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[bookmark: _Toc357606898]ABSTRACT
1. Management is a dynamic and complex problem where goals have to be set within the available resources and priorities established so that risk can be ameliorated. There are few areas as dynamic and as complex as matching the available human resource to the organisation's business strategy in order to maximise functional flexibility. If an organisation is to use its human resources efficiently and effectively then it must be capable of harnessing and utilising the workforce fully. Market pressures drive organisations towards increased efficiencies (to be "lean"). Managers must look to make the most efficient use of their staff through functional flexibility which in turn requires workers to be multi-skilled. However multi-skilling also requires managers to look for new ways to balance the changing functional requirements of their business with the value-adding potential of their workforce, that is linking business aims, through competencies, directly to members of their workforce. The goal must be to produce a lean organisation of the right size (referred to as "rightsizing") to compete in their section of the market, while avoiding being either overstaffed or conversely "anorexic". 
The aim of this paper is to develop a risk management tool which would enable managers to examine the functional flexibility required by their organisation, and the ability of their workforce to provide it, in order to determine the probability of allocated tasks being carried out to a specified performance standard and to maximise their organisation's potential. 
Models of this type consists of two main parts; data collection and the analysis, with boundaries being set around the problem by the use of a Mission Statement. The data required covers the functionality needed by the organisation and determines which parts of the workforce are concerned with which processes. The functionality and workforce are sub-categories to make the data more manageable and give the problem some structure. Oversights may lead to hidden costs or sources of inefficiency. 
The model will examine the functions required, the skills needed to perform those functions, analyse the availability of those skills, identify any deficiencies and look at ways of remedying those deficiencies. In addition, the model will examine the ways the skills are structured within the organisation and the criteria by which the efficiency with which the skills are performed are judged. Important in this exercise of conscious determination is the process of setting judgement criteria. While the model does give each factor a series of criteria for sub-categorisation, the purpose of these criteria is to initiate discussion about the criteria required rather than prescribing those to be used. When the criteria are determined, the key factor should be to establish what is important to the business. When looking at the potential functional flexibility within a workforce differentiation will be made between processes and knowledge. Training parameters will also be examined. 
While the model was conceived as part of a rational decision making process, there is evidence that heuristic processes are the predominant ones and therefore the model was reformatted accordingly. In the end however it is important that managers are conscious of the factors that colour their judgement. The model helps to highlight all factors needed to make the best decision within the time and information available. Managers need to know where their decision making process may be flawed so that they can guard against unforeseen consequences. In this regard, as may be the case with other models similar in type, the final answer may be less important than the process of working through the model in helping managers to understand their organization
39
[bookmark: _Toc357606899]CHAPTER ONE - INTRODUCTION

[bookmark: _Toc357606900]BACKGROUND
2. 'Just about every book on ... managing human resources ... makes the same point; it is people that make the difference'[endnoteRef:1], however Storey and Sisson go on to lament that, while the statement may be accepted as a truism, it is seldom reflected in companies' business strategies. The debate[endnoteRef:2] over whether manpower should be considered to be a business cost or a resource continues, and the function of Personnel Management has, in the views of some, become synonymous with that of Human Resource Management (HRM). Paul Kearns defines HRM as 'Identifying the links between the Human Resource and organisational outputs and maximising the individual's contribution to those outputs by realising their added-value potential through defining performance standards and offering methods to improve performance'[endnoteRef:3]. Kearns places greater emphasis on the potential of a workforce to add value to an output rather than on the more traditional functions of HRM such as recruitment, selection, remunerations, worker welfare and industrial relations. At what might be seen as the other side of the argument, are those who see workers as a cost. To them, a way to greater profitability is to keep costs to a minimum by shedding as many workers as possible while retaining the greatest possible functional flexibility with those that remain. [1: Notes:
.	J. Storey and K. Sisson, Managing Human Resources and Industrial Relations,  Open University Press, 1993.]  [2: .	C. Handy, The Empty Raincoat, Arrows books Ltd, 1995.]  [3: .	P Kearns, 'Evaluating The HRM System', Presentations to MDA 11 RMCS, 13 Feb 97.] 

[bookmark: _Toc357606901]AIM
The aim of this paper is to develop a risk management tool which would enable managers to examine the functional flexibility required by their organisation, and the ability of their workforce to provide it, in order to determine the probability of allocated tasks being carried out to a specified performance standard and to maximise their organisation's potential. 
[bookmark: _Toc357606902]PURSUIT OF FUNCTIONAL FLEXIBILITY
For many organisations flexibility is considered fundamental to their success. The British Armed Forces, for example, consider it to be one of their principles of war. They express it as follows:
'Although the aim may not alter, a commander will be required to exercise judgement and flexibility in modifying plans to take advantage of fleeting circumstances or to reflect a change in political or military emphasis. Flexibility depends upon openness of mind and simple plans which can easily be modified. Flexibility at the military strategic level also confers on the operational commander the maximum possible range of freedom of action over the forces assigned to originate and execute plans to meet the desired end state.'[endnoteRef:4] [4: .	British Defence Doctrine, MOD CS(M)G, 1996.] 

The Dictionary[endnoteRef:5] defines "Flexible" as 'that bends easily without breaking, pliable, adaptable to circumstance; manageable'. The British Armed Forces uses the term to mean "adaptable to circumstance". Few organisations would question that such adaptability would bring commercial advantage. It is therefore understandable that organisations should wish to maintain flexibility and, to do so, they may require their workforce to be able to perform a number of different skills. To take an example from within the Armed Forces, every Royal Engineer is required to be a soldier first, then a Combat Engineer and finally a tradesman or specialist[endnoteRef:6]. When asking a workforce to be multi-skilled in this way, a question that must be raised is whether such an exhortation is really practical (that is, it is something that is to be put into practice) or whether it is purely symbolic. This phenomenon has been referred to as 'bureaucratic dysfunction'[endnoteRef:7] and the symbolic directive would come under what Gouldner[endnoteRef:8] categorised as a mock bureaucracy. A mock bureaucracy is one where rules are formulated by an outside body but ignored by both managers and workers. [5: .	R.E Allen (ed 7th edition) of  F.G. and H.W. Fowler (ed), The Pocket Oxford Dictionary of Current English, Clarendon Press, 1985.]  [6: .	Royal Engineer Snapshot, HQ E-in-C, August 1996.]  [7: .	L.J. Mullin, Management and Organisational Behaviour (p.43), Pitman Publishing, 1994.]  [8: .	A. W. Gouldner, Patterns of Industrial Bureaucracy (pp. 182-187), Free Press, 1954.] 

The requirement for flexibility is however not seen in the same positive light by all the parties involved. There is great suspicion over the term "flexible", 'which is usually [seen as] shorthand for sacking people'[endnoteRef:9]. The workforce may feel that when they are asked to be flexible, what their superiors want is for them to be pliable or manageable; that is to "bend easily without breaking". This requirement for flexibility is often the case when roles are ambiguous or when senior managers are not sure of the skills that their workforce need and therefore a "just-in-case" mentality is fostered.  MacInnes[endnoteRef:10] takes the criticism of flexibility one step further. He points out that functional flexibility is not new and that it has been a 'permanent feature of a capitalist economy'. He believes that it entails costs as well as benefits to an employer (multi-skilled workers are more expensive to train and they need higher quality supervision). He also believes that it can cause industrial unrest as individual workers feel that their employment security is undermined (as now other individuals will be able to do their jobs) which reinforces the 'low-trust adversarial' worker-management relationship. This sceptical view of flexibility is reinforced by Handy who states that 'people seen as flexible will tend to have more pressure applied to them'[endnoteRef:11] to change whenever it is convenient to their superior. [9: .	J Micklethwaite and A Wooldridge, The Witch Doctors (p. 19), Heinemann, 1996.]  [10: .	J MacInnes, 'The Question of Flexibility', Personnel Review (p. 12-15), Vol 17, Iss 3 1988. ]  [11: .	C. Handy. Understanding Organisations (p.74), Penguin Books, 1993. ] 

Although MacInnes[endnoteRef:12] is generally critical of the idea of flexibility from an organisation's point of view, he does highlight the benefits of flexibility to a workforce. He points out that workers would make themselves 'more indispensable ... and would [therefore] enjoy greater bargaining power'. Within the literature on this subject the main consensus is that while functional flexibility is achieved at a cost, it can be seen to provide advantages for both the organisation and the individuals, where the organisation requires functional flexibility and the workers need to be multi-skilled. For the greatest benefits to be accrued a balance between the interests of the organisation and the individual must be maintained. If this is to be achieved then consideration should be given as to how these skills are grouped and where they are found within an organisation. This consideration would need to examine what skills are needed, (and, for each discipline, to what standard), where within the organisation that skill is required and how workers are to be teamed. The requirement for a multi-skilled workforce is not unique to the military. Outside the armed forces this practice has become known as Multi-skilled Teamworking. [12: .	MacInnes, Op. Cit.,  (p. 12-15).] 

[bookmark: _Toc357606903]History of Multi-Skilled Teamwork.
Within armed forces there is a long history of teamwork. Examples of this can be seen in the Roman "Tortoise", the Naval gun team races at the Royal Tournament (based on an incident during the Boer War) or in modern all arms combat grouping. Within industry the practice has not been so universally recognised. The Industrial Revolution saw some of the greatest changes within manufacturing as it transformed crafts to an industry. In the 1880s F.W. Taylor, ('the "father" of Scientific Management'[endnoteRef:13]), conducted experiments which led him to believe that work should be analysed and broken down into discrete tasks which should be arranged into the most efficient method of working. This enabled industry not to have to rely on a highly skilled workforce. These methods where first used on a large scale by Henry Ford in his Detroit plant which manufactured the first mass production cars in 1909. While Ford paid higher than average wages, the work was hard, repetitive and boring. This led to a major strike in 1914 which caused Ford to improve working conditions. Pratt[endnoteRef:14] points out that not only was such work boring for those doing it, but it was also stressful for those managing it. This stress was caused by demarkation disputes between specialised workforces protecting their own self-interests. In addition, Pratt points out that the early promises of productivity were not realised because, as restrictive work practices increased, so did the workforce.  [13: .	Mullins, Op. Cit. (p.36).]  [14: .	D Pratt, The Incredible Multiskilled Self-managing Team, Australian Human Resources Institute HR Monthly, Feb 97.] 

In the 1920s, during the years of the great depression in the USA, researchers started to pay greater attention to social factors at work. This work became known as the Human Relations Approach and the turning point in its development was the Hawthorne experiments (1924 to 1932)[endnoteRef:15]. By the early 1950's another new approach was being examined; this new work became known as the systems approach. 'The classical approach [had] emphasized the technical requirements of the organization and its needs - "organizations without people"; the human relations approach emphasized the psychological and social aspects, and consideration of human needs - "people without organizations".  The systems approach attempts to reconcile these earlier approaches ....  Attention is focused on the total work organization and the interrelationships of structure and behaviour, and the range of variables within the organization... The systems approach encourages managers to view the organization both as a whole and as part of a larger environment.  The idea is that any part of an organization's activities affects all other parts'[endnoteRef:16]. In the USA it was called "job enrichment" and, in the UK, "socio-technical systems design"[endnoteRef:17]. This approach saw the need for individuals to have variety in their work; to have this variety individuals had to have a range of skills. As one individual changed his or her task someone else had to do their work. This could most easily be arranged if workers were grouped together and they rotated tasks between themselves. Finally, as a development of this approach to the organisation-human relationship, the multi-skilled, self-managing team was said to have been conceived in 1988 and it matured in the early 1990s.  [15: .	Mullins. Op. Cit., (p.45), ]  [16: .	Ibid (p.50), 	]  [17: .	Pratt, Op. Cit.] 

The case for a workforce being multi-skilled should not be seen as new. Humans have always been able to perform more than one task, even if the tasks were in themselves very simple and would hardly seem worthy of being thought of as a skill. Taylorism could be considered to be the aberration. Therefore unless a manager wants each member of his workforce to perform a single repetitive function or action, every worker is multi-skilled. The question is therefore how many tasks (functional flexibility), of what complexity, can a manager expect his workforce to perform. This paper will examine the issues around this question.
[bookmark: _Toc357606904]Constraints of this Paper
Much of the work that looks at multi-skilling examines it in the context of the multi-skilled, self-managing team. This paper will not be reviewing this work in any detail. The paper makes the assumption that in some circumstances multi-skilled teams are required to perform a range of tasks. Whether these teams are self-managing or not is not an important part of the study. The critical issue within the study, which will take the systems approach, is to determine how many skills, of what type, can be given to an individual and, as the number of skills increases, what probability there is that the tasks will be performed to the satisfaction of the person setting them. 
[bookmark: _Toc357606905]OBJECTIVES
The objective of the paper is to provide a tool to enable management to determine the likely effectiveness of their workforce. (Alternatively the tool may be used by subordinates to show superiors that limitations with the current available manpower and skills may provide obstacles to them achieving their mission.) To achieve this the paper will show:
Whether there are current methodologies which link business strategies to human resource planning.
A method of correlating functionality with organisational structure.
Methods of arranging and interpreting the relevant data.
Whether the tool can be applied to a wide range of organisations and circumstances.
In providing such a tool it is assumed that senior personnel believe that their workforce adds value to the organisation and therefore should be considered as a resource and not as a cost. In addition it is assumed that senior management is concerned that they have a well-trained, committed and motivated workforce, and that they wish their organisation to be efficient and effective while producing reliable results of a high quality.
[bookmark: _Toc357606906]REASONS FOR THE STUDY
Within modern management practice ever more consideration is being given to producing a more reliable and flexible operational workforce. There would appear to be an increasing demand for flexibility, not only to meet its current business goals but also to allow an organisation to react to a new situation or challenge. This requirement for flexibility is likely to cause managers to demand more and more from their staff irrespective of whether their staff are able to perform. Managers now look to measure the performance of their organisation; these measures may include operational effectiveness and annual appraisal of personnel or may be concerned with performance related pay. In turn this is likely to lead to stress and poor job satisfaction which may have an adverse effect on job performance. Managers are recognising these problems and are therefore giving increased consideration to employee job satisfaction and reducing workforce stress. 
As management science has moved away from Taylorism towards Empowerment, and an emphasis on teamwork, there has been greater pressure on managers to be clear about what they want to achieve. In addition, workers are facing an increasingly complex working environment where legislation and regulation now directly affect every day of every worker's life. To assist business in applying best practice, Government and other bodies sponsor initiatives such as 'Investing In People'[endnoteRef:18] or 'European Foundation for Quality Management' measurement tools[endnoteRef:19]. These initiatives also require workers to know and understand far more than is required directly by their function. The many calls upon a worker's time and ability have to be balanced so that managers are able to establish priorities. The proposed tool should help managers to achieve this. [18: .	Better People Better Business An Introduction to Investors in People, Investors in People UK, 1996.]  [19: .	Our Value Plan, British Aerospace ,1997.] 

