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Praise for Management Design



“After phrasing the theory in his book Performance Triangle, Lukas Michel now introduces a fresh workbook called Management Design, which gives a pragmatic overview about organizational performance and the diagnostic mentoring methodology. This book truly enables the reader to work through the logic, gain new insights and provides a flavour of the potential power. Leaders and managers can easily gain new insights on improvement options. This book reflects Lukas’ personality and unlocks the full potential of people in ‘enabled organizations’ during turbulent times.”


Michael Eckert, Senior Project Manager, Merck Group, Germany


“To be most effective, management needs design. The book makes a strong case for managers to take creative action and design a management system tailored to the needs of their strategy, organization, culture and environment – with the ultimate goal of letting people thrive and be at their best every day. In true ‘Druckerish’ tradition, the book is not only rich with insights but also very practical – almost guaranteed to elevate the practicing manager’s game to the next level and lead to superior performance. Highly recommended reading!


Raymond Hofmann, management consultant, Founder of Hofmann Management and former COO of Avaloq


“Rarely do we find this much clarity of purpose and clarity of approach in management literature. In his new book, Lukas brings his highly analytical and personal approach to the art of management to the next level. Very accessible, readable and – most importantly – applicable.”


Hans Martin Graf, Head of Online/Mobile Banking & Retail Solutions, Credit-Suisse, Switzerland


“As companies increasingly face challenges that seem to come out of nowhere and are a real mess to address, having the kind of tools and methods as the ones Lukas Michel provides is extraordinarily important.”


Dr. Patricia Seemann, former member of the Group Management Board of Zurich Financial Services and CEO of The 3am Group


“Readers will be inspired to refine their facilitative leadership skills and to develop more effective people-oriented managerial approaches. The author shares his deep understanding of the determinants of individual and group performance to highlight the importance of genuine personal interactions and engagement for organizational readiness. Higher education professionals could gain new perspectives by exploring their thoughts on the issues raised by the insightful questions posed in this book.“


Rana Zeine, MD, PhD, MBA, Professor and Research Director, St. Martinus University, Curacao
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To our partners and parents




[image: ] When people experience flow, the state where they apply their full talent and perform at their peak, their mind is highly focused. They trust their own capabilities and do things out of their own will. Sports provide a playing field where people can stretch their potential and test the limits. As a result, they experience flow more often.


Climbing a mountain is one of these sports where people constantly search for their flow zone – the perfect match of challenges and skills. Imagine safely climbing a 1’000 meter altitude difference in five hours and still enjoying the effort. Experienced skiers know that in order to enjoy the day, much of the effort goes into the preparation of the tour. There are many choices like the weather, the equipment, the route, the team, the timing that influence the experience. Thoughtful tour guides know they have to create an environment where the team can experience the flow. This is relatively easy when the weather is nice, when the team is ready, and when there are no surprises. But more than not, the weather changes, equipment breaks, obstacles are in the way –all things that alter the perfect timing and experience of the tour. In such situations, teams need speed, agility and resilience to successfully master its challenges.


Work in organizations resembles much like performing a ski tour. It requires preparation and an environment where the entire team can perform and apply its talent. In a turbulent environment, it is important that teams have well-developed capabilities for a high ability to act. They make decisions fast, they anticipate change, react flexibly, implement with rigor, and learn as they go. In such organizations, management has a design that helps people cope with a turbulent environment.
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Management Design offers Diagnostic Mentoring as a model and process for thinking about management in a turbulent environment. However, it is the reality in businesses, not the theory, that brings life to practice. To illustrate how theory translates into practice, 10 business cases highlight specific aspects of Diagnostic Mentoring.


“The greatest danger in times of turbulence is not the turbulence; it is to act with yesterday’s logic.u- Peter F Drucker (1980)


Management Design forces leaders to think outside the box in order to match their organizations with the needs of people in the information age as a prerequisite to mastering the challenges of a turbulent world.




