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Doctors call liigh cholcslerol a ".silent
kilkT" because it blocks ai'tcrics witli no
outwart! symptoms. Companies, loo.
have silent killers working bek)w the siir-
tace — miitLially reinforcing barriers that
block strategy implementation and organi-
zational learning. The silent killers can be
overcome, but first leaders must engage
people throughout iheir organizations in
an honest conversation about the bairiers
and their underlying causes.

Companies ha\e long known thai, lo be
competitive, they must develop a good
strategy and then appropriately realign
structure, systems, leadership behavior,
human resource policies, culture, values

anti management processes.' Kasier said
tlian done. Between the ideal of strategic
alignment and the reality of implementa-
tion iie many difficulties.

For one thing, .senior managers get lulled
intcj believing that a well-conceived
stnitegy communicated to the organization
equals implementation. For another, they
approach change in a narrow, non.sys-
temic and progiammatic mannei" that does
not acklress root causes.

We began our research on strategy imple-
mentation when CEO Ray Gilmartin and
chief strategy officer Ralph Biggadike of
Becton Dickin.son recognized thai perfect-
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ly .sound strategies were not easily implemented.-
Nowhere was the challenge more evident than in
their global strategy. As is often the case, good inten-
tions embodied in a new structure were not sufficient
to change behavior.' Teams created to enact strategies
across several geographic regions couldn't seem to
coordinate their research and development, manufac-
iLiring and marketing. A worldwide educational
program created to demonstrate how the global orga-
nization should work failed to overcome barriers.'
At ihe business-unit level, too, the htck of cross-
fLinctional systems blocked strategy itiipletnentalion.
Like other companies we know, Becton Dickinson
bought in to the stmctures consultants recommended,
bitt a gap appeared between knowing what to do
atid actually doing it/

For a decade, we lia\'e conducted research focused on
understanding the I'oot causes of the difficulties that
Becton Dickinson and others encounter when resjiond-
ing to shifts in competitive strategy. Using an inc|uir\'
and action-learnitig nieihotl we call "Organizational
Fitness Profiling (OFP)," we enlist a team of senior
managers to serve as our co-investigators. The process
provides a window for understanding deeply rooted
barriers that arc common to an array of companies.
(See "Organizational Fitticss Profiling.")"

The tnethod starts \\ ith llie top team of the business
unit or corporation defining its strategy. Team members
then comtnission a task force of eight iower-level
managers to collect data aboul perceived strenglhs as
well as barriers to implementing the sttiitegy. After
the task force completes training, it interviews 100
people twt) or three levels below the top team — and
some internal or external customers. In a three-day
meeting, ihe managers and the researchers receive
feedhack from the task force, diagnose the root
causes of the problems and identify and de\'elop a
plan to change the organization.

Of the profiles we conducted in 12 companies (con-
sisting of more than 150 different units), we examined
12 profiles in depth from 4 companies — 10 for busi-
ness units and 2 for corporate entities. We facilitated
each process from beginning lo end and thus were
able to obtain a deep understanding of the imderly-
ing organizatiorial challenges the businesses faced.

Obvious Strengths, Hidden Barriers
what weie the stiengtlis in the companies in our
sample? Feedback to the top team nearly always

inclLitled, "We have great people." Also, in many
organizations, a function such as R&D or manufactur-
ing was perceived as a strength.

Organizational Fitness Profiling

A Way To Unearth the Root Causes of Strategy Blockers

Step by Step

Organizational Fitness Profi l ing |OFP) is both an intervention method and
a research approach It unfolds over a series of meetings intended to
promote an open and fact-based dialogue w i th in the senior management
team of an organizational unit, as we l l as between the lop team and
lower organizational levels. The process involves f ive steps.

1. Create a statement about d i rect ion . The senior management team
develops a concise statement of strategic and organizational direction
that art iculates the links among the competi t ive environment, performance
goals, business strategy and needed organizational and cultural changes.
The statement w i l l be used to communicate the strategy to the broader
organization and to explain the logic behind it — and as a stimulus fo
col lect ing organizational information on barriers to implementat ion.

2. Col lect data on harr iers and strengths. A task force composed of
a cross-section of wel l - regarded managers, one or t w o levels below the
top team, is appointed to conduct open-ended interviews inside and ouf-
side the organization about specific management practices and organiza-
t ional arrangements that help or hinder the implementat ion of strategy.
The task force selects the sample of individuals interv iewed. The outside
researchers conduct intenyiews w i th members of top management about
their own views of barriers to strategy implementat ion and about their
effectiveness as a team. The task force meets together to analyze the
information col lected f rom the interv iews and identi f ies major themes.

3. Deve lop an integrated p lan for change . In an intensive, three-day
feedback and planning meet ing, fhe top team receives a thorough and
candid account f rom the task force on how the organization is funct ion-
ing. Then, using a comprehensive analytic f ramework, the top team ana-
lyzes the underlying causes of the barriers to implementat ion and devel-
ops a broad vision for redesigning the organization. The team typical ly
refines its own role, responsibi l i t ies, meetings and decision-making
process. Senior managers also develop an implementat ion plan which
integrates previous init iat ives and adds supplements, if necessary. Work
focuses on projects that directly improve business performance and that
develop broader organizational capabi l i t ies, such as improved coordina-
t ion, managerial competence and employee commitment . Projects are
typical ly conducted by cross-functional teams and are periodicaily
reviewed by the senior management team.

4. Ref ine the p lan . The top team reviews and refines fhe proposed plan
w i th fhe employee fask force. The meet ing serves as a reality check on
the adequacy of the senior management team's plan. It also furthers the
development of a cross-level partnership for better managing strategy
implementat ion and learning.

5. Imp lement the plan. Members of the fask force are often asked to
play leadership roles in implement ing the plan. The overall process is
championed as we l l as periodically reviewed by the senior team as a
whole , and the task-force data-col lect ion process is repealed, typical ly
every year or two.
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Wliiit vwTf the harriers? Tlit- six sik-nt killers listed
below were most often menlionecl. although struc-
ture, systems, management processes and human
resource policies were .sometimes identified.'

• Top-down or laissez-faire senior management style
(9 of 12 cases)
• Unclear stratcj^y and conflicting jiriorities (9 ot 12
cases)
• An ineffective senior management team (12 of 12
cases)
• Poor \ertical comniLinication (10 of 12 cases)
• Poor coordination across Tunctions, businesses or
borders (9 of 12 cases)
• Inadequate down-the-line leadership skills and
de\e!o|-)iiienl (8 of 12 cases)

luiiployees saw the o\'erall problem rooted in funda-
mental management issues of leadership, teamwork
and strategic direction, not in the commitment of
people or their functional competence. Succe.ssful
implementation needs more than a leader; it requires
teamwork from a leadershiji group that, through di;i-
logiie and collaboration, stays connected to the
knowledge embedded in lower le\'els." Tlie six barri-
ers are silent killers because they are rarely publicly
acknowledged or explicitly addressed. In fact, the
core liarrier, called 'poor \ertical communication."
not only hinders strategy implementation, it also pre-
vents discLission of the barriers themselves. 'Hie case
of Santa Rosa Systems Division (SRSD), formerly of
Hewlett Packard (HP) and now part of Agilent
Tc'chn<.>k.)gies, illustrates the sileni killers at work.''

