow incremental evolution or alternating
periods of stbiliy and revolutionary change. Com-
plete process descriptions also include the precise
sequence. duration. and timing of stages. as well as
the nature and number of activities and participants

at cach stige

A Recap of Organizational Processes
The three major approaches to organizational

processes have muchi in common (see Table 1), Each
as collections of activities,

VICTWS PIOCesses involving

many pceople, that unfold over time. Each involves
repeated. predictable sequences or patterns. And
cach takes a holistic approach, grouping individual
activities and decisions in coherent. logical ways. The
latter quality is especially important because it sug-
gests that processes provide managers with a power-
ful integrating device. a way of meshing specialized,
segmented tasks with larger organizational needs.

Despite these similarities, the three types of processes
capture different organizational phenomena and are

best viewed as complementary picces of a larger puz-
zle. Thev can. in fact,
framework that includes both ¢ross-sectional and

be combined into a single

dynamic clements. (For a unified portrait of organiza-
tions as collections and reflections of processes, see
Figure 1))

A process view of organizations otfers several advan-
tages. First, it provides a disaggregated model of the
firm, but does so in ways that make the analysis of
implementation more tractable and explicit. Put

another way.

it organizations are "svstems for getting

work done.™ processes provide a fine-grained
description ol the means. Second. the diagram sug-
gests the intimate connections among different types
of processes and the futility of analvzing them in iso-
laton. Tt is extraordinarily difticult — and. at times,
impossible — to understand or alter a single process
without first taking account of others on which it

depends.

Figure 1
A Diagram of Organizational Processes

Change Processes

Work Process

!

Change Processes
Work Process ‘

Change Processes

-——P--—»-,
—»--—-*»‘”

}

Decision- Communication Organizational

Making Processes Learning D Comm Organizati

Processes Processes Making Processes Learning
Processes Processes

Behavioral Processes

Work processes, the small, horizontally linked boxes, invalve
diverse departments and groups. Behavioral processes are
embedded within work processes and are common, recurrent
ways of acting. Together, the two sets of processes determine
how waork is assigned and completed, how organization members

communicate and interact, and how new learnings are introduced.

At any given time, every organization has an identifiable mix of
work and behavioral processes. Change processes, the succession
of large boxes, show the entire organization as it moves through
time. They too are affected by prevailing behavioral pracesses and
will unfold in different ways depending on accepted approaches
to decision making, communication, and learning.
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Perhaps most important for managers, @ process view

¢

of organizations changes the focus of both analysis
and action. All too siten. managers’ Hirst response 10
problems s to nin responsibilitv on an individual or
department. Yer because processes shape the vast
nujority of organizational actvites, they are frequent-
v the tue sources of difficulty, Accountability must
theretore <hift to a higher level: 1o those with wide
enough spans of control to oversee enlire Processes.
This principle has long been a staple of the quality
movement. where it has been applied to operational
processes. The preceding arguments suggest that
managers need to be equally attentive to administra-
tive. behaviorall and change processes. As a general
rule. responsibility for these processes must shift o

senior members of the firm.

Approaches to orgamzation design must change as
well Most exts on the subject focus on tasks and
structures, with detuled discussions of roles, posi-
tions. levels, and reporting relationships.” Thev say
relatively Hide about processes or about how the
work actieily gets dene. The implicit argument seems
1o be that organization design is largely @ matter of
architecture: drawing the right boxes and connecting
them appropriarelv. L process perspective suggests
that far more attentien should be paid 1o organiza-
tinnal functoning, and that design efforts should
hegin Hy attending o processes and only Tater should

shift o the structures needed 1o accommodate them.

Finallv, this approwcis suggests that managers are con-
tnually crimeshed i organizational processes. The

result s delicate balancing act. On the one hand.

managers are constrained by the processes they face.
forced to work within their boundaries and preestab-
lished steps o get things done. On the other hand,
they try to influence and alter these processes to gain
advantage. This continual shifting from “statesman™ to
“gamesman” is what makes management such a chal-
lenging task. It also suggests another, quite different
use of the word processes.

Managerial Processes 43
Management is often described as the art of getting
things done. But because organizations are complex
social institutions with widely distributed responsibili-
tv and resources, unilateral action is seldom suffi-
cient.” Muanagers therefore spend the bulk of their
tme working with, and through, other people.™ They
face a range of challenges: how to get the organiza-
ton moving in the desired direction. how to gain the
allegiance and support of critical individuals, and
how to harmonize diverse group interests and goals.
In the broadest sense. these are questions of process:
they involve how things are done. rather than the

content or substance of ideas or policies.