Benefits. The benefits of the proposed tool are seen to be as follows. It would provide managers with a means:
1. To determine whether their workforce is capable of achieving the goals that they have been set.
 To confirm that the workforce has a scope of work large enough to be interesting and provide true flexibility, but not so large that it is unachievable or causes stress.
To remind managers of the number of skills that are required to carry out the tasks implied in their conceptual directives.
To help managers to refine their priorities.
 To help identify and remove functions which are no longer required by the organisation.
[bookmark: _Toc357606907]STUDY METHODOLOGY
Outline of Methodology: In approaching the issue of methodology both hard and soft systems were reviewed. Evans described[endnoteRef:20] hard systems being most suitable for single issues that need to be resolved, whereas soft systems were more suitable for complex interwoven problems where the aim is amelioration rather than resolution and where ideas are used to think about the issues involved. Therefore this paper will use a soft system methodology to examine the subject. [20: .	L. Evans, Course Notes on Soft System Methodology, Cranfield MDA 11, 1997.] 

Soft Systems. One Soft Systems approach has been established by Checkland[endnoteRef:21] . In Checkland's methodology an unstructured problem is taken and how the problem manifests itself is examined. Next the problem is defined, a conceptual model is formulated and then the model is compared to the original problem. Checkland's final two steps are to establish which changes are desirable and then to implement them. As this paper is not concerned with implementing change to a specific system but is looking to refine a model, the last two Checkland steps will not be considered any further. Within the social and behavioural sciences, the positivist paradigm of research is said[endnoteRef:22] to be predominant. Using this approach, two of the key issues are the validity and reliability of data. When not using a positivist approach, Morgan[endnoteRef:23] believes that this problem can be overcome by seeking, throughout the course of the research, confirmation of ideas put forward or the reformulation of the ideas when arguments contradict them.  [21: .	P. Checkland and J. Scholes, Soft Systems Method in Action, ,1990.]  [22: .	Rubenowik quoted by E. Gummerson, Qualitative Methods in Management Research (p. 152), Sage Publications Inc,  1991.]  [23: .	G. Morgan, Imaginization, The art of creative management, Sage Newbury Park CA, 1993.] 

Methodology to be Used.  This paper will use a methodology, based on Checkland's,  to produce a model which will then be refined and tested during a series of interviews encompassing widely differing organisations. It is important to note that the aim of the interviews is to examine the model in the context of the organisation being visited, it is not to use the model to examine the organisation. Therefore, the comments that will be recorded are those confirming the model or those that cause the model to be modified.
Interview Programme. The interview programme will be divided into three parts for the following reasons: 
1. Part One. The first visit will be to an anaesthetics department within a National Health Service hospital. This has been chosen because, although the environment is alien to that known to the author, it is still a public service which is required to operate within cash limits. The aim of the visit will be to see whether the basic concept and framework can be transferred to another environment or whether it is so firmly rooted in the author's experience that it cannot.
Part Two. Part two of the programme will be to infantry roled battalions operating in Northern Ireland. These will be used because the author is familiar with the organisations and the environment. The aim of the visit will be to discuss the tool with six similar organisations to see how widely opinions vary and because those being interviewed are unlikely to be familiar with management science and its terminology as it is put forward in Business Masters programmes.
Part Three. The final visits will be to businesses where those being interviewed are familiar with management science techniques. The aim of these visits will be to give the tool its most rigorous examination and to see how the approach of those interviewed would differ from those interviewed in Part Two. 
[bookmark: _Toc357606908]FRAMEWORK OF THE DISSERTATION
The framework for the Dissertation will be as follows:
1. Chapter Two. Chapter Two will examine current literature to determine whether any methodologies have been established which link business strategy to human resource planning.
1. Chapter Three. Chapter Three will develop a tool for examining functional flexibility within organisations.
1. Chapter Four. Chapter Four will determine whether the tool is robust within a number of working environments.
1. Chapter Five. Chapter Five will summarise and conclude the paper. 


[bookmark: _Toc357606909]CHAPTER TWO - LITERATURE REVIEW
[bookmark: _Toc357606910]Introduction
3.  If functional flexibility is to be achieved within the workplace, then consideration needs to be given to the skills required, their performance standard, where the skills are needed and how the workforce may be teamed. To enable businesses and industry to deliver functional flexibility, firms are looking towards multi-skilling their workforce. This chapter will review current management science concepts and methodologies to establish whether guidance exists which may help managers understand the variables created by multi-skilling. An understanding of these variables should enable managers to determine whether their organisation's configuration is viable.
[bookmark: _Toc357606911]THE USE OF MULTI-SKILLING
Within the available literature the factors that are most often cited as contributing to the increasing requirement for multi-skilling within a workforce can be grouped under two main headings, these are the "Lean Organisation" and "Job Enrichment".
[bookmark: _Toc357606912]The Lean Organisation
 'Since it first surfaced in the Japanese car industry in the 1950s, the concept of the lean organisation has been taken up by numerous industries in the UK. Leanness has come to be associated with a wide range of initiatives, such as total quality management, restructuring, downsizing, delayering, just-in-time systems and business process re-engineering, which all have, at various times, been seen as a corporate panacea'[endnoteRef:24]. All these initiatives are drivers for change at the corporate strategy level. In his work on the Integrated Soft Systems Framework[endnoteRef:25], Evans groups corporate strategy into two dynamics of change. The first is the continual yet gradual change which takes place during programmes such as Total Quality packages. The other is revolutionary change, such as provided by Process Re-engineering, which would be required by an organisation when gradual change has not been able to keep pace with changes in the environment. While one may be more dramatic than the other, both are trying to achieve the same objective, that is to ensure the organisation fully adapts to its environment while taking into account its requirement for leanness and flexibility.  [24: .	J Purcell and S Hutchinson, 'Lean and Mean?',  People Management (p.27), Institute of Personnel and Development Vol 2 No 20, 10 Oct 96.]  [25: .	L. Evans, Integrated Soft Systems Framework, Course Notes for  Cranfield MDA 11, Feb 97.] 

Leanness. Purcell and Hutchinson believe that leanness (a term popularised[endnoteRef:26] by Womack, Jones and Roos in 1990) should be considered in three different phases of corporate strategy. [26: .	J. Womack, D.Jones and D. Roos, The Machine that Changed the World, Macmillian Publishing, 1990.] 

1. The first is the phase which helps the organisation become leaner. This may mean restructuring, delayering and downsizing. 'This is akin to a slimming-down process, but the problem is to stop at the right place, as in "rightsizing"'[endnoteRef:27]. At this stage, organisations should be considering whether the new workforce is the right size and structure to perform the functions required of it. [27: .	Purcell and S Hutchinson, Op. Cit., (p.27).] 

The second is its state of leanness. While organisations believe that they may have trimmed to an ideal and efficient size, and while advocates of leanness 'extol the virtues of empowerment, and teamworking'[endnoteRef:28] and believe this makes jobs less frustrating as workers become closer to management, often this is not the case. All too often organisations find themselves reduced to a state of "anorexia" where they do not have the flexibility required to respond to changes in the market or technology. Employees find that they have to 'work longer hours, stress levels rise, career development opportunities are reduced and morale, motivation fall ... [and they become] narrow-minded, self-absorbed and scared of taking risks'[endnoteRef:29]. This is frequently because organisations are neither the right size nor structured to perform the functions required. [28: .	Ibid (p.28).]  [29: .	Ibid (p.28).] 

The third is 'managing the lean organisation so that it remains lean and responsive. ... This is the real meaning of leanness - to be fit for the purpose of the organisation. ... The best meaning of leanness, therefore, is achieving a better managing process that empowers or enriches the working lives of most employees.'[endnoteRef:30] Therefore while leanness is meant to enrich the lives of workers, it is also about organisations being the right size and structure, including teamworking, and flexible enough to perform the functions required of them; that is being "fit for purpose". But how may this flexibility be judged? [30: .	Ibid (p.27).] 

Flexibility. In 1984 Atkinson[endnoteRef:31] produced a controversial model by which flexibility within an organisation could be analysed. He saw flexibility being achieved in three areas: the functional (that is job or skills flexibility), numerical (that is the number of workers an organisation employed), and financial (that the remunerations system was commensurate with the value of the work done). Atkinson envisaged that this flexibility would be judged against what has been termed 'the "reconciling" function of profit'[endnoteRef:32]. He also saw 'the breakup of the orthodox hierarchical structure of the firm in such a way that radically different employment policies can be pursued for different groups of workers'. Of these three flexibilities, this paper will concentrate on the desire for functional flexibility. Work has been carried out which has looked at functional flexibility within organisations at three levels.  [31: .	J. Atkinson. Manpower Strategies for Flexible Organisations, Personnel Management (pp28-31), August 1984. ]  [32: .	D Wilkinson and M. Pedler, 'Strategic Thinking in the Public Service', The Developmental Processes for Strategic Thinking, ] 

1. Shop Floor Workforce. The most common consideration of functional flexibility is where it applies to the industrial workforce. Companies, led by firms such as Nissan and Rover, have attempted to remove, or at least reduce, job demarkation from their factory floor. Workers have been required to perform a large number of tasks in an attempt to ensure that the assembly line is not delayed for the lack of an appropriately skilled worker. This idea need not only apply to the industrial blue collar worker.
Professional Workforce. Leveson'[endnoteRef:33] believes that, within the construction industry, 'Barriers between functions inhibit teaming and distract attention away from customers needs'.  In his work on this area he first looked at the multi-skilling practices of companies such as Nissan, and went on to examine whether these practices could be extended to "professionals" (such as architects, surveyors, project managers and engineers) within the construction industry. The barriers that he identified were such as those found between the 'Doers' (such as the engineers) and the 'Thinkers' (such as architects), the 'closed shops' created by the professional bodies, and the difference in status between different types of work and varying subcultures developed around that work. Despite the difficulties, Pearce Construction have started to develop a new career framework. They have encouraged their professionals to add general skills, such as project / contract management or team leadership skills, to their specialist skills. Those who supported the move saw it as a natural extension of having to cover for absent colleagues, an answer to their desire for greater variety of work, and an opportunity for personal career development which would enable them to have wider employability. Those who did not respond to the changes were either sidelined or encouraged to seek employment elsewhere. Pearce Construction believe the results achieved have been impressive; they have managed to halve the staff hours required per £1000 of contract value.  [33: .	R Leveson, 'Can professionals be multi-skilled?', People Management (pp. 36-38), Institute of Personnel and Development Vol 2 No 17, 29 Aug 96.] 

Consideration of the Whole Workforce (Systems Thinking). White[endnoteRef:34] points out that while organisations are striving for a more flexible structure (as typified by Atkinson) and are conscious of their core members, they often fail to ensure that their part-time or temporary workers (who may work with an organisation for up to a year) are developed in the same way. This would seem to indicate that the managers are failing to consider the operation of their whole organisation as a single entity. [34: .	M White, 'Flexible Response',  People Management (p.33), Institute of Personnel and Development Vol 2 No 6, 21 Mar  96.] 

Ambiguity of Requirement.  In some cases however there may be ambiguity over the requirement. This may occur when organisations feel that they have a need to be multi-skilled but are unable to be specific. An example of this can be seen within military doctrine[endnoteRef:35] which states 'Training should be for war, not for a particular war, .... Individuals, units and formations should be trained for, and capable of adapting rapidly to, a variety of tasks. [However it does concede that] There may be a requirement for an operationally specific training package prior to and/ or following deployment to a theatre of operations. Contingency planning for such situations should take account of this, and, where appropriate, such plans should contain a training element.' The limitation that such systems have, similar to White's point, is that they frequently only look at the ability required to operate systems or procedures and the other demands placed on workers are only looked at in a superficial manner. In addition the need for retraining is more frequently driven by the time that is available rather than the training requirement[endnoteRef:36] and therefore the performance standard required may not be available at the time of asking.  [35: .	Army Doctrine Publication Volume 4 'Training' (p 4-3), MOD DGD&D/18/34/65, Dec 96.]  [36: .	Dr R Edwards, DERA Centre for Human Sciences, Interviewed 8 May 97.] 