Examples


Leadership think tank | Switzerland keeping race horses on track


Functional department of a bank | Switzerland from ongoing change to a superior ability to act


Retail bank | Sri Lanka the need of different structures


Specialty foods | Italy structures and tools to manage growth and transitions


Farming | South Africa the management model in an environment where control is key


Professional services | UK Moving from a market to a competency context


Transportation | Switzerland designing a toolbox to support the transformation


Utilities | Switzerland the case of over-engineered management


Insurance | Switzerland perfection with the wrong design


Mining | UK leadership think tank for 250 leaders worldwide




Foreword


In the popular 1986 movie Top Gun about US Naval aviators, characters Maverick and Goose (Tom Cruise and Anthony Edwards) declare they “have a need; a need for speed” in an upcoming mission. In the life-and-death struggle of air combat, speed gives pilots a competitive advantage and faster is better. In addition to blinding supersonic speed, modern fighter pilots must be able to make necessary adjustments, then deliver a knock-out blow to adversaries through a window of opportunity that may constitute seconds. Although the modern business world may not typically equate to a literal life-and-death struggle, it may feel that way to executives and managers. Threats appear and windows of business opportunity open and close at a dizzying pace. The quantity of information and data available worldwide is doubling every 13 months and is projected to double every 12 hours in the not-so-distant future (Schilling, 2013). With continued proliferation, improvement, and use of information technology, the rate of information creation will continue to increase.


Researchers and practitioners have observed that the rate of change powered by this explosion of technology, globalization, and complexity has been increasing for decades. Business leaders throughout the globe, like fighter pilots, are faced with ever-changing environments, where threats and opportunities appear rapidly; it is therefore critical to success to make necessary adjustments that will enable you to respond with a knockout blow, when it is required. Yet organizations, unlike jet fighters, are not specifically built for speed and are typically unable to make the adjustments needed to adapt quickly to change. On the contrary, typical organizational designs are essentially anti-change, burdened with rigid leadership hierarchies and organizational structures; information systems that are not aligned with current needs; and corporate cultures, characterized by an inertia, that resist new ideas or processes. The result is that identifying and implementing meaningful change in many, if not most organizations, is more like stopping a supertanker, then manoevring it in a small harbour rather than closing in for the kill at supersonic speeds in a jet fighter. Executives who recognize the critical need for speed in the form of corporate agility, when confronted with strong natural forces against agility, must find a way to overcome the inertia inherent in leadership, systems, and culture in order to prosper in the 21st century.


But, where to start? Without a proven methodology, too many executives jump on the current ‘flavour of the month’ idea using a ‘shotgun approach’ in the hope that they will hit something that produces results. Well-known and reputable consulting firms worldwide have made millions peddling their brand of change management and executives have patted themselves on the back as they report to their boards on the extensive and expensive change initiatives. Yet, we know the overwhelming majority of change initiatives fail to yield significant, permanent, results. Some studies place the failure rate at over 80%. Change initiatives where organizational culture is an element have an even lower success rate.


In his first book, The Performance Triangle: Diagnostic Mentoring to Manage Organizations and People for Superior Performance in Turbulent Times, Lukas Michel (2013a) offered a model, plus practical tools and methodology, that allow executives to gain insight into key aspects of the culture, systems, and leadership. The performance triangle model represents the accumulation, analysis, and synthesis of 15 years of effort from observations gathered from more than 100 organizational case studies and statistical analysis of survey data from 50 of those organizations. Diagnostic tools developed by Mr Michel provide a framework to initiate discussions on strengths and weaknesses within an organization and a baseline from which to measure progress. Think in terms of going to a doctor with certain symptoms: you know something is not right but have no idea exactly what is wrong or what the treatment should be. The doctor immediately identifies the symptoms, attempting to diagnose the root cause. Many times, the doctor determines that additional testing is needed before prescribing a treatment plan. The organizational diagnostic tools developed by Mr Michel are similar to the tests ordered by the doctor and the Diagnostic Mentoring methodology described in The Performance Triangle (Michel, 2013a) is similar to the consultation between doctor and patient. In the end, however, it is up to the patient to follow the plan of treatment. Similarly, organizational change can only be successful if senior executives and managers throughout the organization develop a plan of action and take full ownership. The Diagnostic Mentoring methodology stimulates dialogue among executives based on diagnostic data that results in internally – developed action plans with executive ownership. Without ownership, it is too easy for executives and managers to say “that is not my plan, what do those consultants know about my business?”