The mechanics of implementation thus He at the heart
of this definition of processes. The focus is on the
way that managers orchestrate activities and events
and engage others in tasks so that desived ends are
realized (see the sidebeair on mancagerial processes).
Action is the key. and process is implicitly equated
with skilled professional practice. Not surprisingly.
this use of the term appears in a wide range of pro-

fessions where there is need for artistry. subjectivity,

Descriptions of Managerial Processes

¢ "Managing is a social process. Itis a
process because it comprises a series of
actions that lead to the accomplishment of
objectives. It is a social process because
these actions are principally concerned with
relations between people.”

WH. Newman, C.E. Summer, and EK.
Warren, The Process of Management
{Englewood Cliffs, New Jersey: Prentice-
Hall, 1972}, p. 12.

o

strateqy.

* "Whether proposing a change in the
executive compensation structure, estab-
lishing pricrities for a diverse group of busi-
ness units, consoalidating redundant opera-
tions, or preparing for plant closings, a

senior executive’s conscious thoughts are
foremost among the processes for accom-
plishing a change or implementing a deci-
sion: "Who are the key players here, and
how can | get their support? Whom should |
talk to first? Should | start by getting the
production group's input? What kind of sig-
nal will that send to the marketing people?
| can't afford to lose their commitment in
the upcoming discussions on our market

D.J. Isenberg, "How Senior Managers
Think,” Harvard Business Review, volume
62, November-December 1984, pp. 82-83.

* "Most of the literature of general man-
agement has separated the positional
aspects [of the chief executive officer’s

function] from the managerial ones. In posi-
tional frameworks, the problem of manag-
ing is described in terms of getting the firm
from ane position to another. . . . In the
managerial framework, attention is focused
on how goals are developed, on how
resources are allocated, and on how the
efforts of individuals are coordinated to
achieve particular goals and patterns of
allocation. Managerial frameworks focus on
the process of management more than on
the overall direction followed by the com-
pany.”

J.L. Bower and Y. Doz, “Strategy
Formulation: A Social and Political
Process,” in D.H. Schendel and C.H. Hofer,
eds., Strategic Management (Boston: Little,
Brown, 1979), p. 153.
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and caretul discriminations. Architects, tor example,
engage in the design process: scientists employ the
scientitic process; and psyvchologists engage in the
counseling process. Like management. each activity
involves complex, contingent choices about how best

to transform intentions into results.

Managerial processes. however, involve additional
complications. Many scholars agree that “organiza-
tions ... are fundamentally political entities.™ com-
posed of diverse groups with their own interests that
come into conflict over agendas and resources.™ In
such settings. successful managers must align and
harmonize competing interests. while cultivating com-
mitment and motivation. Skillful managers therefore
spend relativelv fittle tme issuing ultimatums or mak-
ing big decisions. Rather. they engage in an extraordi-
nary number of fragmented activities, tackling press-
ing issues or small picces of larger problems.™ Often,
the process requires building and using interpersonal
networks: as well as =skillful mancuvering” to over-

come political obstacles.™

The challenge for managers, then, is to
shape, prod, and direct their organiza-
tion, through words and deeds, so that

larger goals are realized.

The challenge ror munagers. then. is to shape, prod,
and direct their organizations. through words and
deeds. sothat larger goals are realized. The approaches
they use —— which were once the subject of courses
on administrative practice — are managerial processes.
They have an underlving logic that is easily missed
when scholars focus on taxonomies of discrete tasks
and activities, rather than unifving threads.”™ Moreover,
hecause these processes require flexibility and a sen-
sitivity to context, they seldom unfold in the same set
sequence or maintain the same character on every

occasion

Empiricat studies of managerial processes fall into two
broad categories. One group has taken an anthropologi-
cal approach tocusing on a single manager in action,
with vivid descriptions of his or her behavior. Case
studies in business policy fall into this category, as do
studies by insiders or journalists who have gained

unusual access to a company.” The associated process-

Garvin

es have usually been idiosyneratic and highly individu-
alistic. reflecting the distinctive character of the man-
agers studied. Such nuanced, textured descriptions pro-
vide invaluable insight into the processes of manage-
ment but permit few generalizations.

