Prof KC Chan and Dr CM Tay provide an insight into the Integrated
Management System and describe the management practices that
companies should adopt in their drive towards excellence.

ased on a five-year study of winning firms that
truly produce business results, a team of
renowned researchers were able to identify the
‘must have’ management practices (Nohria,
Joyce and Robertson, 2003). Four distinct primary
management practices were highlighted. Further, the
primary management practices need to be supplemented
by two out of the four secondary management practices
for business success, as listed in Figure 1.

Besides identifying the ‘Four Plus Two’ management
practices that can significantly affect an organisation’s
performance, the research also developed a list of
behaviours that support excellence in each practice as
highlighted below.
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Primary Management Practices

Strategy
Whatever strategy is employed, whether it is low cost

or product leadership, it will work if it is sharply defined,

clearly communicated and well-understood by employees,
customers, partners and investors.

¢ Build a strategy around a clear value of proposition
for the customer.

* Develop strategy from ‘outside in’, based on what
customers, partners, and investors have to say and
how they behave.

¢ Continually fine-tune strategy based on changes in the
market, eg: new technology, social trend, government
regulations or competitor’s breakaway product.
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Primary Management Practices

Figure 1

Secondary Management Practices

e Clearly communicate your strategy within the
organisation and to clients and stakeholders.

* Keep focused. Grow your core business. Beware of
the unfamiliar.

Execution

Develop and maintain flawless operational execution. You

may not always bring delight to your customers, but never

bring them dismay.

* Deliver products/services that consistently meet
customers’ expectations.

° Put decision-making authority close to the front-line
to react quickly to changing market conditions.

* Constantly strive to eliminate all forms of excess and
waste. Improve productivity at a rate that is roughly
twice the industry average.

Structure

Managers spend hours agonising over how their

organisations should be structured. Winners show that

what really counts is whether structure reduces

bureaucracy and simplifies work.

° Make your organisation easy to work in and work with.

¢ Promote cooperation and the exchange of information
across the company.

e Put your best people closest to the action.

° Establish systems for seamless sharing of knowledge.

Culture

Corporate culture advocates sometimes argue that if you

can make the work fun, all else will follow. The research

results suggested that holding high expectations about

performance matters a lot more.

* Inspire all managers to do their best.

° Empower employees to make independent decisions
and to find ways to improve operations.
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° Reward achievement with pay based on performance,
but the performance bar should be raised each time
it has been surpassed.

® Give out psychological rewards, in addition to
financial ones.

e Create a challenging and satisfying work environment.

e Establish and abide by clear company values.

Secondary Management Practices

Talent

Winners hold on to and develop talented employees.

° Fill mid- and high-level jobs with outstanding and
talented individuals.

* Create and maintain top-of-the-line training and
development programmes.

° Intrigue and challenge your best performers.

e Keep senior management actively involved in the
selection and development of people.

Mergers & Partnerships

Internally generated growth is essential. But winners

are the ones who can also master mergers and

acquisitions.

* Enter new businesses that leverage existing customer
relationships and complement core strengths.

* Move into new businesses that make the best use of
both partners’ talents.

* Develop a system for identifying, screening and
closing deals.

Leadership

The right choice of capable executives can raise

performance significantly.

* Closely link the leadership team’s pay to its performance.

* Encourage management to strengthen its connections
with people at all levels of the organisation.