Management Design: Managing People and Organizations in Turbulent Times builds on the concepts offered in The Performance Triangle (Michel, 2013a) with practical insight needed to convert theory to practice. Management Design is more of a practical ‘how to’ book to stimulate deep thinking on the interferences that exist in their organization that inhibit the organization’s ability to act quickly and decisively. More importantly, Management Design provides an easy-to-read framework leading executives down a path to greater understanding of the underlying dynamics in their organizations and practical, effective, action plans. In the end, all that matters are results and an 80% or higher failure rate is not acceptable. The performance triangle as a model, and Management Design as the practical workbook, provide tools and a methodology with the potential to yield significantly better results.


Only time will tell, but as Maverick said in Top Gun in evaluating his chances with a beautiful woman: “It’s looking good at the moment.”


Dr. Herb Nold, DM, CPA
Professor of Business Administration,
Polk State College, Florida, USA




Introduction


There is no doubt, management in turbulent times needs change. In a volatile era, with the increasing complexity of globalization and a young generation of people that works differently from previous generations, many of our management models, capabilities, and systems are inadequate to meet the needs of 21st century businesses.


For the past five years, the Global Drucker Forum in Vienna has reiterated the need for change in the way we manage our businesses. The question remains, why does it not happen? Niklas Luhmann, the renowned German sociologist, puts it eloquently: “The ability to ignore is everywhere”. It is part of systems theory and the way to reduce complexity. Moreover, the ability of people to suffer is well developed. However, when ‘viruses’ invade organizations unknown and unwanted over time, limiting their potential, it is time to act and change the way we operate our businesses.


Management Design has been developed for those who don’t have time to wait. It translates the ”Drucker experience’ into an action-oriented think-tool for entrepreneurs, leaders, and managers of all kinds of organizations who want to transform their organization to cope better with a dynamic environment and to enable the talent to use its full potential. As such, the book is the tool to design management. It builds on Peter Drucker’s heritage and takes it into the future.


The Performance Triangle (Michel, 2013a), my first book, shines through. The idea was to create a tool that translated theory into practice. The result was Diagnostic Mentoring – the approach that creates insights for leadership teams rather than offering cheap tips and ”recipes’. It builds on the recurring themes of people-centric leadership and the ”inner game’ (the art of relaxing distorting thoughts) as a means of addressing the ”outer game’ (The challenges organizations and people face) through speed, agility, and resilience as effective responses.


There are many ways to read and use Management Design. In just one hour, flipping through the concepts, executives capture the essence of the Framework with Insights; Design; Change; and Mentoring as the four steps for a successful transformation. As a comprehensive guide for professionals in organizations and management development, it facilitates change through a combination of theory, diagnostics, insights, and practical design tools.


Diagnostic Mentors use the book as a transparent, shared template to support their work with clients who want to make change happen. The book includes a straight-forward self-assessment tool to promote do-it-yourself Diagnostic Mentoring. It mirrors the comprehensive online INsights Diagnostic Tools™, which allow for a deep-dive into intangibles such as culture, leadership, and decision-making systems.


A book on design does not go without design. We felt that a somewhat complex topic required graphic design to convey the message. The task was to use what worked with clients and make it publically available in the simplest way without losing its essence. It is our contribution to facilitate transformation in dynamic times.


Zug, November 2014


Lukas Michel, Owner AgilityINsights,
Sphere Advisors AG, Switzerland 

Thomas Kupferschmied, Owner, Kupferschmied:
Werkstatt für gediegene Kommunikation’,
Switzerland


The design to manage organizations and people in turbulent times


Today’s organizations operate in a world with increasing volatility and growing uncertainty. Organizational complexity and ambiguous market signals create an operating environment that requires fresh capabilities. Firms need to adapt with high speed and agility, strengthen their resilience to withstand the unexpected and establish a superior ability to act without being bogged down by self-initiated inertia.


