Techno - Management 

Abstract :- 

During my career in software engineering spanning almost two decades across half a dozen organizations, I see a pattern. The organizations can be classified into  four categories based on their strengths and weaknesses in management and technical capabilities.

 Quadrant 1 

High managerial 

Low technical 

Only big talks!
Quadrant 2

High managerial

High technical 

Efficient! 

Quadrant 3

Low managerial 

Low technical 

Don’t disturb!
Quadrant 4 

Low managerial 

High technical 

Doing a lot! No results!

Obviously, quadrant 2 is the ideal to be in. But the reality, as usual is far from ideal. This is more critical in today’s dynamic market conditions  which is conducive for  the associated , short lived or the potential short life hypes like the BPR, Zero defect, Six Sigma, CMM , ISO, JIT, Malcolm Baldridge , ERP (what not!)  coupled with the shorter professional life of CEOs (when compared to Jack’s 20+ years with GE). All these have the potential to pull an organization away from Quadrant2. These, just come and go.  This article identifies the risks associated with the technology oriented organizations , whose managerial strengths are not so good, hence falling into the fourth quadrant and a road map to manage them.  The low managerial, high technical needs immediate attention, because they are very close to success, if well managed, but are potential white elephants, if not managed well; they tend to spend tons of  money and effort on new initiatives.

What are the symptoms of a qudrant4 organization? 

The number of ongoing initiatives are very high 

The number of successful initiatives , yielding results are very low 

The members started  seeing any new initiative as a waste of time and effort 

Please leave me alone this time, I have something  more important to do 

Consistent schedule slippages 

Consistent effort slippages 

Reducing levels of motivation of employees 

Lot of time spent in meetings 

Not many honest opportunities to celebrate achievements, always on a catch up mode 

Lack of risk taking among employees 

Always on the reactive mode 

Resistance to change

Don’t like questioning the status quo

Leaders cant last , only followers have scope 

I know it all, syndrome

This is how it is done here, syndrome

Sudden success

If you win, I loose attitude

These, if not taken care of, have all the potential to grow into a monster, which can pull the organization to quadrant2 or quadrant3. 

What needs to be done ?

Qualification of the initiative 

Have clear qualification criteria for allowing ideas to become initiatives. The following  following  basic check questions,  will help to qualify the initiatives, before start.

What is the benefit to the organization?

How much effort is required to institutionalize the initiative?

What are the other hidden costs involved?

Who is the owner?

What is the schedule?

Who will manage it?

When will we say that the initiative is successful?

What are the facilities and equipments required?

Is there any process involved? 

Who will define it? 

Who all will comprise the team?

What are the check points?

What are the trainings required?

Who are the suppliers?

Who are the customers?

What are the risks involved? How it can be managed?

Who will review the progress? What is the frequency?

What are the recognition and rewards for the team?

Is there any clash of interests and schedules, How it can be managed?

How can the person dependency reduced?

How will it tracked?

Define and explain success, failure and drop  criteria

Take the necessary time and effort, to define the success and failure criteria. The success criteria will explain, the parameters for defining the initiative as successful, and similarly the failure  and drop criteria. It is quite likely that, some of the initiatives  loose their relevance over a period of time. There is no point in taking them forward. But then, it is better to decide the criteria well in advance, so that everybody understands, why it is dropped.

Reward lavishly and smartly 

If possible, even a  glorious, ambitious  failed attempt. Let everyone see it. But then, this does not happen automatically. Someone has to take the lead. 

All of these are very simple and common sense based, but seldom addressed. Most of the time, a solution is developed, before identifying the need. Metrics programs in organizations is one good example. Someone defines the metrics  for someone else, and expect acceptance. And the whole damn metrics program continues forever, without providing any room for change. Similar is the case for defect tracking, effort tracking, CMM  initiatives.  These are just samples. One can see heaps of them in today’s corporations , if  there is no cataract of “I am always right”, in their eyes. 