SRSD was formed in 1992 from 14 product lines that
came from five different divisions in HP s tcst-and-
measLirement organization. Its cliarler was to estab-
lish, in new and emerginjj markets, a beachhead for
complex electronic systems capable of measuring and
testing high h"et}uencies emitted by equipment
employed in communications, semiconductor manu-
tactui'ing, aerospace and defense.

ill* had competed succe.ssfully in the general-purpose
instrument business, but cusiomi/ing systems was a
new enterprise. By 1994. genera! manager Scott Wright
and his ,staff were experiencing difficulties implement-
ing ihe strategy. Gro\\th anti profits lagged projections,
and moiale among cmplovees was at an all-time low.

'1 he ]^ertormance gaps at SRSD were due, not just to
a ditficLilt competitive environment, but also to choic-

es that Wright and the other leaders made about how
they organized and managed SRSD, including how
they operated as a team. They and others in the orga-
nization brtjught with them a no-longer-valid set of
assumptions, values and skills formed in HP s tradi-
tional business. That business was built around stan-
dardized products — tliflerentiated from competitors'
by technical exeellence, de\'eloped over a long cycle
and sold lo engineers. In contrast, success at SRSO
involved speed, expensive integrated systems and
cLisiomers who were often not engineers. The former
HP managers were accustomed to the RL^I) function
being the most powerful — with marketing, manufac-
turing and interfunctional cooperation of minor
importance. In contrast, success at SRSD demanded
interfunctional coordination and a greater voice for
marketing and the manLitacturing engineers who
tailored systems to individual customers. An order no
longer meant shipping a box. Cro.ss-functional team-
work was required to customize and install systems
on customers' sites.

Adding to the challenge was a strategic and resource-
allcjcation tracle-off unique to the systems business:
whether to focus on building revenues through one-
shot custom systems or to focus on developing stan-
dard systems platforms. The R&D function, headed
by John Vink. had responsibility for long-term sys-
teins-piatform development. It was up to the custom-
systems group, located in Sam Scott's manufacturing
group, to respond to current and highly variable cus-
tomer recjuesls for tLiilored systems. Custom-systems
engineers, who managed to create a \ibrant custom-
systems business in just two years, also were expect-
ed to support long-term Rt^D; RtScD engineers were
needed to support the custom-.sy.stems business.
Therein "lay the rub."

A cold war de\eloped lietween the two groups.
Competition for re.sources also appeared from the
marketing function. Wright anti his top team set up
three cross-functional teams to coordinate product
and strategy development in three distinct protiuct
lines, but M&D section managers were assigneti to
run all three teams. (Aistom-.systems engineers
skipped meetings, complaining thai no one paid
attention to their business. Meanwhile HSiD protestetl
the custom-systems group's unwillingness to help
develop new phitforms. And ihe marketing group
saw its resources tiwindling in the struggle to serve
both short- and long-term strategies. The approach
that Wright and his team adopted to manage SRSD
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did not fit the competitive task at hand. The mismatch
resulted in an organization plagued by the silent killers.

The Silent Kilters
Silent killer one: lop-tloini or htissoz-Jaire sejiior num-

agement si vie. Aspects of Wright's leadei-ship style

exacerbated the tensions at SRSD. The aspects includ-

ed a discomfort with conflict, frequent absences to

manage an acquisition and use of the top team for

32 administrative matters rather than focused strategic

discussions. In addition, as one SRSD manager

explained, "Scott is a very perceptive and intelligent

manager. But he is also very opinionated. Whenever

we sit down to di.scuss strategic issues. I have this

nagging feeling that Scott's decision concerning that

matter has already been prewired. Chances are that

he has already had a closeci-door meeting with one

of the other functional managers to make the deci-

sion." Development of the necessaiy coordination to

implement SRSD's strategy suffered: so did develop-

ment oi knver-level managers.

Employees suspected that the top team

preferred to avoid potentially threatening

and emharrassing issues.

silent kilk'is two mid five: co}ijlicting priorities and
the resulting poor coordination. Those barriers went
hand in hand. As one employee explained, "We have
rwo competing strategies that are battling each other
for the same resources. The resulting factions around
these two strategies are tearing tliis organization apaii."

Silent killer three, ineffective senior management
team. According to another manager, "The members
of the top team operate w ithin their own silos. They
are like a group ot tietdoms that reKise to cooperate
effectively for fear thai tliey will lose power."

Sileiit killer fotir: poor rertical comnniniccitio/i. As
individuals, eiupknees recognized the problems, but
they feared the senior managers wx're not o[")en to
candid discussion. Employees suspected that the (op
team preferred to avoid potentiLilly thieateiiing and
embarrassing issues and that people at lower levels
would do better keeping their observations to them-
selves. Cynicism grew.

Silent killer si.v: inadequate doirn-the-line leadeiship
skills and derehjpment. Lower-levei managers were
not developing skiiis through newly created opportu-
nities to lead change, nor were they supported
through leatlership coaching or training. The situation
cried out for open engagement with root causes.

How the Six Barriers Interact To Block
Strategy Implementation and Learning
Intiividuall)", the six barriers are troubling. Taken
together, they create a \'icious circle from which it is
difficult to escape. To explain their interaction, v\'e
group them into three categories: cjuality of direction,
quality of learning and quality of implementation.
(See "How the Six Strategy Killers Interact.")

Quality of Direction
An ineffective top team, top-tiown or laissez-faire
senior-management approach anti unclear strategy
are all relatetl. The CEOs and general managers we
obsei"ved often bypassed members of their senior
team, getting information from anti giving orders to
those at lower levels — a SLirefire way to keep the
leadership group from becoming an effective team.
Laissez-faire managers, on the other hand, under-
mined the team's potential by axoitiing discussions
that could cause conflicts or by not holding their sub-
ortiinates accountable for coordinated decision mak-
ing. It's a red flag if a leader manages members of
the toj") team on a one-to-one basis anti limits grtjup
tiiscussions to nonthreatening atlministrative matters.

How the Six Strategy Killers Interact
Three killers relate to ineffective leadership at the top, two to implementation.

The sixth suggests that leaders and implementers are neither talking honestly

about problems nor learning.

Itieffective
Senior

Managemeni
Team

Quality of Direction

Unclear
Strategies and

Confli cling
Priorities

Top-Down or
Laissez-faire

Senior
Management Style

Quality of Learning

Poor Vertical
Communication

Poor Coordination
across Functions,

Businesses
or Borders

Quality of Implementation
Inadequate

Down-the-Lirie
Leadership Skills
and Oevelopment
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Many top teams hide their

differences rather than confront hard

trade-offs directly.

