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Life Cycle Assessment

As can be seen from the comparative charts, the group data is very representative of the data from all groups. For this reason the whole group data will be presented and used as a basis for discussion. Whenever data from other groups is significantly different from the whole group data, that data will be discussed.

Each item on the questionnaire represents a clue to what is happening in the organization and helps us determine two things: Where the organization is in its Life Cycle development and what it needs to do to improve as a successful organization. The Life Cycle graph (Figure 1) indicates the relative strength of the clues for each Life Cycle phase. The letters A-G are used to represent the phases on this graph.
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Figure 1. Relative Strength of Clues to Life Cycle Position.

As can be seen in the graph above, the data on life cycle phases shows strong highs and lows in the scores. The Go-Go (B), Adolescent (C), Stable (E), Aristocracy (F), and Early Bureaucracy (G) score are high. The Prime (D) is low.

The positive Go-Go score results from a variety of responses. Respondents agreed strongly and moderately strong on some positive characteristics that are common to all of the growth phases (B, C, and D) (e.g., the company is characterized as optimistic and result oriented). There is also strong agreement on a number of challenges that are typical to Go-Go organizations, These challenges are concentrated in four patterns:

1. We are more reactive than proactive.

· We hire tomorrow those we needed yesterday.

· We are reactive rather than proactive

· We have too much fire-fighting

· We are short-term oriented 

2. We do not have clear plans and are unfocused

· Goals are unclear

· We set goals we cannot achieve

· We do not have a clearly defined long-range plan

· Everything is a priority

· We throw people at jobs without proper introduction or training

3. We do not have predictable outcomes from the plans we start.

· We regularly shoot ourselves in the foot

· Systems are started, but we don’t follow them

· Too many new projects started that fail

4. Employees as well as management are spread too thin.

The Adolescent score is partially a result of reports of positive characteristics of growing phases. But it is more driven by reports of typical adolescent challenges. These challenges include:

1. We are reactive rather than Proactive (and short-term oriented)

2. Unproductive Conflict and Lack of Teamwork

· Too many unproductive meetings

· Backbiting

· We spend too much time fighting one another

· Insufficient teamwork in top management

· Departmental or divisional parochialism

· Too much we-they

· Too many scapegoats

3. Insufficient teamwork and consensus in top management.

· Insufficient teamwork in top management

· Top management split on where to go and what risks to take

4. Problems with the company’s strategic architecture and alignment of its various elements.

· Organized around people, not functions 

· Incentives not in synch with company goals

· Systems started, but we don’t follow them

· Goals are unclear

· We do not have a clearly defined long-term plan

A company’s strategic architecture consists of its strategy and other direction setting devices (e.g., plans, strategies, vision, strategic positioning), and systems and structures that help reinforce and maintain the company’s direction. The elements of this architecture include Purpose and Direction, Structure and Delegation, Information and Control Systems, and Reward and Recognition Systems.

In the case of BLUESKY BUSINESS SYSTEMS, the strategic architecture issues are focused mainly in the challenges of long-range direction, focus, and organization structure and delegation.

The Prime score is negative and considerably lower than the Go-Go, Adolescent, Stable, and Aristocracy score. The low Prime score is as much driven by the high scores on other phases as it is by the absence of Prime characteristics. But there are a number of Prime characteristics reported:

1. We encourage ideas and change

· Employees are encouraged to voice problems, concerns and opinions

· Key managers are willing to support change

· Most of our people are effective problem solvers

2. We are organized and under control

· We follow systems and policies

· Management is in control of the organization

· Our performance is predictable

· We regularly measure actual versus planned performance

· Expenses are under control

· We have annual budgets which we believe

· When results do not meet plans we take corrective action

There is nearly as much agreement on the Aging characteristics of the Stable and Aristocracy Phases as there are on the growth characteristics of the Go-Go and Adolescent Phases. The clues of Aging can be found in the positive characteristics of mature companies. However serious aging characteristics are found in five areas:

