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E-ROADMAPPING IN NEW ECONOMY: SELECTED
ASPECTS

E-ROADMAPPING V NOVEJ EKONOMIKE: VYBRANE ASPEKTY

Kazimierz W. KRUPA

Abstract

E-Roadmapping — a new economy set in Change Management (CHM). CHM is an organized,
systematic application of the knowledge, tools, and resources of change that provides
organizations with a key process to achieve their business strategy. Managed Change
approach to change management and is designed to bring the organizational and people sides
of change together - for results and benefits. Addressing the human elements of change by
way of this disciplined approach will increase the speed of implementation of your change
project and thereby decrease the cost. Managed Change is an application of knowledge, tools,
and resources of change to provide organizations with a process to achieve their strategy.
Working through the Managed Change model, change agents identify the potential for
resistance, why that resistance may occur, who could potentially be resistant, and the severity
of that resistance. To mitigate the risk to the change caused by that resistance, the change
agents can then build communication, learning and reward system plans that accurately reflect
the needs of the targets of change.

Keywords: Change Management, e-Roadmapping, vibration economy, new economy

Abstrakt

E-Roadmapping — strategicky nastroj v novej ekonomike a v manazmente zmien. Manazment
zmien je organizovand, systematickd aplikdcia znalosti, ndstrojov a zdrojov zmeny, ktora
organizacidm spolu s kI'aiCovymi procesmi zabezpecuje uskutocnenie ich obchodnej stratégie.
Manazment zmien pristupuje k riadeniu zmien a je navrhnuty tak, aby spolo¢ne zahfial
organizanu a ludska strdnku zmeny — vysledky a prinosy. Adresovanim l'udskej stranky
zmeny formou tohto odborného pristupu sa zvysi rychlost’ implementacie vasho projektu
zmeny a tym sa znizia naklady. Pouzitim modelu manazmentu zmien uréia agenti zmien
potencidl pre rezistenciu, taktieZ urcia preco sa rezistencia moze vyskytnit, kto moéze byt
potencialne rezistentny ako aj silu tejto rezistencie. Aby bolo mozné zmensit’ riziko zmeny
sposobené rezistenciou, agenti zmien vytvoria systémy komunikacie, ucenia sa
a odmenovania, ktoré presne odrazaji potreby cielov zmeny.

KPacové slova: Manazment zmeny, e-Roadmapping, nova ekonomika

Introduction

This paper introduces e-Roadmapping — a new Change Management set
for executives and entrepreneurs who need to strategize in the new economy.
The rapidly changing commercial environment and new focus on innovation and
speed of execution means that for many organizations the old models of
assessing the competitive landscape and forecasting a long-term strategy are
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dead. So how are company leaders to plot their future and maintain a sense of
direction for their business? E-Roadmapping Change Management examines
ways of dealing with this complexity and provides a tool-kit for formulating
strategy with an entrepreneurial spirit.

1. Aspects change management and theoretical project management

E-Roadmapping Change Management in new economy is very important.
Is an organized, systematic application of the knowledge, tools, and resources of
change that provides organizations with a key process to achieve their business
strategy age digital. Managed Change' approach to change management and is
designed to bring the organizational and people sides of change together - for
results and benefits. Addressing the human elements of change by way of this
disciplined approach will increase the speed of implementation of your change
project and thereby decrease the cost. Working through the Managed Change
model, change agents identify the potential for resistance, why that resistance
may occur, who could potentially be resistant, and the severity of that resistance.
To mitigate the risk to the change caused by that resistance, the change agents
can then build communication, learning and reward system plans that accurately
reflect the needs of the targets of change. They can, with this data, determine:
« The risk to the change.
« The cost of mitigating that risk.
« The specific action steps required to reduce and/or eliminate the
resistance.

S. Majtan and R. Stefko speaks, in the traditional approach, we can
distinguish five components of a project (four stages plus control) in the
development of a project:

1. Project initiation.

2. Project planning.

3. Project production or execution.

4. Project completion.

5. Project monitoring or controlling (See: Majtan, 2008) (Figure 1).

! Managed Change is an application of knowledge, tools, and resources of change to provide organizations with
a process to achieve their strategy.
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Components of a
project
1
1 1 [ 1 l
Projectinitiation HATIEE! pmd_uctmn Project completion ijectmum?urmg
or execution or controlling

Figure 1
Components of a project
Source: Own elaborate

L. Sojka speak, not all projects will visit every stage as projects can be
terminated before they reach completion (Sojka, 2007). Some projects probably
don't have the planning and/or the monitoring. Some projects will go through
steps 2, 3 and 4 multiple times. Many industries utilize variations on these
stages. For example, in bricks and mortar architectural design, projects
typically progress through stages like: 1. Pre-Planning, 2. Conceptual Design,
3. Schematic Design, 4. Design Development, Construction Drawings (or
Contract Documents), 6. Construction Administration (tab. 1) (See: Schlichter,
J.: An Organizational Project Management. Maturity Model, PMFORUM, p.
23-56). While the names may differ from industry to industry, the actual stages
typically follow common steps to problem solving - defining the problem,
weighing options, choosing a path, implementation and evaluation. Project
management tries to gain control over five variables:

Table 1
Stage projects
Source: Own elaborate

1. Pre-Planning

2. Conceptual Design

Utilize variations on these stages 3. Schematic Design

projects 4. Design Development

5. Construction Drawings

6. Construction Administration
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A change management e’roadmap

Effective communication is critical!
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Stakeholder analysis “Imp'n plén Remediation plans of “new vision”

Role model
Supportive
behaviours

Realistic yet
challenging goals

Team - “we / us”

Celebrate success!

