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partnerships or open formats.

In order to make more precise assessments of developments within organizations, we conduct studies at irrequ-
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Current situation

The market and competitive situations facing many organizations have changed significantly. Digitization,
globalization, changing expectations of customers, employees and society as well as entirely new organiza-
tion and production models exert strong pressure from outside on the organization. This requires both people
and organizations to change and adapt as quickly as possible, although it is often unclear how and in what
direction change should take place. All that is certain is that the business model is in danger of failing if things
continue as they are.

We have observed that employees in organizations are becoming more and more aware of the increasing pres-
sure and the corresponding tendency toward blind actionism. Financial pressure to adapt imposes demands for
greater efficiency on the organization, and the effort required needed to achieve even minor improvements is
not commensurate with the outcome. As a result the whole system tries to accelerate in order to keep up with
the pace of change. The sense of ease and lightness disappears for many people and organizations, and people
approach the limits of their ability to cope with stress. In many cases, this leads to resignation and paralysis.
Many people sense that things cannot continue as they are.

Everyone is talking about the demand for digitization and big data. But that is only one aspect in our view. We
are firmly convinced that a new form of interaction is needed to tap people's potentials and generate the sense
of lightness and energy that is needed to do so. We believe that it is important to analyze the ways in which
people define goals, interact, communicate, make decisions and create added value within the existing organi-
zational system.

Objectives

The goal of the study is to survey organizations with respect to the current status and future of their operating
systems - their internal systems of management and cooperation - for the purposes of ...

- identifying and analyzing current challenges and pressures facing the organization;

- analyzing the factors that have contributed to the “perceived reality” and

- determining the extent to which employees are acquainted with their operating system, how effective it is
and how well equipped it is for the future;

- analyzing how improvements and enhanced efficiency can be achieved under the existing pressures and
the current pace of change;

- and determining what must be done in order to manage the impending changes effectively.

Design of the study

The qualitative study is based on a survey of managers, project leaders and experts in HR in organizations in
various different business sectors. The interviewees were surveyed on the basis of an interview guide containing
both open and closed questions, and the open questions were coded in accordance with recognized methods of
empirical research in the social sciences.
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The essentials at a glance

The following section provides a summary of what we regard as the most important findings from the
“Operating System for management and cooperation” study.

The culture of management and cooperation is the most important factor in the process of
achieving improvement

The pace of change has increased significantly. The participants in the survey indicated that they would
like to have more support in that context. Nearly all participants regard the management culture, the op-
erating system for management and cooperation, as the most important factor in the process of achiev-
ing decisive changes, such as complex transformation processes.

Most organizations wait too long

The majority of survey participants stated that their management and cooperation processes are not
systematically reviewed. According to the participants, more is invested in new technology than in man-
agement and cooperation. Only when the bottom line is negatively affected does executive management
react, at which point employees are compelled to submit to change. It would be better, they indicated, to
avoid downward trends and let employees become the designers of change - by reviewing the need for
transformation of the operating system regularly and actively involving employees in the process.

What should change?

Management, cooperation, the error culture, room for inspiration and innovation, a better balance of
tension and relaxation instead of constant tension, continuous crisis management and ceaseless high
performance - energy and lightness are lacking. All of these wishes are concerned with the ways in which
management and cooperation take place within organizations - and with the question of whether a com-
mon approach exists at all.

Knowing what you're doing — and why

There is a lack of consensus regarding the methods employed in setting goals and coordinating working
procedures. The question of meaning is one of the first unresolved issues. Participants indicated with only
5.6 out of 10 possible points that they believe that employees know how their day-to-day work contrib-
utes to the overall goals of the organization. Yet that is an important factor when it comes to encouraging
employees to assume more responsibility. Expressed somewhat differently: If | don't know where the boat
is headed, | won't be able to determine how much muscle power to exert as | row - or whether | might be
needed somewhere else.

Coverdale study: "Operating System for Management and Cooperation”__ Page 5



More decisions, more communication, more transparency, less hierarchy

The most urgent desire for improvement relates to the key issue of management and cooperation. The par-
ticipants expressed the desire for more decisions - but at the right points. Reduced hierarchies would help
ensure that decisions are made more often at the points at which problems actually arise. This shift should
be flanked by a consciously accepted error culture. That requires more communication and transparency.
The participants indicated that they would strive first and foremost to improve these success factors -
management and cooperation - if they were permitted to make decisions themselves.

Where should an organization begin?

The participants expressed definite opinions on this matter as well. They wish to work with top manage-
ment and decision-making circles to bring about a targeted transformation of the common operating
system. In support of long-term success, the participants expressed the need for a management personnel
development program focused on these success factors.