A second group of empirical studies. usually by
scholars, has sought broader conclusions. Typically,
they have reviewed the time commitments and activi-
ties of a few managers. grouped them into categories
according to purposes and goals. and then applied a
process perspective. Three broad processes have
dominated this literature: direction setting, negotiating
and selling. and monitoring and control.

Direction-Setting Processes

Direction setting., the most widely recognized man-
agerial activity, bas appeared. in some form, in most
empirical studies of managerial work.™ Tt involves
charting an organization's course and then mobilizing
support and cnsuring alignment with stated goals.
KRotter's description of how general managers met this
challenge is representative.”™ All the managers he
studied began by developing an agenda, collecting
information from a wide range of sources, and then
assimilating it and forming a few broad thrusts or
general goals. They then worked hard to frame mes-
sages, using diverse communication media and
opportunitics, to ensure that members of the organi-
zation developed a shared understanding of the new
objectives. Often, these activities occurred within the
broad paramecters of the organization’s planning or
goal-setting process, although much work was infor-
mal and unstructured, tilored to the unique skill of
the manager and the distinctive demands of the situa-
tion. Gabarro and Simons reached similar conclusions
in their studies of the “taking charge” process of new
executives, where individualized managerial action
was coupled with established organizational processes.™

Together, these empirical studies have shown that
direction-setting processes have several components:
learning about the organization and its problems
through a broad range of interactions, assessments,
and continued probing: framing an agenda to be pur-
sued during the manager’'s tenure through conscious
reflection and intuitive experience; and aligning indi-
viduals through communication, motivation, rewards,
and punishments, often using new or established
organizational processes. Critical process choices that
the manager makes include which information
sources to tap, which communication media and sup-
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porting systems to emphasize, and which approaches

to use in framing, testing. and revising initiatives.

Negotiating and Selling Processes

Once the manager sets a direction, negotiating and
selling processes are necessary for getting the job
done. They work in two directions, horizontally and
vertically, Because lorizontal flows link the activities
of most departments, employees frequently rely on
individuals outside their work groups for essential
services and information.” Formal authority is nor-
mallv lacking in these relationships, and managers
must use other means to gain cooperation. This usu-
ally requires building a network of contacts and then
working with the appropriate individuals to negotiate
the “terms of tade” tor current and future interac-
tions.” Various approaches are used o gain support.
including currying favor. creating dependence. pro-
viding quid pro quo’s, and appealing to compelling

organizational needs

Successtul negotiating requires an understanding of
“the strengths and weaknesses of others, the relation-
ships that are important to them, what their agendas
and priorities are.” ! Issues must be shaped and pre-
sented in ways that are palatable to individuals and
groups with differing interests and needs. Sayles, who
has conducted the most extensive research on these
processes. noted that they usually began with “mis-
sionary work.” in which potential buyers and sellers
were dentified for possible future use.™ A surprising
range of contacts was necessary because horizontal
relationships fell into so many different categories.
AllL however, required skilled salesmanship: the abili-
v Lo interest outsiders in a project, gain exceptions
from stalt groups, and convince support specialists to
invest time and resources. For this reason, the most
critical process choices involved framing and presen-
tation: deciding how 1o solicit help and present pro-
posals in ways that appeadled to others yet met one's

basic objectives.

selling is also required in a vertical direction. Middle
managers must normally convinee their superiors of
the value of their proposals it they hope to see them
enacted: o do so. they frume projects to highlight
urgency and need. bundle them in ways that increase
the likelihood of acceptance, and assemble coalitions
to provide credibilitv and support.” This activity is not
confined 1o middle managers. Chicf executives engage
extensively in selling. for it is often the only way they

can gain aceeptance of their strategies and plans.”

Sinan Management Review
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Monitoring and Control Processes

Once operations are underway, managers engage in 4
third set of processes, designed to ensure that their
organizations are performing as planned. Such over-
sight activities are necessary because business envi-
ronments are inherently unstable; they generate any
number of unexpected shocks and disturbances.
Monitoring and control processes detect perturba-
tions, initiate corrective action, and restore the organi-
zaton to its previous equilibrium.™ Typically, man-
agers begin with efforts to sense problems and form-
ulate them clearly, followed by probes to clarify the
problems’ precise nature and underlying causes.™
They collect information through their own contacts,
others™ contacts, observation, and reviews of re-
cords.” At times, they use formal organizational
processes, like variance reporting: more often, effec-
tive monitoring is nonroutine and conducted as part
of other, ongoing interactions.™ Here, critical process
choices include the information sources to tap, the
data 1o request, the questions Lo pose, and the
amount of time o allow before drawing conclusions
and initiating corrective action.