1. We don’t develop enough new ideas

2. We reward getting along more than producing results

· There are no negative consequences for poor performance

· Low productivity

· We accept mediocrity

· We are reactive rather than proactive

3. We don’t confront issues

· We don’t discuss the difficult issues

· Too many excuses

4. Sluggish performance

· We are slow to respond to market needs

· We are losing profitability

· We are losing market share

5. Unproductive conflict

· Too many unproductive meetings

· Departmental or divisional parochialism

· Backbiting

· We spend too much time fighting one another

· Too many scapegoats

· Too much we-they

Taken together this data indicates that BLUESKY BUSINESS SYSTEMS is either a Prematurely Aged Adolescent or a late stage Stable. Adolescence is the battle to get Go-Go under control. The transition through adolescence requires:

· A strong leader

· Clear directions and plans

· An active change management process

If this battle takes too long, conflict has become bureaucratized or waged in an ever-increasing number of meetings. The aging is caused simply by the organization losing energy from these unproductive activities. A late stage Stable organization looks much like an Prematurely Aged Adolescent. The deciding factor on whether an organization is a prematurely aging Adolescent or a naturally aging one is simply whether the organization was ever at Prime. In the final analysis, however, it is unimportant whether it is prematurely aged or simply aging, as the prescription for each is the same. The company must “go through adolescence”.


Figure 2: The current Life Cycle Position of BLUESKY BUSINESS SYSTEMS.
Life Cycle Warning Factors

The questionnaire also provides some preliminary data on three Life Cycle Warning Factors. The scores on these factors are represented in Figure 3. High scores on these factors indicate a problem. Scores over 5 are in the area of concern. Scores from 0 to 4 are mild, and negative scores indicate strength.


Figure 3. Life Cycle Warning Factors for BLUESKY BUSINESS SYSTEMS.

Founders Trap: The founder’s trap (also called the leader’s trap) score indicates the extent to which the organization is overly dependent on the skills and/or is subject to the over-control of the founder or an owning family. High scores indicate a lack of delegation of authority or decision-making, or limited participation in idea generation and decision making by people throughout the organization.

The Founder’s Trap score for BLUESKY BUSINESS SYSTEMS is just in the area of concern. It represents concerns about delegation of decision-making and idea generation. It is reported that decision-making is not delegated, all ideas come from the top. And it is reported that there is not enough teamwork in top management and “too many scapegoats.”

Conflict:  The Conflict score focuses on the level of unproductive conflict and the lack (or lack of quality) of teamwork in the organization.

The Conflict score for BLUESKY BUSINESS SYSTEMS is 7 and in the area of stronger concern. The conflict challenges reported include interpersonal conflict (“backbiting”), departmental parochialism, and just plain not working well together as a team (“we-they”). Further, top management reportedly is split on where to go and what risks to take. The likely result is that that the company does not address the tough issues and engages in unproductive conflict. 

Productive conflict – which is an essential ingredient to healthy growth – may find a good foundation in the report that key executives respect each other.

It is also likely that high level of conflict is a further indicator of the leader’s trap, especially if the conflict is generated from the different management styles and ideas of the new VP of Operations and the CEO.

Aging:  The Aging score is supportive of the Life Cycle analysis and focuses on identifying the presence of general Aging tendencies even in growing organizations.

As would be expected from the Life Cycle data the Aging score for BLUESKY BUSINESS SYSTEMS is 14. This is an area for significant concern. The Aging symptoms are many and most are reported by more than half of the respondents to the survey. Generally, BLUESKY BUSINESS SYSTEMS is fighting a battle to reverse the aging process. Management has been successful on a few fronts in this battle, but it will need to get more clear agreement, and focus more resources, on a limited number of initiatives that will allow it to be successful in the marketplace. 

Indicators of Aging were reported in the comments to the Life Cycle aging characteristics, above, including such clues as “We reward getting along more than producing results” and “There are no consequences for poor performance”.

Analysis of Clues

An effective and efficient improvement effort should focus on areas the organization can control and which are causes not symptoms. The Executive Insight® Guide Sheet (attached) can help you understand the cause and effect relationships between strengths and weaknesses at BLUESKY BUSINESS SYSTEMS It shows the 11 categories that clues can be divided into, provides a general description of each category of clues and illustrates the cause-effect relationship between categories.

Generally cause-effect runs left to right, top to bottom on the Executive Insight® Guide Sheet. Culture issues are both effects and causes. That is, as companies begin, a culture emerges (effect) and thereafter that culture begins to color all we do. It colors our decisions, how we react, what we reward, how we treat customers, etc.

