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Update  - March 03AprilMayJulyJune 2004


Many organisations are coming to accept that developing the right behaviours is the real key to successful change and growth. Behaviours need to change first.  because theseThey have more impact than vision, mission and strategy on the motivation and engagement of staff. But it’s not easy to change! We canMany organisations design frameworks of desirable and unacceptablecompetencies and behaviours exist and claiming to ingshow how they derive from organisational values (vision, mission?  New term introduced?). Yet even if everyone seems to agree with them, it’s very difficult to make make the necessary real, permanent change to the behaviours that we see day-to-day. This is our speciality. We can help you to make it happen.Like it or not, all Projects face risks as we move from one milestone to the next. Yet we know for instance that parts of a clinical trial (e.g. data management) are inherently less variable than others (e.g. recruitment rates) and risk assessment and contingency planning are essential to minimise problems.  A simple methodology, easily applied to all aspects of a Project, is given in This Month’s Tip, but our experience is that Projects too often overlook such valuable exercises.  But external pressures are mounting. For instance, Proof of Concept is a highly important management decision about an asset to be licensed into full development, and risk assessment and contingency planning are essential to help quantify the choices that can be made once early clinical data have been obtained.
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Find a full version of this newsletter on the web , together with many other resources on: � HYPERLINK "http://www.teamcommunications.com/" ��www.teamcommunications.com� 


Call us on  +44 (0)1342 326015
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How can we help?





We develop the human side of business – changing behaviour to improve performance. We can:


We have long experience of working within the Industry and can understand your needs quickly and thoroughly. We leverage the human side of product development to help your organisation evolve.





Help project groups and functional management teams and project groups really drive the business together


Help management teams and project groups really drive the business





Help you to engage and motivate your staff





Help you make sharper, better decisionsEstablish a formal project system in a Discovery organisation when you’re beginning to commercialise products





In an existing, complex Project structure, understand exactly how and where cultural and communication problems are compromising success





Build an entrepreneurial approach in the line and project management structures





We can help you with individual projects:





Clearly establish roles and remit of the project team and sub teams





Build scientific/commercial consensus to develop the product profile and rationally analyse development strategy





Optimise development activities to effectively achieve Proof of Concept 





Make transnational teams work





Build team communication and decision-making skillsMake your meetings much more productive (and shorter!)








We have a great deal of experience in the pharmaceutical/biotech sector. �We can help you to:





Build scientific/commercial consensus to help product development and portfolio management





Clearly establish roles/responsibilities of and links between project teams and line functional management





Establish a formal project system in start-ups and discovery organisations





Make trans-national teams work











Case Study—Transforming the performance of a sales team





Recently we worked with a regional sales team of a medium sized Pharma company. This team was at the bottom of the rankings and needed to improve radically to meet its targets. 





The team’s manager felt that his own leadership style was not helping and needed development. He had difficulty understanding how to draw out the necessary performance from individuals, whowhich. This required a tough approach on behaviour change, yet in a way that would retain team spirit.





We began with some coaching for the leader in flexibility of approach. We built an understanding of when he should take an autocratic approach, and when a more participative, consensuals style was required,. We also made a plan for engaging with the team.


Case Study—Building Trust in a Medical Affairs Group





In 2002 we were hired to help a European MA function align with a major change in the parent company. Medical functions previously reporting to Local Operating Companies had been grouped together within Global R&D. This was part of a drive to grow existing brands by maximising investment in the highest value, pan-European Phase IV trials and focusing on internationally recognised opinion leaders. 





We worked with the management team – the country Medical Directors, Phase IV  Trials Manager, Medical Information Manager – and generating a cautious agreement to the new organisation was not a problem. For example a new clinical matrix was envisioned – retaining line management of monitors at local level, with coordination of their work centrally. This was planned to enable Medical Directors in the various countries to focus on building product expertise and cultivating relationships with Marketing and external Key Opinion Leaders.





���



We then brought the whole team together. The leader clarified the corporate goals and key short-term deliverables. Then we focused on:However, there was considerable distrust blocking the building of commitment when it came to any real change in roles. Any discussions that the management team did have foundered in endless debate over small details. Constructive dialogue and feedback were self-censored for fear of others’�
�
reactions. ‘The way it used to be’ was endlessly repeated.








Corporate goals and why was change needed





How things needed to change - behaviours and approaches for the future. The leader set out his views on what must be non-negotiable and on what he wanted input and help with.





Mutual needs - what the leader and team members needed from each other - support, challenge, ongoing reflection and feedback.





Overcoming key barriers - brainstorming ways to help people 'out of their comfort zones' - to tackle the difficult customers. Also they determined to maintain team interactions and continue building team spirit and support.





The results were dramatic. The leader developed far more confidence in his own style and the team members found it enormously motivating to 'optimise' the leader’s style, as well as bonding with their colleagues. The lower performing team members were helped to take a more results-oriented, dynamic approach, helping them sell tenaciously on every call. The bottom line improved immediately. Sales figures rose the following week, continue to grow and the team is a much stronger, more capable unit.Andrew has also underestimated the team members’ desire for him to be a full, social part of the team as well as its leader – they valued him as a friend as well as the boss.


The team members said that they have found that making commitments to the team and territory partners was enormously powerful and motivating. They learned that time to bond and share experience with colleagues had to be found, timetabled and prioritised. 


For some of them, developing their own thinking – taking a results-oriented attitude – setting achievement targets – is helping them out of their comfort zones – helping them sell effectively every time.











