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Introduction

Organisations are rarely designed. At best a structure is planned which matches the
strategy. Often the structure is put in place before developing strategy. Sometimes
strategy changes and structure is unaffected and likewise the structure is changed
without a new strategy being developed.

This is changing as organisations become more complex and people realise that
delivering strategy means developing alignment of a number of factors. The University of
Southern California’s Centre for Effective Organisations have studied High Performing
Organisations and developed a model for organisational design known as the Star Model
and shown below.

What you do, where you
compete, how you
differentiate (win) and what
work is key to deliver

How work is organised -
functional, geographic,
divisional, product,
process, customer,
front-back & lateral

Developing core strategic
competence and
organisational capability

Rewards R ool

Setting direction, decision
making, roles, boundaries,
communication flow,
learning and control

Rewarding to attract & retain
people, to motivate and
reward individuals, teams and
businesses for performance
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The Overall Process

The USC’s Centre for Effective Organisation describes the process for covering the whole of the Star
as having sequential focuses.

Strategy/Criteria

7 v 4
Core Structural

Units
7 v 4
Lateral
Structures
v 4
Management

Structures

Processes:

direction setting, planning, decision
making, communication

14
People

Processes

They stress that some of this will be iterative and will need to happen simultaneously. It can also be
beneficial before embarking on the whole process to have a period of experimentation, research and
information gathering.

Structure Strategy Alignment

The first four boxes develop a structure-strategy fit that ensures that the core work processes can be
delivered. This can be done by a small leadership team, design team or in a large-scale participative
process with a number of participants. The basic process is:

= |nterviews and focus groups to gather data about strategy and areas of structural mis-
alignment

= Data feedback and development of design criteria

=  Generation and evaluation of alternative structures

= |dentification and evaluation of co-ordination requirements

= |mpact analysis

= Design choices and transition plan
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The remaining design work can be completed by looking systematically at

= The design of management and leadership roles

= Design of direction setting

= Developing a framework for decision making

= Creating a framework for communication

=  Planning how to manage and improve performance

Implementation

The Centre for Effective Organisation team studied several teams who were implementing new
designs and found that, where accelerated progress was evident, several learning practices had been
adopted. At the core of these was building numerous opportunities for dialogue, conversation and
discussion. At each level teams need to be able to work on design themselves, creating shared
meaning and building a systemic view of how they fit into the larger structures. Using interactive
participative approaches to the design at each stage can accelerate all of this even further.

Shared
Meaning

Dialogue,
onversatio Self desig
DiScusSio

Learning

A single large scale or whole system event can be designed to achieve all of these simultaneously. At
the core of large event design is the notion of structuring conversations. The reason for having a
design team is to ensure that the flow, timing and questions to facilitate meaningful dialogue are
right.
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At one level a significant large group intervention can be seen as a temporary organisation and the
thinking behind the star can be applied in the planning of the design.

This might look like this:

What is the overall purpose of
the 'event' - what difference do
you want it to make. What are
the primary outcomes and the
real work to be done

How the room is
organised, what groups
people work in and how
these combine

Matching activity to the
capability of the people
present, developing new
capabilities and skills

The flow of activities, the
processes used, how
information is shared, roles at
tables, handouts and graphics

What are the benefits of
attending, what will people
leave with, what will people
need to motivate them to be
fully present

Further reading

Title Author(s) Publisher ISBN Number

Designing Organisations - An Executive Jay Galbraith Jossey Bass 078795745 3

Guide to Strategy, Structure and Process

Designing Team Based Organisations Mohrman, Cohen & Jossey Bass 07879 0864 9
Mohrman
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