Al SRSD. when mcmliers of ihe lop team thought th;it
importani tiefision.s II;KI been matle in a prior one-on-
onc' with WViglit. they were le,s,s motivated to addres.s
tlit l itult but stralegically iiiipoiLini is.sues in the
,ui'oLi[>. WViglit atlmitletl WDi'king one-on-one out of
iear that he woukl be unable to resoKe the eonHict
that mi,ylit arise if deeision.s were [lut to ihe whole
team. That kiiul ot pattein has been sliown lo reduee
trust. elteeti\'e strale^^y reformulation atxl. iillimately,
business perlornunite, particularly in uneeriain anti
tlynamic business en\ ironments.'"

The lack ot a ck'ar and eoiniielling stalemeni of the
stralegie direction deprives many top managemeni
groups of a common rallying cr\- tliai mighi helji
ihem coalesce as a leam. (.x)n\er.sely. ;i team of man-
agers unwilling lo subordinate their indi\'i(.lual func-
lioiiLil inter(.'sis to ihe needs of I IK' o\L'rall Ixisiness
will [ie\er be- able lo dewlop a clear siak'ment ol
|TrioriIies.

Fttecliw business siralegies are aboul making t. hoiies;
tieciding what not to LIO is as important LIS discussing
whal to do. The funclional heads thai make up the
io]> management group each slant! lo gain or lose by
Ihe choices that are made. An ein|">hasis on tiecieasing
[he product cost may lip ihe balance of jiower
lowaal manufacturing: an emphasis on inno\ation
will mo\e powt-r toward H&D. \'ice presidents of
((ualiiy push lor increases in protkici reliability: \ i t e
presideiiis ol saU's wani lo inciL'ase market share.

A tiesire to liL'lp one's own de]")arl[nenl is not always
a malter ol sell-inieii'si. Al Afifile (^ompuler. lor
example, jean houis (ia.sse had a sincere belief ihat
ihe comjiain's future la\' in high-end conifiutei's. Ii
was really Cl-O John Stii l lys unwillingness to engage
his top team in constructive conliict ihal iet ("iasse, in
eltect. block Apple from responding proper!)' lo its
competitive environment.'' Ai SKSH, manufaciuring's
Sam Scott certainly I'ared aboul hel|")iiig SK.s|) .sunive.
liul .some ol !iis assumptions neet!eci to !>e chal-
lenged, and genei'al manager Wright's a\ersion to
conllict meant the\ ne\'ei- wt-re.

Main lop iL'ams hide lliL'ir tlilTerencL's rather than
confront hart! trade-offs directly. Some t!e\elop
\ague siaiemenis of strategic' pui'po.se. One t!i\'ision
we stiitiied arlicu!ate<.! its ()\-eral! siralegic o i i je t l iw
as "(or[i!ying our (|ua!ily. |">roc!titi cosi aiu! markei
s!iare .sirengl!is. while also nansforming llie indusiry
ihroLigh expanded cuslomer knowledge and
pioduct service inno\'ation." How was the organiza-
tion to gel direction from that? The goals are
blameless, but which one is most important — and
why?

Quality of Learning

Blocketl \erlical communication lias a pailicularly
pernicious eftect on a business's ability lo implement
and rehne its straieg\' — in short, to learn. In nian\'
ot the organizations we examined, strategic-jilanning
docLiments went into greal detail on long-terni tech-
nology irends. c ustomei' buying belia\'ior anti the
compeiiii\'e environment, but they failed to commu-
nitate tiowiiward a coherenl siory showing why ihe
changing world outsitle the organization tieniantled
new ways oi working together.'- I'mployees ne\er
heard how the strategy affected priorities nor reeeivetl
any guitielines showing ihe relative priorities of pro-
jects. How could employees tletitle on a tla\-to-day
basis which of their aciixiiies woultl be mosi helpful
in making the business successful?

Lack ot strategic consensus and clarity undermines
etteciiw ujiward communication, too. l-mployees.
unsure of wheie the btisiness is supposetl to be
going, cannot help get it there, nor can they wain
those at higher le\els wlien the engine is "ski]i|iing
ihe iraek-" A top-down management style is oflen the
main harrier to honest upward eomniLinication anti
organizational learning,

Apple Compute!" is again illustrati\e. Until 1990,
senior managers did not seriously consitier ojiening
up the compute]" architecture, licensing ihe operating
system or shifiing trom a high-entl technical strategy
to a midtlle- or low-entl cusionier-di'i\-en strategy.
All that tiespite ihe fact that .Microsoft's de\'eio[iment
of Wintiovws was known to be under way as early
as 198-'4. and the likely impact of Windows on the
cost of eomptiling was faidy evident. Apple's diflicul-
ty lay in dewlofi ing an open tlialogue. One manager
lecounted his own Irustration: "I'o]" two and a IKIII
yeai's I wantetl lo tlo lov\'-co.st Macintoshes, I wa,s
aKva\'s yelletl at by senior managers thai this was
wrong." Not surprisingly, a 1990 survey reve;iled ihat
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Appk' (.•iiiploVL'i.'.s .saw srniof iiiii

tl Ht wluil was ji<)in,ij i in al k'\c'ls.

II llio.si' tliari^t'tl wilh iinpU'iiK'Ulalion t.mTiol k'll

senior inanaticrs :iboui prohk'iiis. a company has no

c;irly warning .sy.sium. Only alk-r programs fail can
(.•orrccliw action Ix' lakt-n. l'!\L'n ihcn, mosi convct i \ f

iu l ion t(HTiSL's on program lonk-ni. noi ilu- .sik'ui

kilk'is. NL'W g(j;ils. [X'.souiic'.s, [ f t hnita! [irogram.s ami

.siiilt will nol .soKf I IR' I'ooi prohk-nis. A.s l lu ' \ it'ious

34 (.irck' persists, lowx-r k-\x'ls lK-conu- i \n ical . '\'\\c\

tome to rvali/.f thai thvir inahility to communi'.alc

openly antl cliivctly with the k'ack'rship team about

it.s rolu in blocking .strategy lm|ik'TiK'nla!ion makes it

highly unlikely thai piobk-ius will he cori'ecteil.

iM'ustrateil. they atlo[it .1 pa.ssi\i.- stanre. l.ovi is ihr

conimiimenl <>\' employees !o tlo <.'\ei\ thing in their

power to make the business a stittess.

.•\t (|LiiU' a lew ol \\K- organizations w f .stu(,iii.-il. the new

opporlutiity to speak caiitlitlly to senior managi-i*s

rein\ igoratetl employi-es. 'I'ask I'ortes tlescrilx'(.l lotig.

emotional intcTv iews. In one organization, task |i)rit '

members \\t'r(.' besiegetl In unsolieiteil re((uesi.s 10 be

inter\ ieweJ. W Hewlett I'ackartl's SKSi). ihe lask

force that Wiighl anti his lop leani appoinled lo m l

k-ct t lai j was so enetgizei.1 iliat U'am members asket!

lor permission lo break wilh iheir rok* as tt.'pi irteis

ariti sp(.-ak tor tht-msel\es about the !'\i.\\\ for change,

[•moiional releases show how much is suppressetl

when th<.' sileni killeis taniiot he atklrt'ssed openK.