Simultaneously, the nature of work has fundamentally changed in many industries. Knowledge has become more important, compared with physical work. Today’s talent effectively uses readily-available technology to share knowledge and collaborate, which forces organizations to rethink the nature of work. However, traditional management models and practices are ineffective in dealing with the new environment. They are equipped with tools that are totally out of place and unsuited to support modern ‘knowledge work’. To challenge the current situation, Gary Hamel (2007), the well-recognized author of many books on management and innovation, points to most critical question for today’s leaders: “Are we changing as fast as the world around us?” The answer for many companies is “no”.


For example, management-by-objectives, the widely-used methodology that aligns people with organizational objectives, has been proven to slow down businesses. It comes with unintended side effects, and creates a strong filter against new business opportunities. It is an inadequate tool for today’s fast-moving business world. Industrial pioneers invented such tools, 100 years ago, to drive scale and efficiency. Since then, management practice has changed very little in many organizations. It is time for a fundamental rethink of some of our assumptions, models, practices, and tools to support ’knowledge people’ to perform in a dynamic environment. Management Design helps entrepreneurs, leaders, and managers think through their options to find managerial routines and practices that meet the needs of today’s talent in a turbulent world.


The Performance Triangle (Michel, 2013a) introduced a simple, logical, and workable framework with culture, leadership, and systems at its corners and people at the centre. It forced leaders to re-examine the many assumptions underlying their leadership practice and analyze how their organization could develop agility through a people-centric approach as a means to cope with a volatile environment. Using the related INsights Diagnostic Tools™, leaders decode the essential bridge between organization and people to unlock the potential of the talent simply by removing the interferences to higher levels of performance. The book provided the scientific foundation for the triangular relationships of culture, leadership and systems and continues to serve as a guide for leaders to develop these essential capabilities.


Management Design builds on the performance triangle model, to explore the managerial capabilities and systems that support leaders to operate in dynamic environments.




MANAGEMENT DESIGN


Management Design introduces speed, agility, resilience, and the ability to act as a comprehensive and coherent guide for management practice in a multi-faceted operating environment. People, organizations, stakeholders, environment, and management are the elements that establish a holistic Management Design Framework as a comprehensive guide and toolbox for Diagnostic Mentoring. The new Framework, with the extended offline and various online INsights Diagnostic Tools™, establishes the baseline for the design of the management model and capabilities. The related change approach complements Diagnostic Mentoring as a guided self-development tool for executive teams and their organizations.


Business models – how a company makes money – have been the key for the transition between the old and new economy. But, since then, distinctively new business models are hard to find and the increased speed of development resulted in businesses being hard to defend. Companies therefore search for new forms of competitive advantage that are difficult to copy and that do not ‘walk away’. For many businesses, management models have become the sources of sustainable, competitive advantage. Julian Birkinshaw (2012), the pioneer of modern management models, pointed out that asking “what is your management model?” may be as important as asking “what business are you in?.” Moreover, I would add that it is the distinct managerial systems and capabilities that enact the choice of management model to truly make a difference to competitive advantage. This is why Management Design combines a model, a set of capabilities, and a systems toolbox into one coherent approach that connects management to performance of organizations and people.


Management models result from a set of choices leaders make with respect to the sources of energy, the nature of coordination of work, the purpose of goals, the approach to change, and the art of decision-making. To support them in making these choices and to develop the related competencies and systems, Management Design serves as a workbook for Diagnostic Mentoring. As such, this book will turn into your personal copy, documenting your management design work.


The book consists of five parts:


1. five frames for reviewing, developing, and documenting the management design; 2. a diagnostic tool, combining insights and concepts from management research; 3. a set of options and techniques to help you decide on your management design; 4. the strategies and steps to change towards the new model; plus 5. a guide to help the mentoring of your team with the new model, tying together all concepts, techniques and steps for management design.


6. A set of practical resources supports the process. Finally, 7. the afterword provides insights into the Diagnostic Mentoring network.


