ARE YOU WORKING IN YOUR BUSINESS
OR WORKING ON YOUR BUSINESS?

When reviewing your business, whether as a manager

or as a business owner, it is sometimes overwhelming as

you try to decide what information is important and
why. You may use your business review to decide the
direction of the business for the next 12 months or even
as part of a three or five year plan. Read on to discover
the tools and models which could help you.

McKINSEY 7S FRAMEWORK

The McKinsey 7S Framework is a management model
developed by business consultants Robert H.
Waterman, Jr. and Tom Peters in the 1980s.This can be
used to analyse the effectiveness of teams within a
business as well as the impact of change.

The goal of the model was to show how 7 elements -
Structure, Strategy, Skills, Staff, Style, Systems and
Shared values -can be aligned together fo achieve
effectiveness in a business. The key point of the model is
that all the seven areas are interconnected and a
change in one area requires change in the rest of a
business for it fo function effectively.

The 7S Framework is mainly used fo frace performance
problems in a business to subsequently change and/or
improve these. It is important in this process to compare
the present situation with the desired future situation.
The 7S Framework constitutes a good framework in
which gaps between present and desired future
situations can be traced and adjusted.

The model can be applied to many situations and is a
valuable tool when organisational design is in question.
Common uses of the framework include:

* Facilitate organisational change.
¢ Help implement new strategy.

¢ |[dentify how each area may
need to change in future.

In the McKinsey model, the seven areas of organization
are divided info ‘soft’ and ‘hard’ areas.

LEADERSHIP

Shared

Values

Strategy, structure and systems are hard elements that
are much easier to identify and manage when
compared to soft elements.

Soft areas, although harder to manage, are the
foundation of the organization and are more likely to
create the sustained competitive advantage.
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STRATEGY

Strategy is the plan developed by a business to seek
competitive advantage in a particular market. A robust
strategy is one that is clearly articulated, is long-term,
helps attain competitive advantage and is reinforced
by strong vision, values and mission. By using mission
and vision the organisation’s objectives become clear.

But it's hard to tell if such strategy is well-aligned with
other elements when analysed alone. So the key in the
7S model is not to look at your business to find the great
strategy, structure, systems and etc, but fo look if it is
aligned with other elements.
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STRUCTURE

Structure represents how the organisation is structured
and which hierarchical layers are there, the way
business departments and divisions are organised. This
includes the information of who is accountable to
whom. In other words, structure is the organisational
chart of the business. It is also one of the most visible
and easy to change elements of the framework.

SYSTEMS

Systems are the area of the business that determines
how business is done and it should be the main focus for
managers/business owners during organisational
change. Systems are all formal and informal methods of
operation, procedures and communication flows. They
are the business and technical infrastructure that
employees use on a daily basis to accomplish their aims
and goals.

SKILLS

These concern both the skills of the organisation and
those of the employees and the ability the business’
employees to perform well. They also include
capabilities and competences.

During organisational change, the question often arises
of what skills the business will need to reinforce its new
strategy or new structure.

STAFF
This soft element is about the employees, their
competences and job descriptions.

It is concerned with what type of and how many
employees a business may need and how they will be
recruited, trained, motivated and rewarded.

SKILLS
Style is the management style of the business’ leaders.

It represents the way the business is managed by the
senior team, how they interact, what actions they take
and their value.

STYLE
Shared Values are at the core of the McKinsey 7s model.

They represent the standards and values and other
forms of ethics within an organisation in which vision,
corporate culture and identity are the key elements.
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They are the norms and standards that guide employee
behaviour and company actions and thus, are the
foundation of every organisation.

USING THE 7S FRAMEWORK

¢ |dentifying the areas that are not currently aligned -
look at the 7S elements and identify if they are
effectively aligned with each other. You will ideally
already be aware of how the 7 elements are aligned
in your business. Look for the gaps, inconsistencies
and weaknesses between the relationships of the
elements.

Determining your optimal organisation design — along
with other members of your senior team, establish
what effective organisational design you want to
achieve.

By knowing the desired outcome you can set your
goals and make the action plans much easier. This
step is not as straightforward as identifying how the
7Ss are currently aligned in your business. You may
need to do research and benchmarking to find out
how other similar businesses coped with
organisational changes and what organisational
designs they are using.

Deciding where and what changes should be made
— basically, create your action plan. This will detail the
areas you want to realign and how will achieve this.

Implementing the necessary changes — arguably the
most important stage is to have well implemented
change. Do you have the right people already in
your business to facilitate thise If not, you may need to
look to bring in consultants to do this.

Continuously review the 7Ss - change in one element

always has effects on the other elements and requires
implementing new organisational design. Confinuous

review of each area is very important.

USEFUL WEB LINKS:

https://www.mckinsey.com/business-functions/strategy-
and-corporate-finance/our-insights/enduring-ideas-the-
7-s-framework

https://whittblog.wordpress.com/2011/04/24/mckinsey-
7s-model-a-strategic-assessment-and-alignment-
model/

For further information visit www.abdo.org.uk/business-hub/