Quality of Implementation
Ihe three .sikaii killers as.soeiatetl with senior' man-

agement rtiake il \ f r \ tlilticult lo t le \ f lop rK'etletl

coorxlination al lower lewis or to tk'\'elop neetletl

(.lowri-lhe-line leadership capahiliiies. Micklle man-

agtrs from dilfer"eru tunttions. businesses or- eountry

organizations t;innot be expi'tted to collaborak"

effectixely when their" leatlers are jurshirig tlK-m in

competing (.lir'eclions. Mitklle managers arf nol going

lo risk r'ejeclion In lliei?' own bosses or peers. At

SK.M), ihf tensions between Sam Scott, to whom the

cusiont-sysU'riis gr*ou[i r'epor'tetl. anti John \ i nk , head

of K \ l ) . trickled i lown irniil t_'ath group was sur"e the

other hati (he wrong [Miorities.

I ndeisraruling the strategic tlir'eciion helps r'esoKt'

dif i t. 'rfntfs of pers[ iet l iw antI liberates ilu- organiza-

tion lo be pirrposeiul and leruitiotrs. l,ov\erdi,'\el

riKin;lgers MV better able to exercise independent

jirdgrtient if the\ know where' rhe business is going

and why. Otherwise, il an irne.\[ietled e\CTit octur's.

their- only re-coirrse is to follow ihe rules or ask ihe

boss. And the boss might be as eonfused about the-

strak'gy as the\ arc. If tlie general manager- is the

only one who has the whole ]iictur"e. all major- t let i-

sions must be itiatle al the toji. 'I'hal leads to the

si.xth barrier-, ii-i;rde(]U;ite leadership de\-ei()pnient

dow n the line.

Senioi' manager's who exercise kjp-down iiKri-r;igement

fail (() pr-o\ide the' opfiortunity for leatlership de\c'l-

opment. ^et those same rtiai-iagers are often surprised

to find a shortage of poopk* lo run tr-oss-lLinctionLi!

pr-ogr\rms. Senior manager's point to the paucity ot

nurnager-ner-rl talent and conclutle ihat lower-le\cl

manager's cant hantlle increasetl i-es|>or-isibilit\ .

.Another' \ i i ious t ir-cle.

Ir-i one organizaiiori we know, senior- mar-iagers wf re

aboul to invest resour-t-es in a iiianagemenl-education

and sirt-c'ession-plar-iriiiig program when they decided

to irse OFI' !o uticowj- wiiy ilie company had had

tlitfit irlty tle\ eloping managers in the tirsi place. A task

force- ol upjier middle r-n;uiagers found that the first

l i \e sik'r-rt kiHcrs wcr-e I'ausir'rg the sixth. According to

einplo\fes, ilie (!l'O and his t l ired reports w erx' an

inc-ffeiti\e team. They o|ieratetl in separaiL' lieldoms.

irnwilling to gi \e up iheir- best people lo meet the

needs of oilier business ui-rits — even though suth

de\e!o|imc'ntal exper'icnces are witlely accepted as

one of the' best ways lor- ar-r or'gariization to de\c'lop

future managers." Peojile were alraitl to discuss barri-

er's with ser-rior tiianager's. who were thus ]ir"e\-etitetl

fr-om Ic-arriing what was bktcking manageruent de\el-

ofiment, Task-for'ee fee'tlbLick showetl thai the compa-

ny neetled more than new liumar-i-resoirr'ee sysk'ms

and management education; il needed to allack the

sileni killer's.

Six Capabilities Required for Sustainable
Competitive Success
\ \ hy Ltre the silent killers so perAasive? Probably

because they r'epreser-it tri l ical or'ganizational stress

points w herv new c-a[iabilities ar'c reijLrir'ed to suc--

cc'sslully U'ansition to higher" levels ol [ler'lorrnarnf.

speed and r'esponsi\eness.

We challenged the senioi c-\ecuti\es at liecton

Dickir-ison to describe the kind of organizaiiori r-reed-

ed to SLicceetl in today's eriviroi-ituent of e\er more

aggr'essiw c-otupelitors and a di/zying pace of tech-

nological change, 'I'hev spoke in ter'ms ol a \irtual
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comjiLUiy — adajitiw. agile, c-onnetic'd with a s|)ji.ki-
weh ot intorn-iaiion. in touch wilh ihe en\ ir-onmei-rt.
They also likened the t-omjiai-iy to a ti-.iuma imii:
excellent people who are working, [iLrr-mir-rg. inrio\at
ing and makir-rg fast decisions together. ()ther- analo-
gies included aniigens trepresenting oirtsick' opporlir-
t-iitics) and the htrnian immirne systen-i la system ihat
can ivs[-)()nd in many diffeierit ways).

Tlie.sc itnages suggesied an or'ganizatioii in which those
with the most relexant experlise LMKI infor-maiion

woirkl he able to come together rapidU . aeioss |f\els
and locations, in response to threats and oppiiriunitres,
Tlie executives pietirred such ineiix idtrals and groups
as havinji the authority and r'esnurces to lake aeiion.
As Hay Ciilmar'tin. now c;[-O of .Merck, sirggestud. "a
hierarthy oi ideas r'eplatfs the hier'ar"eh\ of jiositior-i."

Ciompanic-s can become- fast and agile onh il the six
silent killer's aiv met head-on and Iransforrrted into
the six e-ore eapabililies;

A leadership style thai embraces the paradox of
top down direction and upward intliienee. The
ge*ner;il ruaiiLiger acKoeates dir'etilor-i Inrt learns l i o i n

the feedback of those d o w n the line-.

Clear strategy, clear priorities. The top team for
tiiuiales the strategN as a gfou|i and spends signifi
cant amounts of time discussing il with lower levels.

An effective top team, whose memhcrs possess a
generalmanageinent orientation, lluough ton
strircti\-e conflict, the team air'iws at a eommor-i Miite
anel creates and maintains the organizational lonlexl
r'reedeel to implement the stralegN.

Open verrtical communication. Iht top irani and
lower les'cls are engagetl ir-i an o]ien iliaiognf aboui
the organization's effecti\eness.

Effective coordination. I'ffective k'.iruwork ii-ite-
gr'ates activities around cir.stonier's, pr'odtrcts or- markets
acrc).s.s diverse firnclions. loealiiies and businesses.

Down-the-line leadership. Mitl-le\el managers
wi l h the potential to d e w l o p leader'.ship skills and

LI general-management per'S|iecti\-e are g i w n clear

acc-ounlabillty Lind authori ty.

To de\-elop such cajxibi l i t ies, hierar'i-irical or'ganiza

l ions niLisi be managed in a nonautl ior' i tarian manner.