The management model toolbox


A concept, diagnostic toolbox, design technique, change model, and mentoring method


[image: ]



“Management, above all, is a practice where art, science, and craft meet.” – Henry Mintzberg, renowned academic and author on business and management



Does good management make a difference? It is more than a rhetorical question. In recent years, thousands of leadership books have been published. But by comparison, only a few new management books came onto the market. It seems as if the discipline of running organization has lost interest in favor of literature that explains a multitude of features of successful leaders. Much of that literature focuses on ‘one-time’, singular events rather than ‘integrated, encompassing, new approaches’. It is time to refocus on what truly matters: managing organizations and people in a turbulent environment. However, as Financial Times business writer Andrew Hill (2014) states: “Management is a concept that its users must constantly shape to meet new organizational challenges.” The same article cites the doyen of management, Charles Handy (2013), in a recent speech at the Global Drucker Forum 2013 cautioning: “What they [managers] do about it, what the answers are, no, I don’t have them. So, I’m never going to have three rules for success, or this is the answer to leadership, or anything like that. I think that’s impertinent and bound to be wrong anyway most of the time because… every problem is different.”


This view is shared by management scientists and business leaders from around the world who meet every year in November for the Global Drucker Forum in Vienna. The Forum publishes a list of books that relate to its annual theme (Global Drucker Forum 2013). This list represents a summary of the relevant literature that promotes a new kind of management to meet the needs of ‘knowledge people’ and the challenges of a dynamic environment, without crossing the line, to tips, best practice, and simple recipes. Here is my list that emerged from the forum combining the art, science, and helpful tools:


[image: ]  Bouée, C. (2013), Light Footprint Management: Leadership in Times of Change. London: Bloomsbury.


[image: ]  Birkinshaw, J. (2010) Reinventing Management: Smarter Choices for Getting Work Done. Chichester: Wiley.


[image: ]  Brown, T. (2011). Change by Design: How Design Thinking Transforms Organizations and Inspires Innovation. New York, NY: HarperCollins.


[image: ]  Denning, S. (2010). The Leader’s Guide to Radical Management: Reinventing the Workplace for the 21st Century. Chichester: Wiley.


[image: ]  Wartzman, R. (2011) What Would Drucker Do Now: Solutions to Today’s Toughest Business Challenges from the Father of Modern Management. New York, NY: McGraw Hill.


[image: ]  Gratton, L. (2012). The Shift: The Future of Work is Already Here. New York, NY: HarpersCollins.


[image: ]  Martin, L. R. (2009). Design of Business: Why Design Thinking is the Next Competitive Advantage. New York, NY: McGraw Hill.


[image: ]  Martin, L. R. (2011). Fixing the Game: Bubbles, Crashes, and What Capitalism Can Learn from the NFL. Boston, MA: Harvard Business Review Press.


[image: ]  Hamel, G. (2012) What Matters Now: How to Win in a World of Relentless Change, Ferocious Competition, and Unstoppable Innovation. San Francisco, CA:Jossey-Bass, 2012.


[image: ]  Hagel, J., Brown, J. S., and L. Davison. (2010). The Power of Pull: How Small Moves, Smartly Made, Can Set Big Things in Motion. New York, NY:Basic Books, 2010.


[image: ]  Pontefract, D. (2013). Flat Army. Hoboken, NJ: Jossey-Bass.


Management matters


The case for a management model, a systems toolbox, and a set of capabilities


Management Design assumes that management matters. However, it does not ignore the ongoing fundamental debate over the underlying question: do managers make a difference?


The facts provide a clear answer. Ignoring thousands of articles linking various leadership attributes to organizational outcomes, the following summary focuses on linking the practice of management with organizational performance.


In Realizing the Value of People Management, the Boston Consulting Group related people management practices to a variety of organizational outcomes to find out that superior practices lead to 350% higher growth and 210% higher profit margins (Strack et al, 2012). In another study on Maximizing your Return on People, Bassi and McMurrer (2007) confirmed 60%-130% higher profit growth rates of well-managed business units related to a variety of human capital management practices. Research based on World Management Survey in Does Management Really Work related the most basic – I would argue ‘outdated’ – management practices to productivity, reporting that a 1% increment on a management measure resulted in 23% higher productivity, 14% higher market capitalization, and 1.4 percentage points annual sales growth.