Recapping Managerial Skills

These three processes have different purposes, tasks,
and critical skills (see Table 2). Although most man-
agers treat them as distinet challenges, at a deeper
level, they have much in common. All depend on
rich communication, pattern recognition, a sensitivity
to relationships, and an understanding of the organi-
zation's power structure. Perhaps most important, all
managerial processes involve common choices about
how to involve others und relate to them as the orga-
nization moves forward. They are the essence of the
manager’s craft and can be applied cqually effectively
o direction sctting, negotiating and selling, and mon-
itoring and control.

The variables are few. but the combinations are virtu-
ally limidess, Whatever the issue, all managerial
processes involve six major choices that a manager
must make:

1. Participants (\Whosc opinions should T seck?
Whom should T invite to mectings? Who should par-
ticipate in task forces? Which groups should be repre-
sented?)

2. Timing and sequencing (Whom should T approach
first? Whom should 1 invite next? Which agreements
should T solicit before others? How should I phase
cevents over time?)

Garvin
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Table 2
A Managerial Processes Framework

Direction-Setting Processes

Negotiation and Selling
Processes

Monitoring and Control
Processes

Purpose e Establish organizational direc-

tion and goals

e (Obtain needed support and
resources

e Track ongoing activities and
performance

Primary task e Developing an agenda

 Building a network

e (Collecting information

Critical skills e Synthesis, priority setting,

communication

e Timing and sequencing, fram-
ing and presentation

e (Questioning and listening,
interpreting data

3. Duration (How mach tme should 1 devote to
information collection” How much time should T give
to individuals and groups for their assignments? How
should T pace events to build momentum?)

4. Framing and presentation (How should T describe
and interpret events? How should T heat up issues or
cool them down? How should T frame proposals for
superiors. subordinaies. and peers” What questions
should T sk to gain information?)

5. Formats (Should | make requests in person or
over the phone? Shoudd T ecommunicate information
through speeches. group meetings. or face-to-lace
CNCOUNers?)

6. Style (How should Tinduce others to cooperate?
How should [ atilize and distribute rewards and pun-
ishments: What tone should T take when dealing with

superiors, subordinazes, and peers?)

There are many possible answers, This variety helps
explain why management. like many other profes-
sions. continues to be more an wit than a science.™ In
the face of massive tncertinty. managers must make
complex choices witly few precedents or guidelines:
the resulting processes seldom repeat themselhves
exactly, Morcover. seemingly minor variations in pro-
cesses can have major impacts. Changes in sequenc-
ing. with one critical ndividual or department contact-
ed before another, or shifts in format. with written
memoranda replacing face-to-fuce meetings, often pro-
duce dramatcally difterent coalitions and results.” The
subtlety of these distinctions. plus the enormous range
of possibilities. is whut makes managerial processes so
difficult to master. But. by thinking in process terms.

managers are much more likely to link together their

activities 1o produce the desired ends.

Implications for Action

The process perspective {ills an important gap. Most
research on organizations either emplovs highly aggre-
gited concepts like stritegy or focuses on low-level
tactics and tasks. Rescarchers often ignore the middle
ground. Processes, by contiast, are intermediate-level
concepts that combine activities into cohesive wholes,
yet offer o fine-grained. differentiated perspective. They
are also inherentdy dvnamic, Because processes unfold
over tme. they capture linkages among activities that
are often lost in static models and cross-sectional analy-
sesc A process approach encourages thinking in story
lines rather than events: the appropriate metaphor is a
movie rather than a snapshot”

For this reason, the approach is unusually helpful in
addressing implementaton problems. Managers can
articulate the required steps ina process. as well as
improvements. By contrast. traditional lists of roles and
responsibilities leave the associated activities unspeci-
ficd or undefined. Job descriptions framed in process
terms should therefore make it casier tor untrained
individuals to step into new jobs and acquire neces-
sary skills Managers should be able w focus their
questioning of peers and subordinates on issues more
directly related 1o the organization’s operation.” And a
sensitivity to processes should give managers clearer
guidelines about how and when o intervene effective-
v in others” work. "
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Table 3
A Framework for Action

Work Processes

Organizational Processes

Behavioral Processes

Change Processes

Direction-Setting
Processes

o Are there clear goals for opera-
tional and strategic performance?

o Are there well-specified
approaches to communication,
decision making, and learning?

e |s there a clear rationale, direc-
tion, and path of change?