Active design of the operating system generates confidence and strength for change

It was gratifying to recognize that the majority of those surveyed still stand behind their organizations.
Most participants are still confident that their organizations are acting appropriately and that change

will improve the situation. Interviewees from organizations that already review their operating systems at
regular intervals and design them actively, look to the future with particularly strong confidence and trust.

Questions and results

N = 68 participants

1__ Let's assume that you are a programmer.
Which element(s) of your operating systems would you reprogram immediately?

(Multiple answers are possible.)
Ranking of the most frequent answers:

The culture of management and cooperation (operating system)
Communication and interaction

Empowerment/personal responsibility

Simplification/more flexible design/adjustment of structures
Clarification of strategies and goals

Improvement of innovative capacity and the error culture
Transparency

N o gk wd =
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2__How would you rate the quality of the operating system for management and cooperation
in your organization?

21

Rating scale 9 9
1 = poor to 10 = outstanding

Approx. 100% missing:
no answer poor 1 2 3 4 5 6 7 8 9 10 outstanding

3__How well does it work with regard to the following aspects?

Questions and average ratings:

3.1__ Action is based on meaning and
purpose.
15 15
13
8
@ 6,6 5
W .

Approx. 100% missing: no answer - 0w  wem N = |
No answer: 5 Disagree 1 2 3 4 5 6 7 8 9 10 Agree

3.2__ The system is always focused
on the customer.

@69
i 1 0 o
Approx. 100% missing: no answer — I .
No answer: 4 Disagree 1 2 3
3.3__ The different strengths and
personalities of all concerned 16
are respected and taken into 13
account. 9 9 ;
. B i
1
Approx. 100% missing: no answer . 0 - . 0 -
No answer: 6 Disagree 1 2 3 4 5 6 7 8 9 10 Agree
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3.4__ There is a standard appro-
ach to goal clarification and
systematic cooperation.

Approx. 100% missing: no answer
No answer: 5

3.5__ Room for decision-making,
action and creativity is made
available to all employees.

Approx. 100% missing: no answer
No answer: 5

3.6__ Communication is a process in
flux.

Approx. 100% missing: no answer
No answer: 5

3.7__ There is a well-developed,
constructive feedback culture.

Approx. 100% missing: no answer
No answer: 5

3.8__ There is a management
culture.

Approx. 100% missing: no answer
No answer: 5

3.9__ People learn systematically
from mistakes.

Approx. 100% missing: no answer
No answer: 5

@53
Disagree
& 6,2
Disagree 1 2 3 4 5 6 7 8 9 10 Agree
15 15
@ 6,0
Disagree 1 2 3 4 5 6 7 8 9 10 Agree
20
13
1
8
................................ 4. B
@ 5.1 5 I 5 3
1l mm O m B o |
Disagree 1 2 3 4 5 6 7 8 9 10 Agree
18
@ 6,0
Disagree 1 2 3 4 5 6 7 8 9 10 Agree
16
14
"
8 9
@53
Disagree
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3.10_ Employees are free to take
risks and fail.

Approx. 100% missing: no answer
No answer: 6

3.11_ Knowledge is communicated,
shared and cultivated.

Approx. 100% missing: no answer
No answer: 6

3.12_ Progressive development and
learning are core duties of
every employee.

Approx. 100% missing: no answer
No answer: 5

3.13_ Everyone identifies with the
goals of the organization.

Approx. 100% missing: no answer
No answer: 6

3.14_ There is sufficient time and
space for inspiration and
innovation.

Approx. 100% missing: no answer
No answer: 6

3.15_ There is a good, rhythmic balan-
ce of tension and relaxation.

Approx. 100% missing: no answer
No answer: 6

@ 6,1

Disagree

@ 6,1

Disagree

263

@ Coverdale

Agree

12

Disagree 1 2 3 4 5 6 7 8 9 10 Agree
15
12 12
8
6

@5’9 .............................. 4 ............................ I ........ 2 .....................

L o.mMN - |
Disagree 1 2 3 4 5 6 7 8 9 10 Agree

@50

Disagree

D 4.4

Disagree

Agree

Agree
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4__If we could ask employees in your organization, which element(s) of the operating system
would they identify as being most in need of further development?

(Multiple answers are possible.)
Management 58%
Communication
Cooperation
Strategies and goals
Participation and empowerment
Decision-making speed and autonomy
Innovation and the error culture
The feedback culture
Transparency
Training and continuing education

Respect

Tension and relaxation 8%

T T T T T T 1
0 10% 20% 30% 40% 50% 60% 70%

5__When you look to the future, how would you assess your operating system?

Needs to be changed: 65 % 65%
Does not need to be changed: 19% 19%
Is currently being changed: 16% 16%
T T T T T T T 1
0 10% 20% 30% 40% 50% 60% 70%

Page 10 _Coverdale study: "Operating System for Management and Cooperation”



@ Coverdale

6__ Which elements do you consider especially helpful when it comes to meeting the challenges

to come?