Research at London School of Economics, relating managerial practices to organizational outcomes in turbulent times, clearly indicated a positive relationship: “Better management practices are associated with higher productivity and other organizational indicators” “… but they are also more pro-active during times of adversity” (Homkes, 2011). Towers Watson (2012), in 2012 Global Workforce Study, found companies with engaged employees show 280% higher profits than competitors with less engaged staff. Gallup (2013), in State of the Global Workplace confirms the higher productivity and higher profitability of better-managed firms. In Google’s Project Oxygen: Do Managers Matter?, the authors (Garvin et al, 2013) provide a positive response to a question raised, with increasing regularity by a variety of writers: “Does improving management quality have an impact on profitability?” It concludes that the “smallest incremental increases in management quality were quite powerful”.


The challenge with most quantitative research into these questions is that it is mostly performed on comparable tools that stem from a highly standardized, controlling mode of operations with a long history. Otherwise, tools and practices would not be comparable. Management with a focus on enabling employees uses tools and practices that are individually- designed for the specific context of every organization. Hence, they are not comparable, which makes this kind of research more difficult. Moreover, sufficient samples on the use of modern management tools are hard to find as we are just at the beginning of a fundamental transformation of work.


The answer to the initial question on whether management matters is “yes”. Many organizations with superior management have made investments into modern practices. Good management relies on models, systems, and capabilities that meet the needs of people and organizations operating in a turbulent environment.


Management models, organizational capabilities, and systems for higher challenges


Management models are immensely valuable to people in an organization as they transcend an organization’s mental framework and approach a shared way of doing things. When teams share their models, they enable members to think, make decisions, behave, and act in line with the intent, without constant management action. Only when models are articulated and shared, can leaders use them to direct the decision-making in organizations. As such, shared management models save time, focus attention, and release productive energy.


Timothy W Gallwey (2000), in his renowned book on The Inner Game of Work, offers a simple but powerful formula that relates the potential as an organization’s capabilities and interferences to performance:


Performance = potential – interferences.


"The greater the challenge that the organization accepts, the more important it is that there is minimum interference occurring from within.” In line with this, the research documented in The Performance Triangle (Michel, 2013a) indicated that organizations use only 67% of their potential talent and capabilities as ‘viruses’ interfere and often show as a toxic culture, flawed leadership, or broken managerial systems. With the performance triangle model, we relate culture, leadership, and systems to success:


Success = f (culture, leadership, systems, opportunities & risks, and serendipity).


Culture, leadership, and systems, as discretionary management decisions, positively relate to success. They can be managed and therefore can make a difference. Opportunities and risks depend on endogenous factors but also require decisions. This leaves us with serendipity which is outside our control.


Organizations with a vibrant culture are clearly more successful than organizations that infected with ‘viruses’; both in terms of leadership and systems positively correlated with culture. Our research concluded that organizations with high scores on culture, leadership, and systems were more agile than their counterparts. Organizations that scored high on the factors that supported ‘knowledge work’ were clearly faster in making changes. High scores on purpose, relationships, and collaboration made organizations better able to withstand a turbulent environment. Such organizations use the full potential of their talent and ensure there are no interferences keeping the talent from performing at its peak.


Management models, organizational capabilities, and systems tools that fit the purpose and context of an organization, reduce interferences to a minimum and unlock the potential to drive performance.


“The purpose of this book


…is to help entrepreneurs, leaders, and managers decode, articulate, align, and promote a management design that fits the needs of the organization and people.”


Here is why Management Design is an important step towards an organization that outperforms competition in a turbulent environment – freed from all organizational interferences and engaging the full potential of its people:


[image: ]  “Management is the least efficient activity in your organization.” - Gary Hamel (2011). To prevent ‘viruses’ from interfering with decision-making (unintentionally and unknowingly) organizations need a managerial infrastructure with the right design.