¢ Have we obtained the neces-
sary agreements and resources
from upstream and downstream
departments?

Negotiation and Selling
Processes

e |s there widespread acceptance
of the desired approaches to com-
munication, decision making, and
learning?

* Are others in the organization
convinced that change is needed
and that the proposed changes
are the right ones?
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Monitoring and Control
Processes

* Do we know how well our per-
formance matches plans?

* Do we know how well our cur-
rent behaviors match the desired
approaches to communication,
decision making, and learning?

¢ Do we know whether critical
milestones have been reached
and planned changes have been
implemented?

We cun combine the major organizational and man-
agerial processes into a simple. integrating framework
rsee Table 300 The framework consists of diagnostic
questions that allow managers 1o assess the effective-
ness of teir, and their organization’s, approaches to
action. For example. the quesdon ~Is there a clear
rationale. direction, and path of change?” asks man-
agers to determine whether divection has been set
cltectivedy for o particular change process. Similarly,
the question “Have we obtained the necessary agree-
ments and resources from upstream and downstream
departments?” assesses whether negotiation and sell-
ing have been conducted effectively for a given work
process, Together, the questions provide a reasonably
complete framework for evaluation.

The framiework has two primary uses:

First, it can help managers decide where: when, and
how to intervene in their organization’s activities. To
do so. thev should work down the columns of the
matrix. asking cach question in turn to isolate the
likely source of difficulties and identify appropriate
remedial actions. Consider, for example, @ company
experiencing customer service problems. Because
customer service is an operational (work) process.
the questions in the first column provide guidance. 1f
the answers suggest that problems can be traced to
unclear goals, managers need o invest tnie in setting
and clarifving objectives. Tt the problems reflect a
lack of support from upstream designers and manu-
facturing personnel, munagers need to devote time to

cross-departmental negotiations and salesmanship. 11

the problems signify slow, limited customer feedback,
managers need to upgrade the processes for monitor-

ing and collecting information.

Managers can use the same approach for less tangible

processes like decision making. Suppose that deci-
sion making is currently parochial and unimaginative,
and managers have decided to improve the process
by encouraging dissent and constructive conflict.
Progress, however, has been slow. Because decision
making is 4 behavioral process, managers should use
the questions in the second column o diagnose the
problem. Tt the answers suggest that difficulties can
be traced o unclear concepts (e.g.. "We don't know
how to distinguish constructive from unproductive
conflict™), managers should focus on improved direc-
tion setting. 1f the difficulties reflect underlying dis-
agreements about the appropriateness of the desired
behaviors (e.g., "We are a polite company and see no
reason to argue with one another™). managers should
focus on selling the new approaches. Tt the ditficul-
ties are caused by poor awareness of current prac-
tices (e.g.. "We don't need to do anything ditferently
because we already entertain diverse viewpoints and
debate issues in depth™). managers need sharper real-
tme feedback and monitoring. Here, too. the matrix
provides managers with a powerful lens for identify-
ing the underlying sources of problems and for fram-

INg responses in process terms.
Second, the matrix helps managers identify their per-

sonal strengths and weaknesses. Because direction

setting, negotiation and selling. and monitoring and
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control are very ditferent processes, few managers
are equally adept at Al three. One way o identify
areas needing work s for managers to proceed
across the rows of the matrix. asking the relevant

diagnostic questions about diverse organizational

Activities.

For example. 1o assess direction-setting skills, a man-

ager might look at a number of operational processes

processes. managers can conduct these evaluations
working alone in their offices. teams of executives
responsible for related projects or programs can work
in groups. or cntire departments or units can work col-
lectively. Tn general, the size of the evaluating group

should correspond to the scope of the process under

review, and the larger the group. the more likely that

under his or her control to see it clear goals have

been esuiblished. might review a variety of decision-
making and communication processes to see i pre-
ferred approaches were clearly described and under-
stood. and might assess several current change initia-
tives to see it the ratonale. direction, and paths of
change were clear. A series of "no’s™ in a row means
that the munager needs o improve direction setting,

As with 1he previous assessments of organizational
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