The Life Cycle Clues and Strengths list are provided to indicate key areas of strength and weakness at BLUESKY BUSINESS SYSTEMS in cause – effect order and by category and sub pattern. The same categories are used as are presented on the Executive Insight® Guide Sheet. You will notice that sometimes both weaknesses and strengths appear in the same patterns. This is because of the subtle differences in the item or because different people in the organization had different opinions regarding what are strengths and weaknesses based on the items they selected on the questionnaire.

A look at the key patterns for BLUESKY BUSINESS SYSTEMS could indicate that:

Culture
Strong in optimism mutual respect and willingness to support change

Needs work in being proactive, results orientation, fostering productive conflict 

Strategic Factors

Leadership

   Strong in control of the organization and leading by example

   Needs work in long-range planning and setting achievable goals

Structure and Delegation

   Strong in granting authority commensurate with accountability

   Needs work in organizational structure and delegating decision making

Information and Control

   Strong in annual budgeting and allowing employees to voice concerns

   Needs work in accuracy and timeliness of management information and conducting

   fewer, more productive meetings

Reward and Recognition

   Strong in recognition

   Needs work in aligning incentives with company goals

Subsystem Factors

Customers

   Respondents disagree about whether the company has a good understanding of the marketplace and its customers. This may be an area of weakness

Transformation (Operations)

   Strong in maintenance, processes, workflow and controls

   Needs work in supply lines and manufacturing waste.

People

   Strong at hiring the right people

   Needs work at hiring those people soon enough and providing the training and performance measure needed to assure top performance

Money

   Strong at expense controls and billing processes

   Needs work in cash management and availability of capital for growth

End Results

The company is struggling. It has predictable performance but that performance is not exciting. Last year’s setback in revenues from the loss of a major client may have aggravated the symptoms of an already aging organization and created an environment where ever more energy was being directed at symptoms rather than causes, but never really solving any of the root problems that have beset the company. 

Recommendations:

The challenge in any organization is to create change by working on weaknesses while using or enhancing the strengths. In addition to the insights given by the LifeCycle Insight Report, ExecTeam, LLC developed additional perspective based upon interviews of top management and other key players in BLUESKY BUSINESS SYSTEMS.  Using that perspective to interpret the Life Cycle Insight clues and strengths and the patterns they present, we believe the key opportunities for BLUESKY BUSINESS SYSTEMS are in achieving a clear focus on and using accountability management practices in client service delivery.

To do this we recommend:

Purpose & Direction (Focus)

Begin a process to clarify and develop agreement on the turnaround plan for the company. The key to this planning effort must be:

· A strong plan with serious agreement on the plan by management. 

· Clear focus on a very few change initiatives (1-2 including customer service philosophy and process).

Client Interface

Create a best-in-class customer service philosophy and process. Develop this solution this project carefully, using cross-functional teams in a focused team-based problem solving process (this may require training in problem solving and team-based decision-making). Underlying information and control processes that link service delivery to sales will need to be evaluated as part of this effort. Implementation of the solution will be handed off to appropriate managers who will need to be applying consistent accountable management practices.

Structure & Delegation

1. Develop an “optimal” long-term organizational structure

2. Restructure management - Re-evaluate current assignments to make best use of top management skills. This may require current management team members to work “up” or “down” to fill gaps.

3. Eliminate “representational” positions on the management team

4. Institute and consistently apply accountable management practices from the top down.

Cultural

1. Articulate BLUESKY BUSINESS SYSTEM’S culture (core values and reason for being).

2. Develop a core skill of holding effective meetings:

· Discontinue holding any meetings for which there is no clear purpose or agenda. 

· Involve only the people needed for the meetings based upon organizational structure and good problem solving methods. 

· Be sure that meetings are conducted in a manner consistent with the culture desired. For example, if a respectful, open and results oriented culture is wanted meetings will need to be conducted in an environment that permits dealing with all of the issues relevant to the meeting’s purpose, even the difficult ones, to work out differences between managers in the meetings.

We believe that, if BLUESKY BUSINESS SYSTEMS implements the changes that are stated above or which result directly from the efforts recommended above, the outcome will be a results oriented, effective organization.
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