When functional flexibility is examined there is a need to consider all the skills required throughout the organisation, and the requirement must be made clear. Once these are understood then organisations need to determine how they ensure that their workforce obtains and retains the necessary skills within the resources (including time) available.
[bookmark: _Toc357606913]Job Enrichment
At the same time as functional flexibility was being promoted by the lean organisation, so the idea of job enrichment was being developed. From what some might consider to be the depths of Taylorism, considerable effort has been expended on trying to ensure that workers now have a satisfying job in the belief that this will enhance their performance. The approach is typified by empowerment. 'Empowerment is the term used to describe a philosophy for running a business which permits an organisation's employees the authority and responsibility for the decisions which affect their job'[endnoteRef:37]. This 'places the responsibility for an organisation's processes in the hands of those who know those processes best'[endnoteRef:38].  These benefits have also been recognised by traditionally hierarchical groups, such as the military, where there is the related concept of "Auftragstaktik" (command by directive) or where the UK Ministry of Defence has implemented "Total Quality Management". The exponents of empowerment back their argument with both theoretical and practical evidence. [37: .	S Cook, Training for Empowerment, Gower, 1995.]  [38: .	 B A Cleary, 'Supporting empowerment with Deming's PDSA Cycle', Empowerment In Organisations Journal Volume 3 Number 2 MCB University Press, 1995.] 

1. They believe that work by motivation theorists, such as Maslow, Alderfer, Ardrey and Herzberg, supports their case. Empowerment is said to encapsulate the ideas of belonging, the need for personal growth, stimulation and responsibility, to name but a few, and therefore, in theory, empowerment should provide a successful system.
They also believe that there is practical evidence that the concept works. Empowerment has been used successfully to reshape such organisations as General Electric, Rank Xerox[endnoteRef:39], British Gas[endnoteRef:40] and the Korean conglomerate Lucky-Star[endnoteRef:41].  [39: .	J Nicholls, 'Getting Empowerment into perspective: a Three Stage Training Framework', Empowerment In Organisations Journal Volume 3 Number 3 MCB University Press, 1995.]  [40: .	G C Lloyd, 'Fostering an Environment of Employee Contribution to Increase Commitment and Motivation', Empowerment In Organisations Journal Volume 4 Number 1 MCB University Press, 1995.]  [41: .	Lee and Lazarus, 'The Empowerment Process in a  Giant Korean Conglomerate', Empowerment In Organisations Journal Volume 1 Number 3 MCB University Press, 1995.] 

 Empowerment, along with related subjects such as teamworking, uses an individual's current capability to the full, and then leads them to develop their full potential. The benefit to their leader is that they become more productive, the group becomes more creative, it relieves the personal overload of the leader and 'creates a broad climate of commitment in the organisation through a sense of belonging and excitement in the job'[endnoteRef:42]. However, as the workers develop themselves, they broaden their skills base. Each skill has to be retained, refreshed and updated. As workers fulfill their potential, each skill places competing demands on their capacity. Over a lifetime or even a working life workers will learn more than they are able to retain. A multi-skilled worker will face conflicting demands on their time and skills. Some skills will be used frequently, others will not; some skills will be easy to retain while others will be exceptionally difficult to retain. If managers are to make the most of their multi-skilled workforce they must be able to balance the skills demanded of a worker and the worker's capability to deliver.  Managers have to balance a complete series of conflicting factors. The paper will now examine whether there are currently any tools or methodologies to help them make the necessary judgements. [42: .	Nicholls, Op. Cit.] 

[bookmark: _Toc357606914]REVIEW OF METHODOLOGIES
This section will examine current concepts and methodologies to determine whether they assist managers' understanding of the variables created by their requirement for functional flexibility and the consequent need for their workforce to be multi-skilled. To put it another way, this review will determine whether there is a methodology that links business strategy to human resource planning. These management science methodologies can be grouped into two schools: the Strategy Orientated and Personnel Orientated Methodologies.
[bookmark: _Toc357606915]Strategy Orientated Methodologies
 Strategy orientated methodologies look from the top down for ways to gain an advantage over their competitors. These methodologies define the organisation's mission and design the processes and structures required to achieve the mission. At one end of the spectrum are the radical business strategies, such as Business Process Re-design (BPR), while at the other end are those, such as Total Quality Management (TQM), which espouse gradual change caused by continuous improvement. This paper will start by examining BPR.
Business Process Re-design. The term Business Process Redesign (BPR) was first used by the MIT in a programme called  Management in the 1990s[endnoteRef:43]. This programme was established to examine the effect of information technology (IT) on organisations. The research established that IT could not only be used to control disparate functions within an organization but it could enable organisations to work in new and innovative ways. 'The key message was that IT systems should be designed around the processes of an organisation rather than localised exploitation as [was] usually the case. This view [was] more than just integration but [demanded] a thorough understanding of how work [was] performed in an organisation ... [It would be a] positive step counteracting the negative impact of functions, hierarchy and command and control type structures'[endnoteRef:44]. Edwards and Peppard go on to point out that 'Confusingly, the concept has become known by a variety of terms: process innovation, business transformation, business process re-engineering, business process transformation, core process redesign... [but that they] all contain two key ingredients: radical performance improvement through a focus on process'. They did however go on to make a distinction between business process redesign and business re-engineering. They stated that: [43: .	Article by  Professor C. Edwards, J.W. Peppard of  Cranfield School of Management, Forging a Link between Business Strategy and Business Reengineering, Issued as Cranfield MDA 11 Course Notes.]  [44: .	Ibid. ] 

1. 'Business process redesign.... refers to the redesign of any organizational process. This can include anything from a total supply chain process to a single process within an individual function or department.'
On the other hand 'business re-engineering involves the development of an organizational architecture. It involves identifying and linking the strategy of the business with the required organisation processes to ensure that this strategy is actually delivered... This is very much a top-down view driven by senior management.' As this paper is examining methodologies that deliver change, rather than just discussing change, this part of the paper will therefore concentrate on business re-engineering.
Business Process Re-engineering. The idea of business process re-engineering was popularised by Hammer in 1990. He recommended organisations should actively seek ways of using IT to enable new ways of performing work and warned against 'paving the cow path'[endnoteRef:45].  [45: .	Michael  Hammer, Reengineering Work: Don't Automate, Obliterate, Harvard Business Review, July - August 1990.] 

1. Hammer published his first book[endnoteRef:46], in conjunction with Champy, in 1993. The book suggested that managers should concentrate on 3 basic questions: "Why am I doing this?", "How can I do this more effectively?" and "How can I use my staff more effectively?". However, even in 1993 warnings were being given about two apparent weaknesses in the concept. A Boston Consulting Group report advised not to re-engineer simply to reduce costs as 'Excessive cost cutting can destroy value'[endnoteRef:47] (corporate anorexia). The major problems were seen to be BPR's ability to be misunderstood and managers' failure to recognise the human dimension within the problem (or, to put it another way, failure to link the human resource to the business strategy). [46: .	M Hammer and J Champy, Reengineering The Corporation - A Manifesto for Business Revolution, Nicholas Brealey Publishing, 1995. ]  [47: .	E Mumford and R Hendrick 'Business process re-engineering RIP' People Management (p.22), Institute of Personnel and Development Vol 2 No 9, 2 May 96.] 

In 1994 Hammer defended his concept and he re-emphasised that 'Re-engineering is about rethinking work, not eliminating jobs'[endnoteRef:48].  By 1996 even Davenport, another pioneer of the subject[endnoteRef:49], publicly criticised re-engineering in an article which stated 'The rock that re-engineering foundered on is simple: people. Re-engineering treated the people inside companies as if they were just so many bits and bytes, interchangeable parts to be re-engineered' [endnoteRef:50]. Although supporters of re-engineering accept that there have been many re-engineering projects that have failed, they emphasise that 'All successful re-engineering programmes have paid attention to strategy, technology, organisation, and people issues, as well as to process redesign'[endnoteRef:51].  [48: .	'Hammer defends re-engineering', The Economist, 5 Nov 94.]  [49: .	T Davenport, Process Innovation: Re-engineering Work Through Information Technology, Harvard Business School Press, 1992.]  [50: .	T Davenport, 'Why re-engineering failed: the fad that forgot people', quoted in E Mumford and R Hendrick 'Business process re-engineering RIP' People Management (p.26), Institute of Personnel and Development Vol 2 No 9, 2 May 96.]  [51: .	Mumford and Hendrick, Op. Cit., (p.26).] 

Both sides of the argument would seem to agree that, despite Hammer's Business System Diamond[endnoteRef:52] (Business Processes, Jobs and Structures, Management and Measurement Systems, and Values and Beliefs), in its present form, re-engineering is more of a concept than a design system. The concept requires that the process should be redefined and the system should then be rebuilt around the new process while taking into account all the other appropriate factors such as the needs and wants of the workforce. However this system does not provide a method of doing so and therefore practitioners resort to their familiar tools which are probably inadequate for the task. However, in the end, the major problems have been caused by failures to take adequate note of the human dimension within the re-engineering process. Managers have failed to link the business strategy to the human resource. [52: .	Hammer and Champy, Op Cit., (p. 80).] 

Total Quality. TQM on the other hand promotes the concept that all functions and all employees have to participate to improve the process, the emphasis is placed on satisfying the customer as opposed to extracting the best from the group[endnoteRef:53]. TQM is considered to be an evolutionary strategy where, if the process is considered to be a surface and the workforce is a fluid, the fluid finds its own level on the surface. Within this levelling process the workforce is left to make its own judgement on the skills and competence needed. In much the same way as has been shown in some detail for BPR, nowhere within the process are there active checks and balances which review how functional flexibility is being achieved. Again therefore, managers are likely to fail to establish links between the business strategy and the human resource. [53: .	S Hill, From Quality Circles to Total Quality Management, in Making Quality Critical (p.35), Routledge, 1995.] 

Both ends of the spectrum within the field of strategy orientated methodologies look at the needs of the businesses with the aim of promoting efficiencies within their organisation. However, while these strategies exalt managers to make the link between their strategy and their human resource by means such as "good communications", they do not make such links. For example, in a recent reorganisation of the British Aerospace Samlesbury facility, considerable effort has been expended and success achieved in designing and promoting the new skills structure for individuals within the organisation; however, the system has yet to link individuals to those skills which would enable managers to flex the workforce throughout the site[endnoteRef:54]. Failure to ensure such a link is likely to lead to inadequate distribution of tasks amongst the work force, leading to insufficient numbers to do the work and failure to provide the flexibility required to cope with the operational environment. This in turn can destroy the morale of the workforce by ignoring their needs[endnoteRef:55].  This paper will now examine personnel orientated methodologies to see whether they provide any clearer guidance. [54: .	Interview J Duxbury (Head of Operational Development) at Samlesbury 18 Jun 97.]  [55: .	Mumford and Hendrick, Op. Cit., (p.24).] 

[bookmark: _Toc357606916]Personnel Orientated Methodologies
Personnel orientated methodologies may be said to take a bottom up view. These methodologies are concerned with ensuring that workers' potential is harnessed, thereby enhancing job satisfaction. These methodologies largely fall into two groups: concepts and frameworks.
Concepts. Within methodologies that are orientated towards personnel, the concepts of empowerment and competencies are two of the most prominent. 
1. Empowerment.  The benefits of empowerment have already been discussed. However, if empowerment is such a powerful and widely used tool, does it provide the required linkage between business strategy and human resource planning? The answer may lie in the group culture and in the practical problems of implementing the philosophy.
(1) Empowerment expects a lot from the individual. As well as any initial suspicion of the new and unknown, individuals may just be reluctant to take on more responsibility. These individuals may wish to participate in the group either for pleasure, such as in a sports team, or financial reward, such as in employment, but they may not want the extra pressure that would be involved with extra responsibility (the irony of autocratically imposing empowerment, such as happened in Rank Xerox[endnoteRef:56], should not be missed.) Those who wish to implement empowerment to create an innovative organisation have to be careful to determine whether they are imposing an alien set of cultural values onto their workforce.  To be a successful multi-functional empowered team, each individual must become multi-skilled[endnoteRef:57] and therefore empowered workers need to know their function within the organisation but the organisation as a whole may fail to map its requirement for skills. [56: .	Nicholls, Op. Cit. ]  [57: .	R Brown & M Brown, Empowered! A Practical Guide to Leadership in the Liberated Organisation (p.149), Nicholas Brealey Publishing, 1994.] 

(2) One other important aspect of empowerment is the role of the manager as a "coach enabler" and whose task therefore is to develop the potential of their workforce. Nicholls[endnoteRef:58] points out that empowerment is a frame of mind not 'something that is done to a person or organisation'; he also notes that 'old, authoritarian, "macho" management attitudes are hard to dispel'[endnoteRef:59] and so managers may find it difficult to release authority to their subordinates.[endnoteRef:60]  If they are to develop the potential of their workforce they require a new approach. [58: .	Nicholls, Op. Cit. ]  [59: .	Ibid.]  [60: .	J Nicholls, 'The Development of the Transforming Leader'. Empowerment In Organisations Journal Volume 1 Number 3 MCB University Press, 1995.] 

(3) However, if it is assumed that all the individuals wish to take responsibility and managers are prepared to release it, getting the correct balance of characters within the group or team required to make it function properly may also be difficult to achieve. (Belbin concluded[endnoteRef:61] that groups composed entirely of clever people, or people of similar personalities, are not as successful as those with a wider mix. The most effective groups are made up of 8 personality types.) Empowerment is more concerned with arguments over the transfer of responsibility and the mechanisms for overcoming these problems. There is therefore little consideration over how the practical links between business strategy and the skills required to deliver the strategy are to be made. [61: .	R.M. Belbin, Management Teams: Why they succeed or Fail, Butterworth-Heineman, 1981.] 