Managers rnirst use rhcir autli(Mrt\ bi»!h lo sei drrc'c-

t ion An^\ lo de'k'gate authoriiv lo i lear ly accountable

learns. I lie tlual a| ipr"( )ach ri ' t juircs li )|s i >( oper-i

I or rrn run it .it ion about d i l l ieuli res. me l i r t l ing dil l icult ic's

tratcable to those' in ati l lroritv. '

sirirggletl w i th , and trllrrrrateK srnte'eded ir-r.

man.iging ihe t i 'nsion be twc'c-ri the hriu tional hicrarcln-

ihat hatl w( irked s< i w r i l in I l l ' s i radit ional insi rumei i l

business and the ir 'oss-lunctional business leams they

created to d e \ e l o j i and impk-rtient s i rateg\ .

Wright and the st-nior' mar-iagernc'nt learn hatl a lar

more' important role than o^ersighi of details. They

neetlecl lo t larifN the sU'aieg\ and create an orgaii iza-

t ion ihai w o u l d enable resoirn e-allocation decisions

to be m.itk' w i th in cross lunctior-ral business teams

t lose to the- action. T l re \ . noi ihe se-nior- k 'am, w o u k i

det ilk- how rrrut h lours lo |ila( e on b i r ik l ing c-ur-icait

rc'xenues rlrr-ough one'-olt eusioni s\stc'ms \ s. btr i ld ing

lu lure r-e\enues through standaicl systems-]-)lallorm

cle\ elopmer-lt. \ r id gi\c'n the d \ r-iamism of the systems

husinc'ss, good \e r t ua l 11 )rrrmuni(-ation belween the

busirie'ss teams and Wright s se'iiior- team w o u k ! ertable

rhe sfriior- team k) be abrc'ast ot pr'ogr'ess and al locak'

resources belwi-en business teLtin.s accordingly.

What Can Be Done?
W e h a \ c ' o b s i ' r \ e d i h r e e d i s t i n t i r f sponse-s t o t h e

s i k ' n t k iHers — . r \ o u l a n c e . rnar- iagerial re-]i!at e ' lnenl

a i u l iM-rgagerrrenl. \ l t h o u g h eaelr re-spor-ise rrra\ | i r -o \e

s i r t t e s s i u l i n surrre t i r cums tan t -es . t l irx'et engagert te i - i t

o l t he barric-r's has t he best i l i a n t c ' o l l u r i l d i n g l o r i g -

te i r r i e o r n [ ) e t i t i \ t- i a p a b i l i t i e s .

Avoidance
h is not surprisir-ig rlrar rrro.st i.'.\'( )s antI riieir" srriior-

managemeni teams a\o i t l engagement. Inse'c-irr'e rnan-

age'rs ar̂ e apt to \ It-w open d isu iss ion ot the silf|-it

killer's as a elialler-ige k i their- author'it\ Ami whate\er '

ihe\ ar f wo r r i f t i about ln-arirrg. d o w n ihe line- mLin-

agers a i f worr ied about tel l ing What it the (!!-.() atts

t lrrcaienetl, embairassrd or delensi\t '? ( 'orih'ontation

car-) be- sear\,

I 's ing consullants is a popular w:t\- to a\() id honest

engagerrrc'iit. (>)r-)sirlting is a rnul l ib i l l ion-doi lar intltrs-

tr'\ antI gr 'owing. and oirr r-esi'ai-(lr suggests dial a

r'eason lor- the boom is taeit eollusitirr between con-

stillants arul top rrranagrrrrerir lo a \o id rngag ing the'

silent killer's.
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One (tfoLir rcsfaivh sites \\;is a highly R'garticcI K\h-
nology conipiiiiy wu v\ill t:ill •C^hipco." 'HK- CVX)
believed thai the Hajiginĵ  |xice of Chipcos produci
tlevelopiiient (its key to .succ'ss) was ihc reason that
growth \\as hft;inning to phiteaii. Although hu coiikl
sc'i" tliat a "silo nienlalil\" was sabotaging cross-
functional teamwork — particukirly lietween market-
ing and the pi)wei-fu! Rî il) dcjiartment — he tliti not
address that problem dii'eilly. histeatl, he called a
consulting firm.

The consiiltanis iwouiniendeLl a system thai \\oukl
be driven by cross-tunctional protiLict-de\elopment
teams and cn'erseen by a committee ot functional
heads from K&\~). manufacturing, marketing and
finance. After e\tensi\e iiiter\iews. discussions and
education, C^hipco Lliarged ahead wilh IIIL- plan.

Two years later Chipco turnetl lo Ol'l'. The unsurpris-
ing Llisco\'eiy: I-A'eryone ihought thai aliiiough IIK'
consultants" system had the jiotential to speed [irotluci
development, the potential was undermined by the
functional silos. \n particular, the might}' R(S:I) tiinction
Lin(_lermiiieLl the marketing department.

Although ihe consultants" system callfLl for a cross-
functional re\ iew ol all new projeits for lioth techni-
cal and marketing \i;ibility. the re\iew committee had
difficulty saying no to anything the pov\'eilLil K04D
director supported. As a result, too many projects
were chasing too tew resources. MoreoNer. m;nk<>'t-
ing's weakness was untlermining new-protiuct
launches.

The leaders for apjiroved jnojects L'xpressed Irusira-
tion that functional heads assigned people to ihe team
who were "'IV players or already cnercommitted.
Leaders complained that teaEii members often skififietl
meetings bec'ause o! kmclional responsiliitities.

'I'eani luembeis Ijiarticularly from K\t)). whose tunc-
tional heads weie not cetling authoiity, liatl tlifheult\-
ccnnniitting their departments to work on projects.
Team leaders hati to go dit"eclly to thosi' functional
heads.

Why did the consultants' new product-development
,system. with all its great potential, go astray? The
answer: management by a\nidanLe. Consultant- or
.staff-groi|p-dri\en change ettorts are successful uiain-
ty at helloing managers avoid vviiat cannot be avoitl-
ed: the silent killers of striitegy implementation.

Consultants and staff groups have

numerous incentives to maintain senior

managers' dependence on them.

(x'vtainly. confrontation is scary. Chipco's CFO was
loath to confront the powerful R&D vice president
and the compan>''s deeply engrained tunctional
mindset. Althougl) it is a noruial human leiKlency to
shrink trom conh"onting one's ov\ii tieiiciencies. leatl-
ers do so at the peril of iheir business.

C^onsLiltanis anti staff groups ha\e numeious
ti\es [o maintain senior managers' dependence on
ihem foi- change programs. Hut in failing to atldress
loot causes of problems, consultants mul statt gi"oups
prewni organizations antl managers h"om learning
how to leai'n.