[image: ]  “The effectiveness of organizations could be doubled if managers discovered how to tap into the unrealized potential present in their workforce.” - Douglas McGregor (1969). Management design that fits the needs of people, unlocks the hidden potential of all talents to promote peak performance.


[image: ]  “94% of the problems in business are system-driven and only 6% are people-driven.” - W Edwards Deming (1994: 33). Clarity on management design is a prerequisite for managerial tools that support the people at the client rather than keeping them from doing good work.


[image: ]  “You rarely improve an organization by improving the performance of one of its parts.” - Russell Ackoff (1973). This is why Management Design takes a holistic approach to make you think of how to align the parts and maximize value creation.


[image: ]  “If you want to kill innovation, reward it.” - Alfie Kohn (unsourced). A management design that fits the needs stretches beyond traditional way of doing things. As a side effect, it removes the unintended consequences of some of our inherited, but ineffective, managerial practices.


[image: ]  “If you want truly to understand something, try to change it” - Kurt Lewin (attributed by: Tolman, 1996). We know tips, best practices, and recipes don’t work. This is why we promote experimentation as a means of learning rather than embarking on a new set of paradigms or principles.


Management Design promotes Diagnostic Mentoring as double-loop learning initiated by observation points. The related diagnostic tool focuses the attention on the things that matter most, hence it stimulates the learning and simultaneously increases performance.


[image: ]  Management: why it matters


[image: ]  Models: how we manage our organizations


[image: ]  Systems: the design of the toolbox with rules, routines, and tools


[image: ]  Capabilities: to increase an organizations ability to act


The emergence of a more human mode of operations


[image: ]The operating mode of an organization determines how work is being done. It is the result of a fundamental choice between different methods of managing organizations and people. Five assumptions help us simplify a myriad of choices to two concurrent modes of operation:


[image: ]  The accepted view about human behavior and motivation has changed.


[image: ]  The nature of work in the information age makes all knowledge people executives.


[image: ]  Technology changes the way we work in a networked economy.


[image: ]  The ability to change constantly is a competence in itself.


In a turbulent environment, with increasing ‘knowledge work’, the role of managers clearly shifts from ‘control’ to include ‘enabling’. However, the distinction between control and enabling is not black or white. There are many combinations that managers find helpful for their specific operational context and situation.


It is obvious that we cannot talk about management and the need for change without a conversation about managers and employees themselves.


What do managers do? There is a vast amount of research and literature available that lists what managers do, way beyond the classics of ‘plan, decide, act, and review cycle’ approaches. However, these lists leave unanswered what managers do that nobody else does. There is little research available on the question “why do managers do what they do?” Moreover, little is known on how and why rules, routines, and tools shape managerial behavior. The research leading to The Performance Triangle (Michel, 2013a) has contributed to this conversation with a better understanding of the relationships between managerial systems, leadership and the culture in an organization. Management Design focuses on the question of how we manage organizations by offering two operating modes: the enabling mode and the controlling mode of operation.


Is the role of managers changing? Most discussions reveal an apparent shift from hierarchical and rules-based bureaucracies to decentralized work in networks, fundamentally altering knowledge asymmetries in organizations. The change is driven, partly, by new technologies offering new ways of working, collaboration across boundaries, and easier access to knowledge. The increasing importance of knowledge further shifted the value of expertise, problem-solving, learning, and decision-making to employees at the client front. This, in return, facilitated self-organization in small, flexible teams (Drucker, 1988; Handy, 1989). New ways of working leave middle managers in specific functions as team leaders, coordinators, and facilitators in small, decentralized business units, charged with an entrepreneurial purpose freed from traditional corporate control. This means that knowledgeable employees are charged with an entrepreneurial role and a leadership role (Kanter, 1989; Mintzberg, 1998). The manager’s role shifts to coordinating diverging efforts, energizing self-organized work, providing advice, and negotiating choices. In this new setting, the manager’s role clearly shifts away from command, control, and administration to an enabling role.
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