Competencies. More directly linked to skills and individuals is the concept of competencies. Competencies were first defined by the likes of Boyatzis using psychological techniques 'to capture the actions of "effective performers"'[endnoteRef:62]. While there was some concern that "competencies" were plagued by ' muddled thinking, [and some others viewed] competencies as raw social and behavioural engineering ... others [viewed] the field as the best hope of linking people and human resource issues into strategic and business process management'[endnoteRef:63]. In the original psychological approach competencies may be defined in such terms as "cognitive complexity" or "conceptual flexibility" (which looks more at an individual's potential), however managers are far more concerned about performance and that competencies relate to competence which in turn needs to be 'specific and measurable'[endnoteRef:64]. More recent work on competencies, particularly by Prahalad and Hamel[endnoteRef:65], does look at linking competencies to business strategy but again it does not draw the link to individual workers and the functionality that they provide. [62: .	Jon Fantes (head of human resources for the international division of Hasbro) interviewed by Jane Pickard in  an article by P Sparrow, 'Too good to be true?',  People Management (p.25), Institute of Personnel and Development Vol 2 No 24,  5 Dec  96.]  [63: .	P Sparrow, 'Too good to be true?',  People Management (p.22), Institute of Personnel and Development Vol 2 No 24,  5 Dec  96.]  [64: .	Jon Fantes (head of human resources for the international division of Hasbro) interviewed by Jane Pickard in  an article by P Sparrow, 'Too good to be true?',  People Management (p.25), Institute of Personnel and Development Vol 2 No 24,  5 Dec  96.]  [65: .	G. Hamel & C.K. Prahalad, Competing for the Future, Harvard Business School Press, 1994.] 

Frameworks. More comprehensive than the concepts that put people first are the frameworks. Examples of these frameworks can be seen in Mumford's ETHICS system or in Government initiatives such as Investors in People.
1. Mumford[endnoteRef:66], who is part of the Socio-Technical Design school, has devised a tool (ETHICS) which is designed to examine the Effective Technical and Human Implementation of Computer-based Systems. While the system does look at mission critical activities and relates them to the needs of individual workers, the system is restricted to looking at the software system being designed. Again ETHICS provides an example where, in this case, functionality is not linked back to the business strategy of the parent organisation.  [66: .	E Mumford, Systems Design Ethical Tools for Ethical Change, MacMillan Press Ltd, 1996.] 

Initiatives such as Investors In People (IIP) are more all-embracing. The UK Government launched its IIP programme in 1991. Research by the Institute for Employment Studies (IES) showed that employers working to the standard have benefited from better business performance[endnoteRef:67]. This should not be too surprising because, in order 'To achieve the award, an organisation must have a written business plan and a related training plan, conduct training and development according to its plan, and evaluate it afterwards' [endnoteRef:68]. The IES report also showed that many organisations found that the process helped to improve communications and reduce skills shortages, as well as ensuring that non-core workers (such as low-paid or part-time workers as identified by White) were included in the change management process. [67: .	T Debenham and P Hills, 'Standard Bearers', People Management (p.23), Institute of Personnel and Development Vol 2 No 23,  21 Nov 96.]  [68: .	Ibid. (p.23).] 

In 1995 Crane Davies management consultancy conducted a review of the system. Their findings showed that 4 of the 24 indicators created problems for those trying to obtain certification. These were the production of a management plan that defined goals and targets in measurable terms, the production of a training plan to ensure that the skills were available to obtain their goals, ensuring that the workforce understood how their training related to the organisation's goals, and finally management appeared to fail to understand the need to ensure, by evaluating it, that the training had been effective[endnoteRef:69]. As a general indicator the Crane Davies report would seem to show that even when using a comprehensive framework which tries to link business strategy to the training and employment of their human resource, managers fail to do so.  [69: .	Ibid (p.24-25).] 

Conclusion. There are benefits to be gained from adopting personnel orientated methodologies which include providing members of the group with a better focus on producing a result, mutual support between group members (teamwork) and increased flexibility leading to a better use of human resources. However, the major problem with all these methodologies is that they do not directly link the efforts of the workforce with their company's strategic aim. This failure may be because none of the approaches has a methodology to do so.
[bookmark: _Toc357606917]SUMMARY
The review of current literature shows that a considerable amount of work has been carried out on defining business needs (by the application of strategic planning techniques), and looking at job design from the perspective of the workforce. However, little work has been done to produce methodologies which would enable companies to 'find an intersection between right-sizing and right-functioning'[endnoteRef:70]. The reasons may include that the issue is one of such great complexity that managers are reluctant to tackle it as the benefits of doing so may not appear to be direct and tangible, and that managers may be reluctant to criticise their organisation for what Argyris describes as the 'benign dishonesty that afflicts so many organisations and the refusal to speak the truth for fear of damaging [ones] own or other's prospects'[endnoteRef:71]. As a consequence, Human Resource Specialists have paid 'surprising little attention'[endnoteRef:72] to the management of leanness and personnel staff are missing the opportunity to add value to their organisation. 'Increasingly however, the evidence suggests that most restructuring initiatives designed to introduce leaner ways of working are failing to improve economic and organisational performance as expected. This is partly because most organisations do not address the implications for human resources. But research also suggests that the personnel function has played only a limited part in implementing these restructuring programmes and that again HR professionals are missing an opportunity to add value'[endnoteRef:73]. [70: .	Y Debow, '10 tech execs to watch in 1993: Richard Grady', Insurance & Technology (p. 23) Vol 18 Iss 1, Jan 93.]  [71: .	Interview with Chris Argyris by J Pickard, 'A yearning for Learning', People Management (p.34), Institute of Personnel and Development Vol 3 No 5, 6 Mar 97.]  [72: .	Purcell and Hutchinson, Op. Cit., (p.30). ]  [73: .	Ibid  (p.27).] 

Purcell and Hutchinson[endnoteRef:74] go on to state that 'For many organizations the crucial issue in the strategy process is that of implementation.' They see a traditional distinction being made between formulation and implementation and therefore they are treated as sequential activities. However, they do see changes in this area in that 'The more recent conceptualization of strategy, captured by the notion of core competencies, is blurring the distinction [and that] this emerging 'behavioural perspective' of strategy focuses on the capabilities an organisation needs'. They recommend that managers be provided with the skills required to cope with leaner ways of working. [74: .	Edwards,  Op. Cit. ] 

Therefore it is concluded that there is a requirement to produce a tool which would enable managers to balance the functionality demanded by their organisation's task or mission with the availability of skills within their organisation and the ability of their personnel to perform them. This will require management to link business strategy and the available human resource. As part of this process the model would identify any skills deficiencies, ways of developing and retaining those skills, and should also help managers to judge the probability of their workers successfully performing these skills. Common with many issues within management the issue of functionality requires priorities to be set which, by their very nature, mean that risk will be taken. The proposed tool should assist management's assessment of these risks. For clarity the model will be referred to as the Functionality Risk Management Tool (FRMT).
In designing such a model two important constraints have also been considered. The first is that the model will not be based on computer software so that it can be used by all levels of management. The second is that the model should be flexible enough to cope with major overhauls or minor modifications to both large and small organisations. 



[bookmark: _Toc357606918]CHAPTER THREE - THE PROPOSED MODEL
4. Handy[endnoteRef:75] believes that 'conceptualising, co-ordinating and consolidation' are the skills necessary for what he termed his 'cycle of discovery at work'. Chapter Two determined that there currently is no risk management tool which enables managers to match their business strategy to their human resource; this issue has been referred to as 'rightsizing'[endnoteRef:76]. This chapter will look to develop such a conceptual tool; for clarity it will be known as the Functionality Risk Management Tool (FRMT).  Such tools need to be considered in two parts. The first is the collection and collation of data so that it can be consolidated in a framework. The second is the analysis of the data so that conflicts can be clarified and the action required to resolve issues co-ordinated across the organisation. Such a framework should enable managers to:  [75: .	C. Handy , The Empty Raincoat (p. 207), Arrow Books 1995.]  [76: .	Y Debow, '10 tech execs to watch in 1993: Richard Grady', Insurance & Technology  (p.23), Vol 18 Iss 1, Jan 93.] 

1. Judge whether there are the skills necessary within their organisation to achieve its business aims. 
Determine where the skills are found within the organisation and whether there is waste in the process. 
Finally assess whether the workforce is likely to be able to perform the skills to the standard required when asked to do so.
The data required to examine "rightsizing" can be grouped under two main headings: functionality (skills) and the organisation. The framework will look to combine these two features (one axis will show the skills required and the other will represent the organisation) so that they may be analysed to determine what skills are required by the organisation, where they are to be found and how they may be enhanced or retained. Within the area of functional analysis, a basic structure already exists which can therefore be used as a starting point. The structure is called a Skills Audit[endnoteRef:77]. The Skills Audit looks at the core function and the skills required to perform that function, analyses the availability of those skills, and identifies any deficiencies, leading to the development of the training programmes required to overcome the deficiencies. Therefore this paper will take the Skills Audit and modify it to meet the requirements of the FRMT. [77: .	Strategic Management Course Notes, MDA 11, Cranfield University, Feb 97. ] 

[bookmark: _Toc357606919]SKILLS AUDIT
 Examination of the Skills Audit's first heading (Core Function) highlights its first deficiency. The Skills Audit does not require definition of the system under examination. The first step for the FRMT must therefore be to define the system in focus. Such a definition is commonly expressed in the form of a "Mission Statement". The FRMT will also use this format. 
Mission Statements come in many different formats from the concise (Peters[endnoteRef:78] believes it should be no more than 15 words) to the verbose (the New Labour Government Mission Statement for the Foreign and Commonwealth Office). As there would appear to be no agreed format, for consistency it is necessary to set one down for use with the FRMT. For the purposes of this framework Evans'[endnoteRef:79] mission statement (which includes the purpose, boundaries and constraints which dominate the organisation) should be used because it is concise in its requirement, brief and yet it is comprehensive. Once it is clear what the purpose of the organisation is, then it is possible to start to determine the skills required to achieve the purpose. [78: .	T. Peters & R Townsend, Excellence in the Organisation, Simon & Schuster Audio, 1986.]  [79: .	L. Evans, Integrated Soft Systems Framework, Course Notes for  Cranfield MDA 11, Feb 97.] 


[bookmark: _Toc357606920]Core Function
Once the purpose of the organisation has been determined then it is possible to determine its core function. However as White[endnoteRef:80] pointed out, within every organisation, as well as a core function, there are many additional functions required to enable the organisation to operate and these functions are often overlooked. It is therefore necessary to examine functional decomposition of the required skills and to group these functions into subsets so that they may be more easily analysed. Belbin[endnoteRef:81], in his study of Worksets, provides one method of doing this. However Belbin's groups are based on the scope for initiative and responsibility rather than functionality and therefore they are not appropriate for the FRMT. A number of Belbin's ideas however do have a place in the FRMT. Belbin's Grey, White and Pink workers cover functions which are incidental to the job, outside the job description or serve no useful purpose. Finally, as well as skills required for work, individuals require skills for their personal life and will have distractions which will affect their ability to perform their function at work. If managers wish to use the full capacity of their workforce, they must be prepared for the times when the full capacity is not available to them; therefore the issue of personal distraction must be considered within such a framework. Therefore expanding on the ideas of core function, and using Belbin's ideas of unproductive work and personal experience of the workplace, the author grouped functionality within FRMT under the following headings:  [80: .	M White, 'Flexible Response',  People Management (p.33), Institute of Personnel and Development Vol 2 No 6, 21 Mar  96.]  [81: .	R.M. Belbin, B. Watson and C West, 'True Colours',  People Management (p.36), Institute of Personnel and Development Vol 3 No 5,  6 Mar  97.] 

1. Primary Function. The “primary function” is the one by which the group adds value to its parent organisation. (“add value” means the way in which the unit brings the organisation closer to achieving its goals as set down in its mission statement).
Support Activities to Primary Function. A “support function" is one which must take place in parallel with the primary function in order that the primary function may be carried out.
Non-Primary Functions. "Non-primary functions" are those which ensure facilities or equipment are ready and available to those carrying out the primary function when they are required. These functions do not add value in their own right. 
Secondary Functions. “Secondary functions” are those tasks needed to run an organisation but which do not directly contribute to its primary function. 
Non-Applicable Skills. “Non applicable skills” are skills which the organisation requires its workforce to retain, but which are not related to the current mission.
Personal Distractions. These demands will range from the minor to the highly significant and even the most dedicated and loyal members of staff will from time to time be distracted by events at home. 
[bookmark: _Toc357606921]Determining the Skills Requirement
Field Marshall Sir Peter Inge makes the point that 'We generally perform better if we know clearly and precisely what we should be doing to be effective in our jobs. This can be helped by a clear statement of the skills, knowledge and attributes needed to be successful'[endnoteRef:82]. Ambiguity about the requirement must therefore be removed if a high standard of performance is to be achieved. To achieve this end, the FRMT framework must provide clear and concise statements of skills required. However if every function within a large organisation is broken down into every skill, then the framework would become unmanageable. When using the FRMT a manager would have to decide on the level of detail required. If the skills are left at too high a level, then the framework will not provide adequate analysis of the skills. If the level is too low, then the manager is likely to become swamped with detail and so may be deterred from examining the problem because it is "too complex" or the manager may miss the key issues. Consideration therefore needs to be given to the following issues: [82: .	Foreword to 'Competences in the MOD', MOD CM(Pol) - CP1, 1995] 

1. For the purpose of this framework there needs to be a clear differentiation between "function" and "skill". The term "function" is used to encompass activities or processes required to achieve an end. The term "skill" is used to cover all aspects of ability relating to the actual performance of a function.
Detailed statements of skills requirement can be produced by methods such as the 'Systems Approach to Training'[endnoteRef:83], and 'Training Needs Analysis'[endnoteRef:84], or by using the Management Charter Initiative's "Lead body framework". Each of these, and many others, examine the requirement imposed by procedures and equipment, and determine what training is required. However, where there is ambiguity over the requirement the list of skills can spiral and start to look excessive. Therefore simply listing all the skills required may make the framework unmanageable. [83: .	 Job Analysis for Training, Army Code No. 70670 (Pam 1), Mar 1993.]  [84: .	Training Needs Analysis, Director General Training, Army Code No 71536, Jan 96.] 