(Multiple answers are possible.)

Focusing on customers and goals
Possible formulations:

“Clear focus on the customer”
"Management culture”

“Action is based on meaning and purpose”
"Interdepartmental cooperation™”

Tapping sources of energy and inspiration
Possible formulations:

"Energy, time and room for inspiration and innovation"
"Freedom to take risks"

"Respect and respectful interaction”

“Experimentation and freedom to express opinions”
Exploiting and developing strengths

Possible formulations:

"Different strengths and personalities are exploited
and respected.”

"Knowledge management”

“Reduction of reliance on hierarchies in favor of networks"
“Becoming agile and flexible in every respect”

Progressive development and learning

Possible formulations:

“Commitment to life-long learning”

"“Learning from errors"

"Individual training and continuing education opportunities”
"Progressive development of every employee”

Understanding and promoting change
Possible formulations:

“A proactive approach to future issues”
"Diversity with basic structures”
“Improvement management"”

“Cultural changes”

T T T T T T T T T 1
0 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
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7__ How, when and by whom is your operating system reviewed? How can you tell whether the
operating system is adequate or not?

(Multiple answers are possible.)

The system is never reviewed. 48%
Results / financial pressure

Gut feeling / intuition

Employee surveys

Employee interviews [ feedback/ informal sources
Workshops [ closed meetings

Reviews [ audits

Critique / assignment of blame

Employee satisfaction

Feedback from customers

External service providers

T T T T T 1
0 10% 20% 30% 40% 50% 60%

8__ How do you feel about the future when you consider your current operating system?

(Multiple answers are possible.)

Good

Confident 28%
Hopeful
Okay

Urgent need for action 30%

Not well positioned
Worried

Left alone

Anxious

Skeptical

T T T T T T 1
0 5% 10% 15% 20% 25% 30% 35%
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9__ What are the biggest obstacles to optimal development of the operating system in your
organization?

(Multiple answers are possible. Approval as a percentage of the given answers)

There is no error culture for structural changes. 62%

Managers do not cooperate. 60%

There is not enough time for people to
concern themselves with this matter.

There is a lack of expertise required for implementation.

Employees do not cooperate.

The issue is not a priority matter in the
eyes of executive management.

Not enough budget resources are made available

T T T T T T 1
0 10% 20% 30% 40% 50% 60% 70%

10_ What measures can be taken to promote the healthy development of the operating system
in your organization? What prerequisites must be met in order to do so?

(Multiple answers are possible, number of answers)

Changing management/management culture
Changing the corporate culture (e.g. eliminating silos)
Organizational development/external support

More time and room for development

Improving cooperation

Training courses

Developing personal skills

Top-down /Board of Management/support from
executive management

Error culture /more courage

Serving as a model

Openness and trust

More responsibility /empowerment

Strategy [ recognizing and understanding the purpose

Balance of tension and relaxation

25
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11_ Where should responsibility for the operating system be anchored within your organization?
Who should be responsible for further development?

(Multiple answers are possible.)

Board of management [ executive management 80%
Top management level
All managers

HR

All employees

External support 6%

T T T T T T T T 1
0 10% 20% 30% 40% 50% 60% 70% 80% 90%

12_To what extent do you agree with the following statements?

12.1_ We invest more in new tech-
nology than in the progressive
development of management 14
and cooperation. 9

No answer: 8 Do not agree at all 1 2 3 4 5 6 7 8 9 10 Agree absolutely

12.2_ Operating profit is often more
important than employee
development.

No answer: 7 Do not agree at all 1 2 3 4 5 6 7 8 9 10 Agree absolutely

12.3_ Every employee is aware
of his/her contribution to
the overall goals of the
organization. g 10 9

No answer: 6 Do not agree at all 1 2 3 4 5 6 7 8 9 10 Agree absolutely
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12.4_ Progressive development is a
basic duty of every employee.

No answer: 6 Do not agree at all 1 2 3 4 5 6 7 8 9 10 Agree absolutely

12.5_ QOur operating system is de-
veloped systematically on an
ongoing basis.

8 I 6
1
S B B EEENE m W
T T T T T T T T T T
No answer: 8 Do not agree at all 1 2 3 4 5 6 7 8 9 10 Agree absolutely

Statistics

N = 68 Participants

Size of the organization Participants in the survey
Less than 250 employees 12
250 to 500 employees 9
500 to 1500 employees 13
1500 to 15000 employees N
More than 5000 employees 23
Total 68
Interviewee's position Participants in the survey
Top management level 27

1st reporting level, depending on the size of
the organization (disciplinary)

Middle management level (disciplinary) 20

Lower management level (disciplinary)

Technical manager (e.g. project manager)

Expert
Staff employee in HR/OD/PD
Total 68
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