Despite the imperative to change coming from R&D and the commercial organisation, the team leader found it difficult to break through the team’s inertia and cynicism. We began by coaching the team leader in developing a stronger approach to the team and to express a firm and clear vision of how the future organisation should work.





In meetings with individuals, we developed a fuller understanding of the depth of feeling and their different concerns. Collating all of these, we were then able to identify where were real gaps in agreement and understanding. This meant that we could construct an agenda for a full day meeting where we could fully explore the key issues and not waste any valuable time on trivia.





We facilitated the meeting, at which the team leader was able to set out the new vision for team members’ roles very clearly and directly. Each team member was encouraged to take uninterrupted ‘air time’ and question / comment fully.  All of the contentious issues were taken in turn and explored calmly and constructively. The team was able to discuss the implications of accountability for elements of new roles, and in particular, ‘what if..’ scenarios were explored to see how the new systems would work in practice.





At the conclusion, a firm consensus was generated. The team were happy to set down new roles in communication documents to the whole department’s staff and the wider organisation. The team leader was able to move from months of uncertainty over introducing new roles, to a new role in developing top team members into a more empowered, commercially aware position.











Risk analysis is often assumed to be a complex process and as a result many teams do not do it.





However, the basic techniques are quite straightforward and (despite the common interpretation of the subject as dull and tiresome) they can be both highly useful and great fun to use.





Let’s imagine that your team has either made a decision to do something, or is considering between a few options. The Potential Problem Analysis tool can help ensure that implementation is as trouble-free as possible.











A cross-functional team should be able to make decisions that benefit the business and satisfy the various functions and departments. Lots of organisations take this approach but find that in practice teams struggle, argue and delay.





Taking a more systematic, rigorous approach can help. A  businessA business decision needs to be much more than a debate. It is a process of definition, information gathering, analysis, influencing and consensus building.





This technique can be enormously helpful at the very outset of such a process. It ensures common understanding of exactly what has to be done. The team needs to resolve three basic questions:


Techniques like this are often refined by assessing probabilistic likelihood of various possible events – and we can help you use formal decision-analysis techniques. But they are not always necessary. Some simple, common sense idea-generation and discussion can enable your team to understand the basic risks involved in any project, and select the best options.





A real example of a PPI in action is available on the web version of this newsletter. See web link above.





What decisions have already been made? What has been established as policy or longer-term strategy - usually by higher management. These are things we must be aware of and be guided by.





What is the decision that must be made now? This may seem an obvious question but in fact it is highly useful. Especially when the issue is subtle or complex and requires definition. Also when team members may have very different views, or perhaps haven't thought through the current situation clearly.





What decisions will be made later? This question is vital to focus the team on the issue at hand. Especially to avoid wandering onto topics which could waste time and detract from completing current tasks, or those which are best dealt with by sub-teams, other experts and so on.�
� EMBED Flash.Movie  ����
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Our Team





Top Tip: In every newsletter we profile a useful technique which aids communication, teamwork or decision-making





This monthissue:  Potential Problem Identification in Assessing RiskDecision Hierarchy
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John Faulkes


John manages TeamCommunications. He has astarted his career in the pharmaceutical/biotech background,industry, including  plus many years in HR / Development. He has worked extensively with is an expert on management teams, developing leadership, driving organisation change and performance. Also helping to make team performance and development and has worked extensively with complex project / line organisations work, and large, bureaucratic in the pharmaceutical industry as well as in the consumer goodsfast-moving consumer goods, engineering  and leisure sectors. bodies to sharpen decision-making and build inter-disciplinary collaboration. He has worked with large and small pharmaceutical, fast consumer, engineering and public leisure sectors.





Contact: �HYPERLINK "mailto:info@teamcommunications.com"��info@teamcommunications.com� or call +44 (0)1342 326015





Check us out on the web: �HYPERLINK "http://www.teamcommunications.com/"��www.teamcommunications.com/�
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Ralph White


Ralph works frequently with John to help pharmaceutical clients. He is a qualified pharmacist with a doctorate in pharmacology. He has worked in the pharmaceutical industry for many years, as a scientist, project manager and learning and development specialist. Ralph is an expert in organisational approaches to pharmaceutical product development.





Ralph’s Web site is: �HYPERLINK "http://www.ppmld.com/"��www.ppmld.com�
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We use a range of unique diagnostic and development tools – from For many large organisational development projects we work in association with catalyst’s . 


Together we have accelerated the performance of International / blue chip firms, helping them to develop strategies, values, behaviours and cultural change necessary to meet their goals. 


Performance Systems suite - which can rapidly assess the current leadership focus of individuals and teams (the quick and powerful i-scope shown right) or can also pinpoint cultural blockages to change and growth. 





Find out more about this on our web site (see link at the top of this document) and navigate to the ‘Are you on course to succeed?’ section.�
��
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�Are you on course for success?





Have you set ambitious goals for the years ahead? Like many organisations you may have a challenging vision. You are thinking positively - you want to inspire your staff to share in it, be committed to going the extra mile. But do you really have the individual and collective leadership to achieve it? I-scope answers that question, quickly and incisively. It helps you develop and align, as you need to.�
� Are you on course for success?





Have you set ambitious goals for the years ahead? Like many organisations you may have a challenging vision. You are thinking positively - you want to inspire your staff to share in it, be committed to going the extra mile. But do you really have the individual and collective leadership to achieve it? We can answer that question quickly and help you to develop an approach that will really make the difference. Find out more about how you can truly engage your staff and supercharge your internal resource – see our web site and navigate to the ‘What really makes the difference’ section.�
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