At what appears to be the other end of the scale are competency models, such as the one used by Ministry of Defence Civil Servants. The Civil Service has attempted to lay down the full range of competencies required by their personnel; these competencies are functions rather than skills.  In this model the competencies are quite general in their phraseology. The most junior ranks are required to have 17 which are broken down into 75 performance criteria. While these numbers may appear to be more manageable compared to the 270 required by soldiers in Northern Ireland[endnoteRef:85], the 17 competencies are so general that, not only are they neither specific and quantifiable but they also give little idea of what skills are actually required.  [85: .	HQNI G3(Trg), Northern Ireland Counter Insurgency (COIN) Individual Training Objectives, 1997,] 

The level of functional detail to be included in the framework may need to be determined on a case by case basis and it will depend on the purpose of the study and the boundaries drawn around the case. In all cases however it is not only important that the correct level of detail is shown but also that a scale is given so that the comparative size, complexity and the relative proportions of each item can be judged. When deciding on a scale, the manager needs to use a resource which is a key or limiting factor affecting the likely outcome. The scale used for many projects is financial. For the purpose of this framework, to name but a few options, the scale may be given in terms of finance, manpower or time. While the units of measurement and the given details will vary from case to case, it is important that limiting factors are visible. Every action, issue or directive is likely to incur costs, therefore managers need to be careful when considering what might appear to be a "no cost" option as this may turn out to be a false position.
Entry in Framework. Taking the detail given above, it is now possible to start to put the framework together. An outline of the framework is shown in Figure 1 below. Each skill required should then be placed under one of the headings.
In its current format the skills audit considers an organisation as a single entity. If, as shown above, functionality is too large and complex an area to be studied as a single entity then it may be reasonable to deduce that organisations will be as well.  Therefore it is proposed to modify the skills audit by adding a further step which analyses the functional structure of the organisation, or at least that part of the organisation that is being studied. 
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[bookmark: _Ref337823636][bookmark: _Toc357583758]Figure 1 – Draft FRMT
[bookmark: _Toc357606922]Sub-Division of the Workforce
Atkinson's Model of the Flexible Firm. Atkinson has already produced a model[endnoteRef:86] designed to assist the analysis of functional flexibility within an organisation and therefore it would seem an appropriate starting point. His model (which is shown diagrammatically at Figure 3-2) divides workers into four groups. These groups, referred to as the "Core Group", the "First Peripheral Group", the "Second Peripheral Group", and the "Externals", are based around full-time career employees with core skills, full-time workers with non-firm specific skills which could be bought in from the labour market, those who would be employed under special arrangements to satisfy short term requirements providing numerical and functional flexibility, and the final group, the Externals, who provide functional flexibility where the skills required are too specialised (such as consultants) or mundane (such as  cleaners) to be an integral part of the organisation. [86: .	J. Atkinson. Manpower Strategies for Flexible Organisations, Personnel Management (pp28-31), August 1984. ] 

Use of the Standard Atkinson's Model. As the main case study for this paper is infantry roled battalions, Figure 2  gives one perspective of how a generic battalion may be grouped using Atkinson's definitions. It shows that parts of such a generic battalion could be placed in each of Atkinson's groups. The exercise does however bring to light a conflict within Atkinson's definitions between membership of the organisation and functionality; that is, personnel that Atkinson would categorise as permanent members of the organisation may however carry out non-core functions. If the balance is weighted in favour of membership, then the diagram should be redrawn as Figure 4; if it is weighted in favour of functionality, then the diagram should be redrawn as Figure 5. Neither Figure 4 nor Figure 5 provides good and even separation of functionality within the organisation. If a good and even separation is not achieved, and therefore most functions fall within one or two groups, then there would appear to be little benefit to the analysis of having the additional groups or doing the exercise in the first place. Therefore, the FRMT requires definitions which provide a more even balance between groups of separated functions within an organisation. This exercise also showed that the term "group" had two meanings; this also needed to be resolved.
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[bookmark: _Toc357583759]Figure 2 - Atkinson Flexible Firm (1984)


Defining the Organisation's Terminology. Definitions of the terms "individual", "group", "organisation" and "environment" are provided by Mullin[endnoteRef:87]. The FRMT framework uses the terms "individual", "organisation" and "environment" in the same way. However, the term "group" may be confused with Atkinson's use of the term and so, to avoid confusion, the term "team" will be used to refer to collections of individuals who have a uniting purpose and "group" will be used to refer to Atkinson's sub-divisions. [87: .	L.J. Mullins, Management and Organisational Behaviour (p.3), Pitman Publishing, 1994.] 
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[bookmark: _Toc357583760]Figure 3 - Generic Infantry Battalion
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[bookmark: _Ref337887152][bookmark: _Toc357583761]Figure 4 - Groups by Capbadge



[image: ]
[bookmark: _Ref337887161][bookmark: _Toc357583762]Figure 5 - Groups by Function
Modification of Atkinson's Model. Atkinson's Model uses a standard device within management science of dividing the subject to be analysed under 4 headings. This "quadrant" analysis can be seen in methods such as "SWOT" (Strengths, Weaknesses, Opportunities, Threats) or "PEST" (Political, Economic, Social, Technological). While the basis of the Atkinson's model holds good, the way his terminology is defined is not entirely appropriate to the FRMT being designed. Therefore while keeping the basic model, the terminology which drives the model needs to be re-defined. Three areas needs to be considered:
1. Flexibility. In his paper Atkinson describes functional flexibility as that which might be sought by the employer so that employees could be redeployed quickly and smoothly between activities and tasks.  This might mean that multi-skilled workers could be moved between a range of jobs.  It might also mean a complete change of career while still working for the same employer as the product and the methods of production change. Atkinson describes numerical flexibility as quickly and easily changing the size of the workforce, and financial flexibility as allowing the employer to adjust the cost of employing workers to reflect supply and demand within the labour market. For the purpose of developing the FRMT, functional flexibility considerations are the highest priority. The FRMT is looking to assist managers to make best use of their existing human resource and to judge whether it is reasonable to expect them to be able to complete the tasks asked of them. Therefore numerical flexibility will only be looked at when an identified short term deficiency has to be rectified and financial flexibility is only of marginal interest. 
Group Categorisation. A major area of difficulty is the group categorisation. One method would be to use traditional functional teams (such as "the cooks" or "the office staff") however this does not group those teams with reference to the purpose of the organisation. Therefore the way that groups should be categorised is the way that traditional teams relate to the organisation's mission. To achieve this groups are therefore defined as follows:
(1) Core Group. The Core Group consists of teams whose role is to carry out the organisation's “primary function”.
(2) First Peripheral Group . The First Peripheral Group consists of teams whose "primary function” is to conduct activity categorised as support functions.
(3) Second Peripheral Group. The Second Peripheral Group consists of teams whose "primary function” is to conduct non-primary functions. 
(4) Externals. External groups are those teams or individuals whose "primary function” is to conduct the organisation's secondary functions. Externals may also provide specialist support where either the skills are not to be found within the organisation or where the organisation is unable to provide a sufficient number of specified teams. These latter groups will be referred to as "Operational External" and they provide functional or numerical flexibility.
Using the new definitions, the diagram representing an infantry roled battalion is given at Figure 6 which now shows a more even distribution of teams between the 4 groups. This now gives the more even balance required to assist the analysis process.
[image: ]
[bookmark: _Ref337886934][bookmark: _Toc357583763]Figure 6 - Battalion by Revised Grouping

Within the framework there should therefore be a correlation between function and group, however because processes will work throughout an organisation there is also likely to be a degree of overlap. When the data has been collated then the areas of overlap will be of immediate interest because they may either show where a process does not involve all those that it should, or it may show where teams are required to retain non-essential skills.
The Framework. It is now possible to complete the structure of the FRMT framework as shown in Figure 7.
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[bookmark: _Ref337886907][bookmark: _Toc357583764]Figure 7 - Rational FRMT
[bookmark: _Toc357606923]Availability of the Skills
The framework is now ready for data collection. The next step in the process would be to determine the availability of the skills. The actual level of skills possessed can only be determined by testing. The techniques may range from the subjective (such as "Managerial Perception") to the objective (by surveys for example), and the tests may be carried out by internal or external teams. Within business and industry the test may simply be "profitability". Although simple and quantifiable, the "profitability" test is very broad brush and is unlikely to enable managers to determine whether their human resource is being used most effectively. In addition, as the number of regulatory bodies expands, many of the tests may be in the form of mandatory inspections such as those carried out under health and safety legalisation. There are therefore many ways in which data on the availability of skills can be collected. In using the FRMT, managers will have to determine a methodology which is appropriate to their circumstances and to record the outcome.
Recording of Skills Availability. In simple cases, it may be possible to record in a "yes" or "no" format whether a skill is possessed. However in practice the situation is unlikely to be that simple and therefore graduated scales are likely to be required. Four levels of competence have been defined[endnoteRef:88]  as unconscious incompetent, conscious incompetent, conscious competent, unconscious competent; Nissan have identified five which they record in the form of symbols. These levels are "can do with reference to standard operation sheets", "can do without reference to standard operation sheets", "completes standard operation in a controlled manner and to required safety level", "can train others in standard operation", and "can improve standard operation"[endnoteRef:89]. While these definitions may need to be adapted to a specific work environment, they do provide a basis for a scalar system. The use of symbols is more questionable. For individual assessments symbols do provide a clear pictorial report on the skills held, however it is not possible to aggregate results to give a corporate picture. Therefore for the framework a numerical scale of 1-5 will be used to match the definition specified for a particular study. [88: .	"Four Stages of Learning" as quoted by J. O'Connor & J. Symour, Train with NLP, Thorson, .]  [89: .	P. Critten, Investing in People - Towards Corporate Capability (p.73), Butterworth-Heinemann, 1993.] 

So far the framework has taken two areas of complexity and attempted to make them more manageable, by clearly defining sub-categories for both skills and the organisation, and then demonstrating how the data can be recorded. The final part of the skills audit, the analysis phase, now needs to be discussed.
[bookmark: _Toc357606924]Determine Deficiencies
Once the data on skills within an organisation has been arranged, it should be  a simple task to determine areas of deficiency by judging performance against a set standard. Such standards may be referred to as yardsticks, benchmarks or, the term that will be used within this paper, performance indicators (PIs).  PIs can either be subjective (soft) or objective (hard)[endnoteRef:90], where a subjective or soft PI is one which is based on whether a perceived standard has been reached in the opinion of the observer, and an objective or hard PI is one which sets a defined level of performance, such as "profit of", "turnover of" or a deadline. For hard PIs individual judgement is not required.  [90: .	Max H. Bazerman, Judgement in Managerial Decision Making (pp 3-11), John Wilsey & Sons Inc, 1994] 

Guidance[endnoteRef:91] to managers on setting PIs is relatively straightforward. It stated that PIs should be stretching, necessary, achievable and precise (SNAP) as well as simple, measurable, appropriate, relevant and timely (SMART). The practice may not be as simple. In the context of the FRMT and teamworking a number of issues need to be examined. The first is the term "appropriate". [91: .	FMST Management Planning Course 106 Notes, Jan 97.] 

Walton points out that 'Teams, not individuals, often are the organisational unit responsible for performance'[endnoteRef:92]. When examining the effectiveness of a team, managers may, due to their heuristic rather than rational decision making methodologies[endnoteRef:93], tend to assess the performance of individuals rather than the team. However this may not be appropriate. If an individual's overall functional flexibility is determined by the advice and support available within the team that he or she works, then it would not be appropriate to use the individual's performance to judge the performance of the team, nor in fact would it be appropriate to judge the individual's likely performance as a team member on his or her performance as an individual. Therefore when setting PIs, managers must make sure that they are appropriate to the subject under examination.  [92: .	R. Walton, 'From control to commitment in the work place', Harvard Business Review, March - April 1985.]  [93: .	Bazerman, Op cit., (pp 3-11).] 

Further difficulties may arise over the use of PIs within the framework. Fitz-enz[endnoteRef:94] points out one of the more fundamental problems: that a myth has developed that the value of personnel's work could only be judged by those doing the work and that it can only be done in a subjective manner. 'This view sets personnel [managers] apart from the rest of the organisation. Line managers quickly learned that personnel [managers] had neither understanding of nor interest in business matters.'[endnoteRef:95] This suspicion of PIs goes further. 'Many TQM proponents, like Deming, argue that traditional performance appraisal methods are attempts by management to pin the blame for poor organisation performance on lower level employees, rather than focusing attention on the system'[endnoteRef:96]. Therefore it is envisaged that problems may be encountered when using the framework because managers are not familiar with, or suspicious of, PIs.  [94: .	J. Fitz-enz, How to Measure Human Resources Management (2nd Ed), McGraw- Hill Inc, 1995.]  [95: .	Ibid]  [96: .	J.E. Ross, Total Quality Management Text, Cases and Readings (2nd Ed) (p. 124), Kogan Page Ltd, 1994. ] 

In addition, Belbin's Workset[endnoteRef:97] studies also note the considerable variance between the manager's and worker's perception of their jobs. Therefore if business strategy is to be linked to the human resource plan, managers will need to understand the contribution that their workforce makes and to do this all sides (line managers, personnel managers and the workforce) will need to accept that the value added by the workforce must, in some way, be measurable. Therefore managers, when judging the workforce's ability to multi-skill, need to determine the criteria against which they will judge performance, and this needs to be communicated clearly to the workforce.  [97: .	R.M. Belbin, B. Watson and C West, 'True Colours',  People Management (p.36), Institute of Personnel and Development Vol 3 No 5,  6 Mar  97.] 