Managerial Replacement
Vvhen attempts to bypa.ss the silent killers fail, the
likelihood that the OX") or general manager w ill be
replaced increases,'" Managerial replacement can be
an etlecti\e process for addrcssii"ig the silent killers.
New general managers are not directly- implicated in
the pi'oblems of the old regime and find it easier lo
surface hidden issues. Their mental models and rela-
tionships with key managers are' not ci>nstrained by
the past. They can — antl t)tten do — lephice otlier
managers and initiate a new dii'ection,-'

.'\( hist, the organization ma\" be npvn to SLich change.
but withoul ongoing identificaiion and tliscussion of
the silent killers, the honeymoon will end. The new
leader will become closek" identified with ihe new
lousiness direction and organizational arrangements,
whii."h in turn will run into (.Hfticulties as the busine,ss
environment changes. Once Ligain. employees at lower
levels will be feariul of itk'ntifying the silent killers, II
the nev\' general manager's apjiroach is to replace
staff rather than engage in <jpen discussion, senior and
lower-level managers who want lo speak up may
w()rr\" thai ihey will be shown ihe tloor. As upwiird
communitation fallers. the organization's abilit\' lo
self-correct v\ill deteriorate. So although replacing iht-
(̂ l-'O tan be an effecli\e way of atldressing IIK' silent
killeis in ihe short lerm. it will noi build IIR' embedtletl
oiganizalional tapabilities ihat prevent the barriers
from recurring. (!)ther costs include damage to morale
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antl the loss of ihe managers business-spetillc
knowledgi,'. e\|X'i"icnce anti longsumding relalionshi[">s.

Engagement
Our research points to engagement as ihe best alter-
native to avoidance ant! replacement ot managers. If
.senior teams antl lt)wer-level statf together confront
the silent killers antl built! tip the organizational
capabilities that are the barriers' opposites, conifianies
can athieve sustainable competitive ach'antage.

Becatise the silent-killer svndrome represents tIeepK
ingrainetl behavitjr, the eure necessitates large num-
bers of people acting in very tlifterent ways, Anv'one
who has irietl to atltlress Lui[">rotlLKlive but long-[")rac-
licetl behaviors among tamily members o[- frieiitls
knows ttiat behavioral change tloes noi occui' in a
simple anti linear manner. Progress lecjuires all ]iar-
lies to eni;age in surtaxing antl clisLUSsing unproLlut-
tive behaviors anti to ivllecl antl learn from their col-
lective efforts to change." Leaders must tlirect a
learning proce.ss from v\liich they also learn.
Korlunalely, for each silenl killer there is an aclion
principle that directly adtlresses the dysfunctional
behavior antl huiltls a corresponding organizational
strength. (See "Atlacking the Six ISarriers to Strategy
lm|Tlemenlalion,'')

The Principles of Effective Management
l-tfective leaders ot Organizational change intuitively
iollovs' the necessary action [irincipies. rnfortunately.
there's a shortLige ot such people. And even if orga-
nizations have a natural leader, they lose the capabili-
ties when the leader leaves, \X hen nev\' harriers arise,
organizations will not have learned liov\" to confront
the strategy-blot king killers on their own. A tlisciplinetl
and institutionLilizetl learning ]irocess is retiuired.

One of the tew comprehensive organizational learn-
ing tools is t'jcneral t'lectrit's (CiK) \Xbrk( )ut process.
Jack Vi'elch used it to build organizational capabilities,
antl he fully exjiects it to tie self-sustaining when he
retires. Of'l*. with its strategic and systemic focus,
otfers another gooti way to attack silenl killers.

.Managers niav find il helplul to observe hov\ St'ott
Wright u.sed prohling at i lewletl I'ackartl's SKSl)
to tackle the si\ silent killers and tuin ihcm inio
capabilities.-'

Principle 1: Turn Top-Down or Laissez-Faire
Management Style Into Engaged Leadership
VVrighi and his senior leam tiecitletl lo use pi"oti!ing
alter recognizing that the strategy v\-as not being
impiementeti anti thai uiorale was lov\. The cross-

Attacking the Six Barriers to Strategy Implementation
Change starts with the leader

The Silent Killers

Top-down or laissez-faire senior

management style

Unclear strategy and conflicting priorities

An ineffective senior management team

Principles for Engaging and Changing the Silent Killers

With the top team and lower levels, the CEO/general manager creates a partnerstiip built around the

development of a compelling business direction, ihe creation of an enabling organizatiunal context and

Ibe delegation of authority to clearly accountable individuals and teams.

Tbe top team as a group develops a statement oi strategy, and priorities are developed wbich members

are willing to stand behind.

Tbe top team, as a group, is involved in all steps in tbe cbange process so tbat its effectiveness is

tested and developed

Poor vertical communication An bonest, fad-based dialogue is established with lower levels about tbe new strategy and the barriers

to implementing it.

Poor coordination across functions,

businesses or borders

Inadequate down-the-line leadership

skills and development

A set of business wide initiatives and new organizational roles and responsibilities are defined tbat require

"the right people to work together on the right things in the right way" to implement tbe strategy.

Lower-level managers develop skills through newly created opportunities to lead cbange and to drive key

business initiatives. Tbey are supported witb just-in-time coacbing, training and targeted recruitment. Tbose

who still are not able to make the grade must be replaced
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Many managers approach strategic

change with the assumption that

employees are harriers. Our research

suggests the opposite.

I l l l K l i n i u i l l.l.sk \n\\v l l i r \ , i p | i i ) i n k ' d i c p o r k ' J h.l i k

38 o n r c n i l l i t i s h f i w r i ' M h u n i i o n ^ . i iu l i h c \ \ ic

In-li i ' l lll;ii ( . i r i i s H n i s \ \ n r I H ' H I L ; i i K u k ' n t l l i iu- .

. \ l l r t llu- i.u k.

rui^a^nt ' h i s lc)]T [vMU in t i . i n k d i s u i s ^ i d u s ;ili<in( i l i c

i l i v i s i o n . s sii;iK';^it .nn.1 i i i ! 4 .n i i / . i i i nn . i l p i o h k ' i i i ^ . I k-

IKKI m . i t k ' :i \ i s i h k ' i d m n i i i m i ' t i i l o M'i 'kin, t i l l u ' i i i n a

n i s l u T i h n l l i , , I I K I I I K ' Kisk l o u r \j,.\\v h i m .1 r i d i . i iu l

I ( i i i i pn . ' lK-ns i \ I.- U ' l i o r l lli.il w . i s ( l i r i i i .ul i u i

I l i .ul k n o w n iluil ihi,'U.- w n i . ' .SOI IK ' s n i o u s i s s iK ' s in

I I R - t l i \ i s i o n l l ia l iU'*.\k'cl l o Ix- ,Kli,lruvsLxl. \ \ r i , n l i ! s.tUI.

