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Every Employee An Owner


How do you get everyone of your employees to own the mission and vision of your company?  The answer is to install management by missions in your enterprise and go beyond the traditional management by results and management by objectives that have been the rule for generations in Western companies.  The good news for the Philippine business community is that one of the gurus of management by missions, a relatively new concept in management literature, is coming to town next January 2010 and will address varied audiences in both in-company sessions and public seminars.  His name is Dr. Pablo Cardona, Professor of People Management at one of the world's leading business schools (ranked by The Economist as No. 2 in the world in 2008).  Among his best-selling books are Management by Missions (with Carlos Rey) and   How to Develop Leadership Competencies (with Pilar Garcia-Lombardia).  


Why does the mission fail for some companies and generate extraordinary results for others?  Professor Cardona makes it clear that the answer has little to do with having better communication campaigns.   The key is to get the staff to live and breathe the mission:  to own the mission.  This would require that companies adopt a model that transcends mere financial targets.  This message is especially timely during the ongoing global economic crisis which has resulted mainly from a fixation, especially by investment bankers, on financial objectives. Including the hefty bonuses given to the top executives of these financial institutions.


In the book Management by Missions, Cardona and Rey report on a research that they conducted among more than 100 companies.  They found out that most companies have serious deficiencies in developing their organizational culture:  functioning in silos, limited cooperation, deficient vertical and horizontal communication, unclear values, lack of proactivity and initiative.  Because of these weaknesses, companies squander the potential contributions of their staff who are capable of producing better results.  Management by missions defines what is needed to turn this negative situation around, using a new organizational scenario in which everyone is rowing in the same direction.  To achieve such a desirable condition, the authors recommend a proven methodology full of practical ideas and solutions which can help executives and managers develop their true leadership potential and bring about change based on a sense of mission.


The authors used the case of Sony Espana to illustrate the process of moving to management by missions, as well as the results achieved by that move.  Because of increased competition (especially from Samsung), Sony Espana had started to lose its leading position in its sector.  The company urgently needed a change, but its employees had grown accustomed to a lax working culture and limited cooperation, which had become detrimental to the company's performance. (Here, I must add that, contrary to Filipino folklore, Spanish workers can be as hard working as the Germans or other European workers.)  To set the new changes in motion, management was advised by the authors to work on three aspects:  product, productivity, and people.  


In the initial phase, traditional communication channels were used, but that experiment proved unsuccessful.  Sony soon realized that the key to this process was turning middle managers into "agents of change" who would champion the mission of the company on a daily basis and in the smallest details.  They started by identifying the purpose of each area and then understanding its contribution to the common mission.  This required measuring the level of inclusion, complementarity and consistency that each department brought to the company's product, productivity and people.



Next, they identified the level of interdependence among several areas, in order to determine how much each department needed the others for carrying out the mission.  Then, they established collaboration commitments.  This methodology was applied gradually from the top down, until the idea of a common mission permeated the entire company.  Once the idea of the mission was fully developed and shared, it became possible to set objectives, tangible and intangible, which could be achieved more easily.  Upper management soon noted a changed atmosphere among the staff, who were more interested in the work of their colleagues, and had greater overall knowledge about the inner workings of the company, than under the former objectives-based approach.  Sales, profits and market share grew as a result.  In terms of productivity, efficiency indicators improved and each employee began to make suggestions on how to optimize his or her job.  Sony Espana became one of the star players in Sony Europe.  


According to Cardona and Rey, achieving this sense of mission at each level represents not only a competitive advantage, but, in many cases, a necessary condition for the company's survival.  "Managing by missions" can guide a company's strategic decisions, help focus employee efforts and keep the company unified in times of crisis.  Those who have adopted this model are having a clear advantage in weathering the ongoing global economic crisis, especially in Spain which is the hardest hit in Europe.  


Finally, the authors point out that managing by missions can be possible only if the enterprise has what are called "transcendent leaders," leaders who have the capacity to rise above merely financial and psycho-social motivations and are able to work for the welfare of their stakeholders in a selfless or gratuitous way.  Transcendent leaders attract employees to the organization who will be equally dedicated to the mission, thus cultivating new transcendent leaders at every level of the organization.  Transcendent leaders know how to manage by results and to manage by objectives.  Above all, however, they know how to manage by missions. For comments, my email address is bvillegas@uap.edu.ph. 