Two further factors need to be brought into the equation at this point. The first is the probability of an outcome and the second is the setting of priorities
Outcome Probability. Within the process of analysis, and built into the notion of subjective judgement, is the concept of outcome probability (such as that used in the Hurwicz criteria[endnoteRef:98]). That is to say that a manager sets, consciously or unconsciously[endnoteRef:99], the desired probability that a required outcome will be achieved. This probability may range from "the result is essential" to being "unconcerned about the outcome". However, as with much of the other heuristic decision making process, this process is more likely to be unconscious rather than conscious and therefore the effects of these judgements may be contradictory and confusing[endnoteRef:100]. Part of the purpose of a tool such as the FRMT is to make managers aware of value judgements which are being unconsciously added to the decision making process. This subject will be examined during the main series of interviews. Implicit in this process is the setting of priorities. [98: .	Statistics Course Notes, MDA 11 Cranfield University, Nov 96. ]  [99: .	Bazerman, Op cit.,  (pp 12-47). ]  [100: .	Ibid  (pp 50-75)] 

Priorities. Within management the setting of priorities is a constant issue. However, if the heuristic argument is accepted, then the process by which priorities are set is unlikely to be fully rational. It is therefore important to examine on what basis priorities are likely to be set and to see whether the criteria are still appropriate when examining skill loading. In a profit orientated organisation (such as are found within commerce and industry) or a cash limited organisation (such as the public sector), finance is likely to be a major factor. Large expensive projects will receive more attention than smaller ones even if the accumulated effect of the smaller ones is greater than the larger project. Conversely, meetings may spend the majority of their time discussing a very minor subject with which the members are very familiar, whereas a major complex project may be accepted with little debate on the advice of an expert. Therefore, before a decision on skills priorities is made, it is important that those making the decision are aware of the factors that are biasing their judgement.  Again this subject will be examined during the main series of interviews.
[bookmark: _Toc357606925]Determine the Training Needs
The final step in the Skills Audit process is to determine training needs. When examining functional flexibility and therefore the skills required, managers need to be aware of the training that their workforce has had and they need to understand the problems associated with skills retention. Montgomery thought that training was so important that, when he took command of the 8th Army in 1942, he expected units in contact with the enemy to continue to train[endnoteRef:101]. Research has shown that it is wrong to assume that, because a person has performed a function or skill for a period of time, the skill will be being performed correctly[endnoteRef:102]. In addition, skills that are used frequently but incorrectly performed are more difficult to correct[endnoteRef:103]. Therefore it is important that managers ensure that the appropriate skills are performed correctly and that errors are remedied quickly. Any process of skills training and assessment should include steps such as the acquisition of the skill, competence or knowledge, practising and testing it, and continuous review of the process[endnoteRef:104]. [101: .	8th Army Training Memorandum No1 1942, Army Doctrine Publication Volume 4 'Training' (p 4-5), MOD DGD&D/18/34/65, Dec 96.]  [102: .	Project CLEARWAY - A human factors assessment of search equipment, DRA CHS(HS2)/CR95/068 dated 14 March 1996.]  [103: .	F.M. Spears, Skill Acquisition and Loss, HQRAFSC Research Branch RAFSC/496164/1/RES, Dec 91.]  [104: .	Army Doctrine Publication Volume 4 'Training' (p 1-A-3), MOD DGD&D/18/34/65, Dec 96.] 

Companies spend large amounts of money on training. For example, British Aerospace spent £42m[endnoteRef:105] on training in 1996. However money is not always spent wisely as companies 'fail to link such investments to their overall business plans [and]....to measure the effectiveness'[endnoteRef:106] of the training. Therefore companies must be clear about the skills they require of their workforce; however, they must also avoid overtraining. Overtraining a workforce is not only a waste of resources but it can also lead to a dissatisfied workforce who may feel unfulfilled if they are unable to use the skills that they have been taught. Therefore, when considering his organisation's training needs, a manager must not only determine what skills his workforce requires but he must also think about how long the skills will be retained and the most suitable method for promoting skill levels. While the process of producing the FRMT will help to identify the skills required, consideration must now be given to training methods and skill decay. [105: .	British Aerospace Financial Report 1996.]  [106: .	Coopers & Lybrand report for the Foundation of Manufacturing and Industry report by Robert Taylor, 'Training spending "outside strategy"', Financial Times, 2 June 1997.] 

According to Spears[endnoteRef:107], it is critical when designing training programmes to achieve a balance between initial and refresher training. He suggests that training design should take into account the Difficulty and Importance of any task, as well as the Frequency with which it will be performed; this is also known as "DIF analysis". As with the other terminology used within the framework, the terms "Difficulty" and "Importance" need to be categorised and defined to ensure that they are appropriate to the case in hand. Each may be sub-divided, for example, into high, medium or low. Difficulty may be judged on the complexity of the task, the number of items or concepts that need to be considered at any one time, the number of independent steps that need to be performed in order, the number of decision points, error tolerance or whether there is time to refer to a job aid. Importance may be judged on whether the task is functional or safety critical, or the degree to which errors within the system can be tolerated.  Finally, task performance frequency is significant because infrequent performance on the job will usually result in skill decay[endnoteRef:108]. 'As with difficulty and importance, if task frequency is incorrectly judged, this can cause an imbalance in resource allocation and proficiency achieved. If frequency is assessed as higher than it actually is, then there is the danger of inadequate training based on the false assumption that the person will get adequate practice on the job. On the other hand, if frequency is assessed to be lower than it really is, there is the possibility of overtraining to compensate for the longer periods of nonperformance on the job'[endnoteRef:109]. [107: .	Spears, Op cit. ]  [108: .	Nichol, P.J Major. Training for job performance. U.S. Army Training and Doctrine Command.	]  [109: .	Spears, Op cit. ] 

DIF data provides valuable information for establishing training priorities. It is the interaction of the difficulty of the task, how important it is to job success, and how frequently it is performed that provides the key to proper training resource allocations.  Spears considers that it is important to ensure initial training takes into account the performance required, the resources available and the support (either continuation training or feedback) that will be accessible on the job. The frequency of refresher training then depends on the amount of skill retained, the cost effectiveness of training, and the minimum level of proficiency required for  accomplishing the task. Therefore a training regime should question the amount of initial training given, its cost effectiveness, and whether more emphasis should be placed on refresher training. To Spears the answers appear to depend on factors such as the time available for refresher training versus the costs of initial training, however cultural precedence may also affect the decision.
The importance of assessment in the process of skills promotion should not be overlooked.  A considerable amount of research both in the US (B. Parr[endnoteRef:110], J.D Hagman [endnoteRef:111], C.M. Knerr[endnoteRef:112], P.J Nichol[endnoteRef:113], J.D Schendal[endnoteRef:114]) and the UK[endnoteRef:115]  has been undertaken into skills acquisition and loss and this shows that mental skills are lost faster than manual ones; Handy[endnoteRef:116] complicates the equation further by defining 9 different types of intelligence. However, experience also plays an important role. Rejman[endnoteRef:117] believes that experience enables a person to recognise when knowledge can be applied to a problem. Therefore, previous knowledge and experience can significantly influence the rate of learning obtained, and the subsequent retention of the new tasks[endnoteRef:118]. Managers need to be aware of factors that enhance skill promotion or decay when considering their training regime.  Three traditional methods of skills promotion (on-the-job training, open learning and formal training course) will be briefly examined to see where they may best be used. [110: .	Parr,  Op cit.]  [111: .	J.D Hagman . Retention of military tasks: A Review. Human Factors, 25(2), (ppl99-213), 1983.]  [112: .	Knerr, C.M., et al, Army procedural skills: Learning and retention. Technical Report 621. U.S. Army Research Institute for the Behavioural and Social Sciences, 1984.]  [113: .	Nichol, P.J Major. Training for job performance. U.S. Army Training and Doctrine Command.	]  [114: .	Schendel, J.D. et al., On sustaining procedural skills over prolonged retention intervals. U.S. Army Research Institute for the Behavioural and Social Sciences, 1980.]  [115: .	Research note 4/91, Chapter 11 'Lessons from Operation Granby', Ground Defence Training Review: The Effectiveness of Current Ground Defence Training. 1991]  [116: .	Handy, Op cit., (pp. 205-206).]  [117: .	M. Rejman (Research Area Leader), Centre for Human Science, Defence Evaluation and Research Agency, interviewed 7 Apr 97.]  [118: .	Spears, Op cit.] 

Training regimes are likely to vary depending on the circumstances. 'While soft skills, such as customer care are better taught in a classroom environment ... employees gained product knowledge more effectively through open learning'[endnoteRef:119]. Historically on-the-job training is the way crafts are handed on. This method ensures that the knowledge or skill is directly relevant to the task in hand and that experience, including the corporate resource of cultural values, is passed on[endnoteRef:120]. As well as formal apprenticeship schemes, a great deal of knowledge is passed on as colleagues interact, however the process should not be considered to be "at no-cost" to the organisation. Resources are required to conduct the training; these may range from a moment of a colleague's time, to in-house training sessions where time, manpower and resources have to be set aside to conduct the training. However, despite the fact that it can be extremely cost-effective, not all on the job training is well organised and 'too many companies'[endnoteRef:121] allow on-the-job training to be carried out in a way which does not make the most of its potential. [119: .	N Merrick, 'Well remembered, but not that dear', People Management (p.45), Institute of Personnel and Development Vol 2 No 18, 12 Sep 96.]  [120: .	The Institute of Personnel and Development guide to on-the-job Training,  Institute of Personnel and Development, Apr 97.]  [121: .	Mike Cannell Policy Adviser for the Institute of personnel and Development  quoted in 'Training is just the job', Financial Times, 23 Apr 97.] 

Open learning also has its pitfalls. Much of the open learning in early 1990 failed because people were under too much pressure 'they were doing the jobs of two or three people ... and they were still expected to put in 10 hours a week [of training in] their own time'[endnoteRef:122]. Employees find open learning can be made more focused than classroom training where people may be afraid to ask questions or may not get on with their tutors. Companies, such as the Body Shop[endnoteRef:123], encourage their workforce to be self-motivated and to "learn" rather than be taught. So for training to be successful, an organisation must be committed to the training, they must ensure it is appropriate, they must plan the time that the employee has to train either to upgrade or refresh their skills, and they must be committed to the result and take time to evaluate the effectiveness of the training. [122: .	Interview of Pat Bosson (Director of training and assessment at HDL Training and Development) in article by N Merrick, 'Well remembered, but not that dear', People Management (p.45), Institute of Personnel and Development Vol 2 No 18, 12 Sep 96.]  [123: .	Interview of Jean Floodgate (head of learning and development at the Body Shop) in article by N Merrick, 'Well remembered, but not that dear', People Management (p.45), Institute of Personnel and Development Vol 2 No 18, 12 Sep 96.] 

To complete the model a mechanism must be added to ensure that individual potential is being used fully. This would be achieved by determining the capability of individuals, grading the demands made by each activity or task, and providing some means of balancing the two components. One mechanism (called the People Capability Maturity Model[endnoteRef:124] (PCMM)) has been produced which is software intensive and designed for software orientated organisations and, as such, is not currently suitable for use with the FRMT, however this research has yet to find a more appropriate mechanism. [124: .	B. Curtis, W Helfey and S. Millar, Overview of the People Capability Maturity Model, Software Engineering Institute Carnegie Mellon University Pittsburgh, 1995.] 

[bookmark: _Toc357606926]Summary
In summary this chapter has established, based on the original ideas of the skills audit, a methodology by which data on skills required to provide functionality within an organisation can be mapped and then analysed. Each of the steps required by the skills audit has been reviewed and consideration has been given to the factors that need to be assessed within those stages. It is important to note that while the framework does provide a management methodology, the methodology is not intended to be prescriptive. In using the methodology managers will need to define their own terminology using the description given as guidance to the process required. In this way the framework looks to assist managers assessing the risk associated with functionality within their organisation.
It is accepted that there are always likely to be conflicts between the perceptions of and the actual skills necessary to provide the required functionality within an organisation. Sources of conflict will vary but may include such issues as the ambiguity created by symbolic rather than practical directives, perceptions over the requirement for skill (including performance standards), the workforce's actual ability to retain the skills rather than management's optimistic desires, and therefore the need for continuation training and testing. For the purpose of the FRMT, how the skills are assessed is not of overriding importance. What is important is that managers consciously review the skills required by their organisation; this should provide them with, if not an accurate, at least an improved understanding of their business' condition. 
The next step required to validate the FRMT will be to submit it to peer review during a series of interviews.



[bookmark: _Toc357606927]CHAPTER FOUR - EXAMINING THE MODEL
5. Chapter One explained the full methodology that would be used to develop the viability of the FRMT.  This Chapter will describe how the original ideas on the FRMT were confirmed or how the framework was revised during a series of visits to both public and private sector organisations.  Again it is important to note that the aim of the interviews was to examine the model in the context of the organisation being visited, it was not to use the model to examine the organisation. Therefore, the comments that will be recorded are those that confirm the model or those that cause it to be modified.
Each visit was planned to last for about three hours. This time limit was chosen because all those being interviewed were busy people and 3 hours was considered reasonable for them to give to the discussions. The structure of each meeting was generally the same in that it examined each process within the FRMT in turn rather than examining the FRMT itself. However each meeting tended to concentrate on points raised by previous discussions on which conclusions had not been drawn. The author chaired the discussions and attempted to stay objective by asking neutral questions on why and how processes were carried out. Only once the parameters for a process had been established did the author then explain to the meeting how he saw the process being used in the model before moving on to the next process.
[bookmark: _Toc357606928]NATIONAL HEALTH SERVICE
A pilot study used an anaesthetics team within a National Health Service hospital[endnoteRef:125]. The aim of the meeting was to examine whether the FRMT could be applied to this working environment. For the purpose of the study, the arbitrary boundary was set around the work carried out in support of cardiothoracic surgical procedures.  [125: .	 The meeting took place on 2 May 1997 with a consultant anaesthetist, Dr Colin Sinclair from The Royal Infirmary of Edinburgh, who has special 'responsibilities for carrying out teaching, accreditation and examination[s]'.] 