" I i u l w h e n i h i ' s i ' p r o h k ' n i ^ w f i i , ' .spi,'lk't.l o u i in il(.'l.iil

l o n i u a m i n n s i a l l h \ a .L;roii[-) o f ( .-miilovre-.s, I I R ' sii

Lial ion l o o k o n a w h o k ' l u w l i ^ h l . .S tmif o t i h e l a s k

l o r i i ' l i w i h i u k ( l i r n l i ' d al luv .UK\ n i \ si . i l l v \ a s p n , ' l l \

h a r d l o s w a l l o w . l Y a i i k K . I a m n o i s m v I w o u l d I ILUL'

l a k c n il ; is s e r i o u . s K a s 1 i,tii.l il i l i o s i - [ ( . ' m a r k s IKKI

I c o m i n g t r o m a ,Liroiip o | o u i s i d r ( . o n . s i i l i a n i > . '

I ' a n n e i . s h i ] ! w i i h I O W ^ T l r \ e l s w a . s . s o l i d i f i e d L I I K T

W' r igh i a i u l hi.s K M I I I . i s k t t l i h e l a s k I O K L ' l o e \ a l t i a k -

t h e t l i a n i ; e [ l i a n I I K ' l o [ i IcMin ( k ' \ ( . ' lo[X'd. . M l e r t a u -

cLi.sin*^ a l o n e , I I K ' ia.sk t o i e e r e l i M ' n e d w i t h s o m e c a n -

d i d c r i l i f i s m . WVtiihl e \ p e r i i - n t e t l Muil le 'e i^i lxi tk :is i h e

\ \ ( n s i (.l;i\ in h i s i l l* (.LiiL'tT. l i u i I R ' ma<-ti' a n

l a n l an*.! f o u i a j ^ e o u s d e t i s i o i i : in.' a s k e t l l a s k

m e m b e r s t o p a i t i t i j i a l e w i l h s e n i o i ' l e a m m e m b e r s in

ek- \e loj - ) in , i ; a i u l ( . • \a l i ia t in , ' ; a l t e r n a l i w . s . T h e re .sul l

wa . s a n i i i i | i i - o \ e d i h a n ^ ^ e | ) l a n i h a i IKKI i h e ( o m m i i -

i n e t i l o l ' h o i h i h e (o [ i l e a m a n d i h e l a s k t o i x e .

.Many m a n a g e r s .ip[->i-oat h s | r , i i f ,ni t i h a t i g L - w i t h I I R '

assmn[Mion ihai i^'mplou'es are barriers. Our lesearth
sugge.sis tht' opposite: when propiTly invoked, lln'y
become true [la

Principle 2: Turn Unclear Strategy and Conflicting
Priorities Into a Clear and Compelling Business Direction
' l o l . i u iu h < ILIII^L;!.' ai ^ k ^ l ) . \ \ 1 i^^lil . i n d Ins i D p U'.iiii

n R ' l o t l - s i i e l o d i s e u . s s UR' i r o w n u i K k T s i a n d i i m o l i h e

stralejiy and to agree on a slalemenl lhe\' toukl pre-
seni to the tJiL^Lini/aiion. Il v\a.s ihen that Wri^lii
learned that his \-iews about the strategy — and the
bu.sines.s ic'am.s ereatee! to enaei il —- were noi shared.
Till- top leam hat! a\()ided sirategic i.ssues and the
eonMiti inheii'iii in tlR'in. so it had failed to devekjp
a,<;rL'enR'nt on [priorities 10 guide resource allocation.-'

The members o( the top leam were asked to write
tin,- sir:ii(.-g\ concisely ant! lo de\'ei(ip an exphmatitm
aboLii why it was important to achie\e i(. Later, when
task-lortf members tdntlLRttxl interviews. the\' began
wiih ihat siory. SKSl) em[iloyee,s .said it was tlie first
lime [\\v\ had been lokl about ihe strategy; many dis-
agreetl wiih as|Je<.ts ot il. 'I'heir feetlback was vital in
helping the top teatn tlarily antl refine the strategy.

Principle 3: Turn an Ineffective Senior Management
Team Into an Effective One
Wiih Wright and his senior team involved in eveiy
siep ol ihe thange —- intlutling strategy de\elo|")-
iiieiii. organi/aiional tiiagnosis. action planning, ctmi-
municaiing the change and monitoring i! — the> hm/
to work together.

TIR'V .ilso iiiKlerwent inler\iew,s v\ilh the atilhoi".s.
()ur leedback. atldeil lo that of the ta.sk force, letl
to tlee[->, searching team tliscussions of Wright's
tk'cisiotvniaking styk'. his aversion to conflict antl his
lolerantf ot the cold v\ar between K̂ KI) antl tiiaiui-
lacitnitig cii.slom .systems. At a critical moment, Sam
Ncoti. the heati of maiiLitacturing, admitted: "I didn't
know the problems I was causing." The sincerity of
hi>. lone starlletl everyone, antl the trust needetl for
an open tlialogue v\as ereated. The senitir managers
entletl up completely retlesigning the way they
v\oukl work logeiher.

Nevfriheless. thange lakes time. As one task ftsrce
memlx-r obsei'veti two years after ihe profile, "Our ttip
leam has taken some big stritles in becoming more
eftective. Scot I iWViglul looks lo be taking more control
of the reins antl becoming the kinti t>f leader the di\i-
sioii iR'etIs, lie antl his .staff v\ill sit down as a group
tiow Luitl lalk stiateg). where belore they wouki h;i\e
only talketl about atlministrative detail. But they are
siill not where ihey wani to be as a leam. They still
seem lo be having a tough time getting togethei' antl
really totuitig to agreemenl over some tough and
[Messing issues. 1 think [leofile in Sî SD w';inletl an
oveiniglu thange in the lop teams beha\ior. lint,
realisiically, mosi gootI teams are not tiiade in ;i day."
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Theie are no (.|Liick fixes. (WV is ollen a [lainlul
[irocess, but aliei" managers reveal ihe six sjlenl killers,
most are tleterminetl to take action.

Principle 4: Turn Poor Vertical Communication Into an
Open Fact-Based Dialogue
Task lo i ce m e m h t i s ,ii SUSl) w (.-if e n e r g i / e t l In iheii

c h a i g e lo find i h e ' •unvarn i shed t ruth ." W h e n io[i-

t i 'am tn i ' i i ibe is r e t ra ined h o m tielensi\L'nes.s o r if tr i-

but io i i , irusi ant l tonini i l i i ie i l l levivetl t l i i oughou t i h e

o r g a n i / a i i o n .

.•\s one member of the top team member retails, "'I he
task forte feetlbatk reLilly servetl several im[")orlLint

roles, \ o t oiilv tlitl it tmittion as LI [loweiiul tool to

touHiRinit ate tlilfitull issues, hul it also SIK )w eti that

the top team tared about what the etii[">loyees

ihoughi atiti that we couki not insiiiute a change

| irotfss v\ilhout asking tor iheir in[")ut. Also, 1 believe,

by asking lor their 'iinv arnisheti' o[")inions. ihe

em]i lo\fes reali/etl jusl how serious we were about

im[iroving SKSD's effecti\enes.s. 'fo Scoit iWrightls

tretlii. he piobabK' took IIR' mosi ainouni ol risk in

Iniiiating a [irocess like ihis. lie attetl as a lintli[')iti.

and wiihoui his involvemenl. a [iroi.es> like ihi.s

woukI have been s[)inning iis wheels."