Using the Mission Statement format, the boundaries for this team were defined as:
"To abolish the sensation of pain of a patient during cardiothoracic surgery at the Royal Infirmary of Edinburgh, while ensuring that the patient comes to no harm and returns to normality, using procedures generally agreed by the General Medical Council, while being resourced and administered by the Royal Infirmary of Edinburgh National Health Service Trust."
This exercise brought to light the difficulty that some have focusing on their purpose. The interviewee showed a tendency to try to justify all his functional responsibilities within the Mission Statement rather than focusing on his primary purpose which would then help him to place an appropriate priority on his remaining functions. This was found to be a general problem throughout all the interviews.
The next step was to use the group definitions, defined in Chapter 3, to divide the team into the 4 groups. Although the team was small it did divide up into the groups as shown below:
1. Group 1, the Core Group, were the personnel who delivered the main service defined in the mission statement. The group consisted of the consultant anaesthetist and any doctors under instruction.
Group 2, the First Peripheral Group, provided support functions. This group consisted of a Monitoring Technical Officer, in this case a perfusionist, who runs the life support machines required to keep a patient alive.

Group 3, the Second Peripheral Group, provided non-primary functions. This group consisted of Operating Department Assistants who ensure that items are available to the Core Group members when they are required.
Group 4 consisted of all other personnel associated with the Mission Statement. These were either Externals who carried out Secondary tasks, such as a part-time secretary, or Operational Externals who provided medical expertise but who were not part of the Anaesthetist's team, such as the staff that care for the patients pre and post operations.
The second part of the study was to examine each of the areas of functionality in order to see whether the required skills could be or had been defined. This work showed that, while the relatively simple skills required by the peripheral groups had been specified, this had not yet happened for the core group or the externals. A draft programme for doctors undertaking training as anaesthetists requires that the necessary level of knowledge of basic science, specialist skill and the ability to apply this to clinical practice be stated; this work had not yet been completed. As for the part-time secretary, in line with White's findings, such detail was thought to be unnecessary.
The final point of note was the concept behind the training of anaesthetists. The use of "apprenticeship" training schemes are more usually associated with craft or manual skills. McDonalds Restaurants[endnoteRef:126] use such a methodology to train new members of their "crew". However, apprenticeships may also be used by "professional" bodies; in anaesthetics the student is developed, on the job, by a mentor. Therefore when determining the appropriate training scheme, managers should be careful not to exclude options because of preconceptions. [126: .	M Cannell, 'Practice makes Perfect', People Management  (p.29), Institute of Personnel and Development Vol 3 No 5, 6 Mar 97.] 

The conclusions drawn from this first visit were that:
1. Managers unfamiliar with the concepts of mission statements may find it difficult to define their organisation clearly, which would detract from the value of the rest of the analysis. 
The group definitions could be applied to an organisation not related to the author's experience.
Detailed analysis of functionality was likely to cause problems. Where the functionality was relatively straightforward it had been done. Where it was very complicated (as with the doctors) or where the contribution may be overlooked or undervalued, a clear definition of the requirement may not be available.  
The "apprenticeship" training schemes are as applicable to professionals as they are to craft or manual skills.
[bookmark: _Toc357606929]NORTHERN IRELAND INFANTRY ROLED BATTALIONS
The main study took place between 26 May and 4 Jun 97 when the author visited 6 infantry roled battalions operating in Northern Ireland (NI). The study used the infantry roled units as the basic framework for testing the FRMT because they provided the most visible manifestation of the military in NI and the author is familiar with their role and the environment. In addition, NI provided a number of similar organisations which enabled permutations on a single theme to be examined. The study looked at a resident (that is on a 2 year tour of duty) urban unit (2LI) without a specific geographical area of responsibility, known as a Tactical Area of Responsibility (TAOR); a resident unit (RRF) with a TAOR; a roulement (that is on a 6 month tour of duty) urban unit with a TAOR (2 RTR); a roulement rural unit with a TAOR (Welsh Guards) and a resident Royal Irish unit (7 R IRISH) with an urban TAOR. 
The concepts behind the FRMT were discussed with senior members of the unit. Those involved in the discussion were chosen because they would be able to answer detailed questions on the unit's structure, manpower, training and the division of  responsibility for both operational and administrative tasks. The group membership consisted of each unit's Second-in-Command, the Adjutant (who is the principal officer responsible for personnel matters), the officer responsible for operations and training, the Regimental Sergeant Major (the senior soldier), the Regimental Quarter Master Sergeant (second-in-command of the department responsible for logistical support functions), and an officer and a senior soldier from what was perceived to be the core group (the Rifle Companies). The majority of those taking part in the meeting had no previous experience of the theories behind management science. 
[bookmark: _Toc357606930]General Issues
At the very beginning of the discussions, a major issue came to light. This issue revolved around a clash of cultures within each unit between what might be described as the traditional culture (based on orders and unquestioning obedience as a mark of discipline) and a more radical culture based on command by direction (known as "Mission Command", "Auftragstakik", or within industry and commerce, "Empowerment"). In addition, the Army prides itself on having a "WILCO" culture which means that when given a task it will strive to achieve the desired result even if the obstacles in its path appear to be unassailable. These differences were typified by discussions such as whether a commander should give a soldier a task  "just to fulfill the commitment" even though the person setting the task and the soldier being set the task would know that the probability of the task being completed to the appropriate standard was low but that to question the order would be seen as a failure in discipline, or conversally whether functional performance should be critical and therefore any factor that might work against it should be questioned no matter what the circumstances. The issue in all these cases came down to more senior levels of management placing unrealistic demands on their subordinates, on one hand espousing the concept of Mission Command while on the other 'treating problems as a sign of failure, controlling everything carefully'[endnoteRef:127] and expecting orders to be obeyed unquestioningly. Although the FRMT would be of use within the traditional culture, it is unlikely to be used as the culture does not encourage internal criticism. The concepts behind the FRMT were received more readily and more rigorously criticised by those who understood Mission Command culture as it leans more towards that of a "learning organisation". [127: .	R. Moss Kanter's 'Ten Rules for Stifling Initiative' The Change Masters, Unwin Paperbacks, 1983.] 

[bookmark: _Toc357606931]Framework
Mission Statement. As in the pilot study, the use of a Mission Statement caused difficulties. The majority of the Mission Statements produced differed in a significant way from the unit's actual mission, in that they showed what they referred to as "mission creep" (that is doing more than was required under their formal tasking). This made interviewees question whether the process and their analysis was wrong because they were initially reluctant to question directives that they had received from superiors. Discussion over the mission statement brought sharply into focus the need for an organisation to be self-critical and clear about its purpose if confusion over functionality is to be avoided.
Determining Skills Required and Dividing Up the Workforce . The discussion groups analysed the organisation using the proposed definitions of groups and functionality. Although in general each group arrived at a distribution similar to Figure 3-6, problems were experienced. 
1. The first was caused by the hierarchical nature of the terminology (primary function, secondary function, core group, peripheral, externals) because they appeared to make value judgements about the worth of the work. Unsuccessful attempts were made to provide neutral terms: even colours had other meanings (blue is friendly forces, red is the enemy, white is for surrender, etc) and abstract (such as shapes) were just too abstract! Most groups preferred to use the set terms and work through the difficulties caused by perceived values; one group used roots, trunk, branches and leaves but accepted that this was also hierarchical. This experience did however highlight to all those involved the power of subconscious perceptions on judgement.
The second area of debate was over the placing of certain teams (such as the Headquarters Company's Headquarters and Battalion Headquarters). On analysis all the teams involved were adhoc groupings with widely varying functions. The point at issue here was that traditional structures had been confused with functionality and therefore reinforced the need to separate function from structure.
Measurement Scalar. When discussing a comparative unit of measurement the groups concluded that financial costs were not considered as a factor in the day to day decision making process. The key issue that determined whether a goal was likely to be achieved was time and, related to time, was the issue of manpower availability. Therefore, after considerable debate, the consensus was that, in their environment, "man/hours" was the most useful scalar comparator for determining the cost of activities.
Skills Level. The discussion groups examined the Nissan system for defining skill levels. The groups concurred with the concept but decided to define them differently. The groups concluded that such a system could help to ensure that time was not wasted trying to make personnel reach unobtainable or unnecessarily high standards. Initially the groups examined the system laid down in Army Training Doctrine because 'The concept of priorities and general standards of training is not new. The three divisions of "must know", "should know" and "could know" have been accepted for many years'[endnoteRef:128]. The groups concurred that so much now falls in the "must know" bracket that the other two categories have become irrelevant. The system they preferred, which had a striking resemblance to that used by Argyris, was as follows: [128: .	Job Analysis for Training (paragraph 420), Pamphlet 2 (Army Code No. 70670 )] 

1. Instinctive. Where the person must be fully trained and prepared to react instantly to an event in a specific manner.
Considered Response. Where the person must be fully trained to react to an event where a number of actions may be appropriate and there is likely to be time, no matter how short, to consider their future action.
Familiar. Where the person is familiar with likely circumstances but will have time to consult an aide memoire or to seek advice before being required to take any action. 
With Supervision. Where the person is familiar with likely circumstances but the desired result is only likely if that person is supervised throughout any action. 
Under Instruction. Where the person is unfamiliar with likely circumstances and therefore is likely to produce the desired result only if that person receives direct instructions prior to each action. 
Although this system did differ in substance from that originally proposed, both showed the ability to provide a graduated scale. In the context of the FRMT, either system would work. Therefore, the conclusion drawn is that a graduated scale is workable and that managers must select their own scale on a case by case basis.
Size of Framework. During the discussion of the framework it became clear that the framework could become a very large and complex document. If it was to achieve its aim of being readily usable, it was agreed that the size of the document had to be limited. The groups recommended that each framework should be limited to three, but preferably two, sheets of A4 paper. In addition, within the framework, functions should be grouped under sub-headings and, as a rule-of-thumb, each sub-heading should have no more than 7 subordinate headings, preferably 5. With these restrictions placed on the framework, it was agreed that it may be necessary to produce a family of frameworks to describe a complete organisation. However, the work required to produce the family tree would, in itself, be a valuable exercise as it would require the manager to examine the overall shape of his organisation.
[bookmark: _Toc357606932]Analysis
The second phase of the discussion examined ways of analysing the data contained in the framework.
Performance Indicators. The most difficult, yet constructive, area of discussion was on the subject of performance indicators and the way that they were assessed within an organisation. The culture within the organisation ingrains upon managers the need to assess the current status of their organisation. It was clear from discussion that this was the case as all interviewees were able to summarise their organisation's strengths and weaknesses. However from the very beginning it was clear that few were conscious of how data was collected and against which performance indicators they were making their judgements. In summary the main issues were seen as:
1. Although, consistent with Walton's[endnoteRef:129] findings, all the groups interviewed saw the basic unit of flexibility as being the 4 man team and that a team's performance would be greater than the sum of its individuals, the tendency was still towards testing of individuals and extrapolating the results across the unit because this kind of test was the easiest to administer, rather than striving for accuracy. These indicators (such as the annual personal weapons test, and the basic fitness test) were imposed by superior headquarters and it was felt that an undue importance was placed on these results because the number of skills tested was very limited and they did not give a true reflection of the unit's state of operational readiness. [129: .	R. Walton, 'From control to commitment in the work place', Harvard Business Review, March - April 1985.] 

Objective performance indicators were perceived as being harder to dispute (because they place less emphasis of the vagaries of individual assessors) and therefore were preferred for assessing "functional testing" during intra-unit competitions.
 As the size of the teams being tested became larger, objective performance indicators would be more difficult to set and more time consuming to test. However, subjective performance indicators were thought to be more flexible as they would naturally be adapted to the many different roles required of an infantry roled unit and more in line with the culture where a "commander's perspective" was considered to be a critical element.
In the end however a key point was identified[endnoteRef:130]: when commanders assess their personnel, rather than judging them on the way they perform a specific function, they are assessed on the probability that they will act "appropriately within a given circumstance". If this is truly the case (and there is related research[endnoteRef:131] which shows that people learn more effectively if they build their knowledge around a framework rather than on individual actions) then it could have an important effect on the way the Army should train. In the future, training may be more effective if it concentrates more on the parameters within which action is permitted rather than on detailed drills. [130: .	Quote from a Squadron Sergeant Major 2 RTR interviewed 4 Jun 97.]  [131: .	B Parr, The Long Term Retention of Knowledge and Skills, Springer-Verlag New York, 1987.] 

Assessing Performance. Formal systems of assessing functionality proved to be alien to the majority of those questioned. Only one of the six groups stated that they used such a system. All the groups agreed that they "probably" had sub-conscious perceptions of their organisation's functionality but they could not articulate it. The mechanism used was that if a task was perceived to require unfamiliar skills, then action would be taken to ensure that those skills were brought up to an acceptable standard. This approach was thought to be inconsistent with a Mission Command culture and the process was more rigorous in units that had adopted the new culture. Predominant within the traditional system is the perception ('the tone set by the Commanding Officer'[endnoteRef:132] or 'people learn what is expected of them'[endnoteRef:133]) rather than rational analysis. Mintzberg conducted studies[endnoteRef:134] which would indicate that 'in making decisions, managers tend to avoid hard (that is, systematic or analytical) data and rely more on their intuitive judgment'[endnoteRef:135]. This is supported by work done by March and Simon[endnoteRef:136] who concluded that 'decision makers will forego the best solution in favour of one that is acceptable or reasonable'[endnoteRef:137]; this they called "satisficing" and Kahneman and Tversky concluded that people 'rely on a number of simplifying strategies, or rules of thumb, in making decisions'[endnoteRef:138] . These simplifying strategies are called heuristics. In producing the FRMT consideration must therefore be given to whether it is to be used in a rational[endnoteRef:139] or a heuristic manner. In the way the FRMT has been presented so far it is a rational model which may be of use during full reviews such as would be required for business process re-engineering. However, more often managers are likely to want to devise "short cuts" and therefore the same concepts from the FRMT are presented in a more "Porteresque" manner at Figure 8.  [132: .	Quote from the Battalion Second-in-Command, 1st Bn Welsh Guards, interviewed 30 May 97.]  [133: .	Company Commander, 2LI, interviewed 28 May 97.]  [134: .	H. Mintzberg, The nature of managerial work, New York Harper & Row, 1975.]  [135: .	M. H. Bazerman, Judgement in Management Decision Making (3rd Edition) (p.6) , John Wiley & Sons, 1994.]  [136: .	J. G. March and H. A. Simon, Organizations, New York Wiley, 1958.]  [137: .	Bazerman, Op Cit., (p.5).	]  [138: .	Ibid (p. 6).]  [139: .	Ibid.] 

[image: ]
[bookmark: _Ref337887359][bookmark: _Toc357583765]Figure 8 - Heuristic FRMT
Functional Probability and the Setting of Priorities. The final area that required analysis were the factors that determine the setting of priorities and the probability that the function will be performed to the required standard.
1.  As with performance indicators, these areas, once their existence was recognised, were handled in a very subjective manner. In the traditional school of thinking many tasks were "of the highest priority" and "must be done to the highest standards". The Mission Command culture had moved away from this position and accepted that "there are functions that must be performed correctly" and there are "those which do not really matter" and that, between these two extremes, there was a graduated continuum. This graduation has not been defined. It was accepted however that, if these steps could be defined, this would assist the setting of more realistic and achievable levels of training. 
As for the setting of priorities, the position was even less clear.  As the many factors that affected  priorities were discussed, it became evident that the key issues in achieving set goals were time and then manpower. With sufficient time even the manpower issues were not thought to be critical. Once time was isolated as the key issue, the discussion looked at how time, as a resource, was managed. The discussion showed that although there was a rudimentary control of time (in the form of calendars of events which did cascade to detailed programmes), with the exception of the Guards on public duties, little consideration was given to the cost in time that was imposed on the organisation by each function. Again this point highlighted the issue of whether decisions were made by assessment of the most appropriate factors.
Summary. The main conclusions drawn from the discussions are:
1. Every organisation should be aware of the cultural basis of its decision making process. Failure to do so will lead to confusion, inconsistencies and inefficiencies within the system. In such an environment, tools such as the FRMT may assist organisations to establish the basic framework. (Even organisations that strive to learn and to empower their workforce may still be inclined towards Moss Kanter's ten rules for stifling initiative.)
1. While the FRMT does rely on definition to determine the graduated scales required to sub-categorise each of the terms used, the definitions need to be refined on a case by case basis to ensure that they are appropriate to the study in hand. Clarity is however the prime requirement.
[bookmark: _Toc357606933]INDUSTRY AND COMMERCE
The final series of visits was to British Aerospace (BAe) Samlesbury[endnoteRef:140] (18 June 1997), the Scottish Environmental Agency[endnoteRef:141] (SEPA) at Stirling Rank  (19 June 1997) and Xerox[endnoteRef:142] (9 July 1997). These were chosen as offers of access had been made during pervious contacts. [140: .	Interview of J Duxbury (Head of Operational Development), and J Almond .]  [141: .	Interview of  Mrs K. Houchin (Personnel Consultant Training and Development).]  [142: .	Interview of Ms S. Wright (Customer Education Manager, Rank Xerox UK ).] 

Setting of Functional Priorities. During their strategic analysis process, BAe used a process which was referred to as "Relationship Analysis". This analysis required each process to be related to all the others (using a layout similar to those used in road maps to show the distances between a number of locations), and then rated them in terms of importance. The results for each activity were then collated and ranked in order of importance; in the case of BAe Samlesbury this was from 1 to 73. The 73 items where then divided into 3 groups. The top third were "Value Enhancing", the next were the "2nd Tier" and the remainder were called "Support". The aim of this exercise 'was to focus effort on the value enhancing process' and therefore the costs of the activities within each of the tiers were compared and adjusted to ensure the Value Enhancing activities were 'improved' and the Support Activities were 'simplified'. This system does provide an effective process for ranking activities. However it is a very detailed methodology which will take considerable resources to process. In addition the methodology does not relate each activity to the main value adding function of the organisation. Therefore it is considered that while Relationship Analysis would be of great value during a large scale rational re-engineering exercise and where there is not a primary value adding function, it is considered to be too detailed for heuristic use of the FRMT.
Organisational Groupings. Within the BAe analysis the groupings used were derived  from Porter's Value Chain[endnoteRef:143] because they were familiar and they proved to be functional. While these groupings enable BAe to conduct their analysis, their familiarity was their major disadvantage. Where items can be "automatically" placed within an analytical structure, there is no requirement for the analyst to examine the data. As the whole aim of these methodologies is to make managers ask themselves questions, anything that is "automatic" fails to stimulate this process. In addition, while Porter's groups may be suitable for industry, the FRMT should be of use over a wider range of organisation types for which Porter's groupings may not be applicable. [143: .	M. Porter, Competitive Advantage, NY Free Press, 1985.] 

Within BAe's aim of 'being the Benchmark Company' within their sector, they have developed a very detailed matrix of competencies. This matrix grades each competency against five levels of performance from a "Learner" to being "World Class". Xerox on the other hand have three levels from "Associate" to "Role Model". While each has been given a detailed performance standard, the performance levels have not been generically defined and therefore the system is not easily transferable to other working environments. In addition the competencies related to major skills and many skills were "assumed" which would mean that associated costs would therefore be hidden. The FRMT would require managers to examine the implications of assumed skill.
The visit to BAe provided an insight into a highly complex system for defining, monitoring and improving competencies within an organisation. The major difficulty with the BAe approach, from the FRMT's point of view, was that it was too closely geared to their environment to be of general use. With the exception of the "Relationship Analysis", the system would need considerable adaptation if it was to be of use to other organisations.
During the visit to the SEPA the discussion revolved around Houchin's work introducing multi-skilled team working to the organisation and the balance within ability between breadth of skills and depth of knowledge. Within the work place the breadth is demanded by the business' processes (or functionality) and every worker will need to know a number of processes to a particular depth. Between individuals the breadth and depth will differ and the number of permutations is likely to be infinite. In her work on knowledge based workers, Houchin reveals that while workers may believe that they have different skills from their colleagues, often this is not the case. While workers may be working in different fields and have a different knowledge basis, the processes and disciplines used by each group are the same. Therefore when looking for areas suitable for multi-skilling, managers should look at the underlying processes for compatibility. This would appear to hold true for both knowledge based workers as well as for skilled manual workers[endnoteRef:144]. However, while each worker will require time to adapt, from the basis of functionality it would appear that there is likely to be greater flexibility within any organisation, barring what Houchin refers to as "Professional Taylorism", than might initially seem to be the case.  [144: .	Interview of M.J Hayward (Head of Medium Calibre) during visit to Royal Ordnance on 10 Jun 97.] 

[bookmark: _Toc357606934]CONCLUSION
During the course of the interviews all the facets of the FRMT were examined and alternative approaches were discussed. The general structure proved to be robust, however only a detailed study would require the model to be used in the rational way originally intended; for heuristic analysis the key factors need to be arranged in a different manner. The methodologies for creating sub-categories all provided stimulation for discussion which, in some cases, led to definitions more appropriate to the case in hand. As a means to make managers focus on and work through issues that were more normally dealt with sub-consciously, the FRMT proved to be a useful tool.


[bookmark: _Toc357606935]CHAPTER FIVE - CONCLUSIONS
6. Management is a dynamic and complex problem where goals have to be set within the available resources and priorities established so that risks are ameliorated. There are few areas as dynamic and as complex as matching the available human resource to the organisation's business strategy in order to maximise functional flexibility. If an organisation is to use its human resources efficiently and effectively then it must be capable of harnessing and utilising the workforce fully to achieve its business aims. Efficient use of the human resource, which in this regard is no different from any of the other resources available to management, will also mean that action must be taken to ensure that the resource is not needlessly wasted. It is therefore important that management has some method of analysing the issues raised by functional flexibility, including the linking of business strategy to the human resource plan. 
7. Market pressure drives organisations towards increased efficiencies; to this end organisations strive to be "lean". This drive for efficiency means that managers must look to make the most efficient use of their staff; this can be achieved through increased functional flexibility which in turn requires workers to be multi-skilled. The advantages that a lean organisation may gain from being functionally flexible are likely to benefit the workforce by "empowering" them. However, multi-skilling also requires managers to look for new ways to balance the changing functional requirements of their business with the value-adding potential of their workforce, that is linking business aims, through competencies, directly to members of their workforce. The goal must be to produce a lean organisation of the right size (referred to as "rightsizing") to compete in their section of the market and to avoid being overstaffed or conversely "anorexic". This paper provides a conceptual model for doing this; the method is referred to as the Functional Risk Management Tool (FRMT).
8. The aim of the FRMT is to enable managers to examine the functional flexibility required by their organisation, and the ability of their workforce to provide it, in order to determine the probability of allocated tasks being carried out to a specified performance standard and to maximise their organisation's potential. 
9. As with other tools of this type, the FRMT consists of two main parts: data collection and the analysis. Before the data can be collected however, boundaries have to be set around the problem; this has been done by creating a Mission Statement. The data required covers the functionality needed by the organisation and determines which parts of the workforce are concerned with which processes. The functionality and workforce are sub-categories to make the data more manageable and give the problem some structure. This basic structure enables processes common to more than one group to be identified so that overlaps can be justified or removed, deficiencies remedied and nugatory effort eliminated. During the process of data collection the manager should be forced to examine all the processes and activities required to make the organisation work. While many organisations do map processes and competencies down to an individual level, the individual competencies are not correlated with the workforce. In addition, all too often many minor processes and peripheral workers are overlooked. These oversights may in turn become hidden costs or sources of inefficiency. The FRMT should make managers aware of areas within their organisation which have not been considered by such reviews.
10. The FRMT also allows more detailed analysis of the multi-skilling problem. As well as looking at the functionality required, the skills required to perform those functions, analysis of skills availability and identification of any deficiencies, the FRMT leads on to the development of training programmes that may be required to overcome the deficiencies. It should be noted that when devising these training programmes overtraining would be considered equally as wasteful as undertraining. In carrying out the analysis managers need not only to determine the skills required and the level of performance to be attained by each worker in those skills, but also how they would judge whether the workforce was performing to a satisfactory standard. In this part of the analysis managers will be required to make conscious decisions on issues that may more normally be dealt with sub-consciously.
11. Important in this exercise of conscious determination is the process of setting judgement criteria. While the FRMT does give each factor a series of criteria for sub-categorisation, the purpose of these criteria is to initiate discussion about the criteria required rather than prescribing those to be used. In each case users of the FRMT should question whether the criteria are appropriate to their problem as opposed to applying them slavishly.  When the criteria are determined, the key factor should be to establish what is important to the business. Therefore, from the start, users are required to make business judgements; these may range from the relatively straightforward, such as the organisation's prime function, to the more obscure such as what probability of success is required for a particular outcome. However, in the end, the FRMT should help managers to use their knowledge of their business in a more effective manner.
12. The purpose of the FRMT is to make managers think about their organisation in a different way; to view it from a different perspective. As lean production is said to have changed the emphasis within manufacturing from economies of scale to 'economies of time'[endnoteRef:145] (where waste, encompassed in the Japanese term muda, was eliminated), then the process created by the FRMT should make managers question whether current measurement yardsticks are wholly appropriate and where financial criteria should be superseded by other criteria (such as time). As the time available for work is limited like any other resource, managers have to determine how much time they have at their disposal and then allocate time to tasks. This will highlight the conflicts between what has to be done, the standards to which it has to be done and the time available to do the task. If managers accept that time is limited and they have quantified and allocated the amount of time available, then different priorities may appear. [145: .	J Micklethwait and A Wooldridge, The Witch Doctors (p. 271), Heinemann, 1996.] 

13. When organisations look at the potential functional flexibility within their workforce, managers may find that they have greater scope if they examine processes and knowledge separately. In addition, training may be more effective and the outcome more predictable if it concentrates more on the parameters within which action is permitted rather than on detailed drills. However, when managers try to implement functional flexibility they may find that they have greater difficulties with management than the "shop floor" as Talyorism creeps into the professions.
14. In its original format the FRMT was conceived as model to be used as part of a rational decision making process. As a rational model, weaknesses have been identified (quantifying individual capabilities, grading the demands made by each activity and providing some means of balancing them) but have not been resolved. This work should be the subject of further study. However, evidence has been found which would suggest that the rational process is not the predominant one and therefore the reformatted version of the model at Figure 9 gives the same model with discussion criteria superimposed.
15. In the end what is important is that managers are conscious of the factors that colour their judgement. Sub-conscious factors need to be highlighted and brought into focus, and all factors need to be thought through at a level necessary to make the best decision within the time and information available. Managers need to know where the decision making process may be flawed so that they can guard against unforeseen consequences. In this regard, as may be the case with other models similar in type to FRMT, the final answer may not be as important in helping managers to understand their organisation as the process of working through the model.
16. If functional flexibility / multi-skilling is to be viable, in that it adds value to the business process and increases worker job satisfaction, then managers must understand where it is happening within their organisation and how to make the best use of it. While there are large computer based systems in use or being developed, there is little available to assist mangers to think through the issues involved. It is recommended that the FRMT is a suitable model to help this process. [image: ]
[bookmark: _Ref337887441][bookmark: _Toc357583766]Figure 9 - Heuristic FRMT (Criteria Superimposed)
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