Truthful em[")loyee feetlback rek'\;int to .strateg\' antl

business pi i formance t an give managers the neetletl

push to manage change through open engagement.

Principle 5: Turn Poor Coordination Into Teamwork
Through Realigning Roles, Responsibilities and
Accountabilities With Strategy
following leetlbat k from the task force, Wriglu antl

his team engagetl in LI I'ool-cause tliagnosi.s. [ht-y

contlutletl that miinv of their [iroblem.s hati their ori-

gin.s in the iniMiiatt h between I l l ' s tratlitional a [")[")! oacli

to organizing antl managing its instrument businesses

antl the tlemaiuls of iheii" tuireiit husitiess. Over a

iwo-tlav [leiioti, Wright Lintl his leLiin retlesignetl their

organization. They d iose to shift trom tLinttional silos

overiaiti v\ith v\eak teams to a strutture lealuring

strong cross-functional busine.s.s teams accouniable

tor [irofitaliilitv. Ihe new niLilrix shut ttiif was quilL'

alien to lll*'s tratlition of organizing busines.ses into

auionotnous tlivision.s, bui SKS!) neetletl an organiza-

tion that lit its strategy.

One year later, a production manager commentetl.
A\ hai WLis really iniportani was ihai we really untler-
stooti v\hal the pioeess vMts trying lo tlo — ihat i.s,

a l i g n t h e t l i l f e r e n t [ i a r t s o f t h e o r g a n i z a t i o n . I t h i n k

that the alignment we now have alter the reorganiz;i-
lion is both accurate antl necessary for us to become
an elfettivt- organizaiion. In the small systems busi-
iH'ss that Wf havf, iheiv is no v\a\ of getting arounti
ihe matrix siiuclure. In the [lasi. there v\as no tleai-
level ol to[i-management responsihilitv and ow ner-
shi[i toi kev tIet ision making,"

Principle 6: Turn Inadequate Down-tbe-Line
Leadersbip Skills Into Strong Leadership With a
General-Management Perspective

liu ifasinglv ihe iin[ilenR*nta!ion of strategy re([uires

moie manageis .li lower levi'ls who ean leatl teams

thai cooi'dinate kev strategic iniiiaiivt-s LUTOSS lunt-

tions. husiiR'ss units or geogra[ihit bortlers. The

[ii'otess SRSD follov\etl eilhantftl ieatiership tIev elop-

meiit. 'Ihe task torce [irotknetl eight people who hatI

vNorketi t losfK with ihe io[i U'ani — a sigtiilicant

manageinetll-tleveloptneni ex[ierietltf thai chailgeti

their own pers[>i,'i tive and IIR' [iers[)ettive ol the

seniof leam aboul eni[")lo\ee tapLibilities. A member

ot tlie to[i team ifiiKuketl, Ihe work lh,it the

em[)lovee task toi t f ditI was (,-xtremely impressive.

Thev o[X'rateti i iuuh like ,i [irofessional cotisulting

lirm extfjil. unlike consullants, thev v\ere a parl ol

the organizalitHi LUKI kntvv it iiisiiii,' mitt out. I liiink

ihey worketl so well logeiher he iause ihev believetl

in wlial the) were tloing,"

With increasfti confitleiite iti lower-level managers,

senior managers became more willing lo tiek'gate

authority to them as members ol business teams,

fhose teams, in turn, pioviik'tl atltlitional o[")[^ortuni-

lies to d e \ f l o p tlow n-lhe-line leatleishi["' skills atlt! a

genetal-matiagement [iers[ieetivf.

Can the Silent Killers Be Overcome?
The evitleiite hom ouj- researth itulitates thai. v\lR-n

a U)p leain follows ihe six [iriiu i[")les for overcoming

IIR' sik'iit killers, it li.is a gootI chant f ot tIeveloping

an organization ta[iable of bolh strategy itii[iletnenta-

tion antl learning. \ e t l liarnhoklt — now (!]!() ol I IP's

s[iinotl .\gilenl 'let hnologies .ind tormeiK llle III'

executive vvith oversight responsibility for SKS!) —

praisetl SKSDs thange efforts, "'fhey have tloiu' A ter-

lifit job attei' a year or so ol struggling to ligure out

what the business was aiul how to get il going. Totlay

I SL\> them as {ine of our star tlivisions. Compaieti to

othei tiiv isioiis, i is [irobablv ihe most tiramatic

improvement. Now they are one of the top tiivisions
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in lerms ot growth antl [irotilabilily antl return on
assets, as v\el! as customer salisfaction. Totiay SKSl)
represents best [^radices in a lot of area,s. They- havf
really turnetl vveaktiesses inio strengths. "I'his is not to
say they t ionl havf issues. They neetl to \voi"k oti
resource planning anti being able to .schetlule re.sourtes
and live up to commitments. Ikit even in ihat area,
they are tk)ing betlei' llian our olher tliv isions."

Can all oi'gani/ations overcome the silent kilkTs? Our

research suggests not. C:ertain conditions antl values

must come together to motivaie a manager to pi"o-

tluctively engage the barriers. Thetf must be a com-

pelling business need. The CHC) tiiust have some

tallli ihat buikling oigatii/alional t a[^abililies is key lo
a high level of [leiformimce. He t)i- she must be wil l-
ing lo learn anti tiuist believe in partnering with
em[iloyees, li is easier fiii" recetitly appointed CHOs
or general tiianagers to confront the root causes of
blocketl strategy implementation in their new organi-
zations betause ihey ha\e fewer reasons to v\'orry
thai ihe\ v\ill be pei.sonally implitaietl. But when
getieiLiI tnanagers of longer tenure, such as Seott
W'riglu. sunimt)!! the courage to directly ct)nfront the
siletit killers, their world \'iew as v\ell as tlieir leatler-
shi[') style is likely U> elumge. Wright gainetl a para-
tloxk'al and valuable insight: being vulneiable can be
a .source of strength and influence.

Additional Resources

Resources not mentioned in the footnotes but use-
ful for interested readers include the 1996 book
"Organizational Learning II. Theory, MelhocI and
Practice," by C Argyris and D A Schon An article
in the November-December 1990 Harvard Business
Review, "Whv Change Programs Oon't Produce
Change," by M. Beer, R.A. Eisenstat and B Spector,
describes tbe fallacy of programmatic cbange and
makes an argument for a deeper look at barriers. A
spring 1995 California Management Review article
by D. Hambricb, "Fragmentation and the Otber
Problems CEOs Have with Their Top Teams," relates
directly to out own findings. K. Eisenbardt, K.M.
Kahwajy and L.J. Bourgeois in "How Management
Teams Can Have a Good Figbl" in the July-August
1999 Harvard Business Review discuss problems of
top teams and what to do about them, L. Hirschhorn
and T Gilmoie's "Tbe New Boundaries ol the
Boundaryiess Company" in the May-June 1992
Harvard Business Review addresses tbe deeper
issue,s that must be confronted when organizations
transform into team-based, flexible organizations.
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