Figure 2

A change management e’roadmap

Source: [online]. [s.a.]. Available on:
<www.rgu.ac.uk/.../A%20quick%20look%20guide%20to%20leading%20change.PPT>

« time - The amount of time required to complete the project. Typically
broken down for analytical purposes into the time required to complete
the components of the project, which is then further broken down into
the time required to complete each task contributing to the completion
of each component.

« cost - Calculated from the time variable. Cost to develop an internal
project is time multiplied by the cost of the team members involved.
When hiring an independent consultant for a project, cost will typically
be determined by the consultant or firm's hourly rate multiplied by an
estimated time to complete.

« gquality - The amount of time put into individual tasks determines the
overall quality of the project. Some tasks may require a given amount of
time to complete adequately, but given more time could be completed
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exceptionally (Spenser, Laura, 1989). Over the course of a large project,
quality can have a significant impact on time and cost (or vice versa).

« scope - Requirements specified for the end result. The overall definition
of what the project is supposed to accomplish, and a specific description
of what the end result should be or accomplish.

« risk - Potential points of failure. Most risks or potential failures can be
overcome or resolved, given enough time (See: Sharplin, A. (2005)
Strategic Management, Oxford, pp. 289-321).

Project Management is basically divided into five parts:
1. Requirements analysis.
2. Engineering and design.
3. Procurement.
4. Development or construction.
5. Maintenance or post development system (or software) support.

B. Bobk and J. Tej believe that a requirements analysis begins the process
by defining the requirements and specifications, first in coarse terms, followed
by increasingly refined terms, until a clear concept of operation and design can
emerge (Tej 2008). It is critical to the remaining steps that this step be complete
and not changed, because the cost to make changes to the requirements is
exponential as one moves from step to step. The basic design, conceptualization
and engineering comes under the category of engineering works. Procurement is
the purchase of raw material like brought outs, materials, tools and tackles, etc
required for the project. Construction includes implementation, installation or
construction project including testing (ITpuiima, Bok, 2006).

A steps process for effective e’roadmap change management:
Establish a clear direction - a sense of urgency.

Clear ownership and leadership.

Communicate the case for change early and often.

Create and maintain a workable change plan.

Empower broad-based action - maintain and measure progress.
Anchor new approaches (fig. 2).

ok wnE
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Establish a clear direction - a sense of urgency:

A clear case for change, approved at the appropriate level;

A compelling and reasonable argument, laid out in the form of a
directional paper or memo;

The right climate for change — the ground work with stakeholders to
create an initial sense of involvement and engagement with the challenge;
An understanding of the timescale involved, even if its not fully defined;
An understanding of the urgency for change, and the consequences of not
changing.

Some barriers to effective change (Jonline]. [s.a.]. Available on:
<www.rgu.ac.uk/.../A%20quick%20look% 20guide%20to%20leading%
20change.PPT>):

oCcoNORLODE

The compelling case for change.

Failing to “paint the right picture” of the future state.

Poor employee involvement and discussion.

Failing to build up the case for change over time — too rushed.
Failing to share key data with employees — lack of transparency.
Not understanding what change is.

Failing to see change as a journey, not a single event.
Over-simplified view of “getting the change out the way”.
Employee involvement.

10 Failing to involve employees in feedback sessions.
11.Failing to involve employee teams in optimising solutions and

developing. implementation plans that will work!

12.0wnership confusion.
13.Failing to establish clearly who is responsible for what, and who is

making the decisions.

Ineffective implementation:

,9'

Viewing implementation as the “easy part™!
Failing to clarify who is coordinating implementation;

An unclear transition plan of roles and responsibilities;

Poor alignment of senior team around leadership behaviours;

Poor communication — confusion about what is happening, and when.

Perpetuating “the way we do things here” too long. Failing to see the

impact of the wider sector or economic environment. “Good times” may have
masked some less than effective management practice.
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2. Important problems vibration economy (aspects methodology and
technology on organizational structures transformations)

Sam Adams coined the terms "big-M" , when referring to the large
consulting-house usage, and "little-m" methodology when referring to the
popular methodology books, written by Booch, Coad & Yourdon, Rumbaugh,
Wirfs-Brock, Shlaer & Mellor, and others (personal communication). | have
found value in these terms and shall use them in this paper. "Little-m"
methodologies describe some deliverables with their standards, and perhaps a
few techniques, for primarily one role on the project, the designer. In terms of
the definitions given earlier, that usage can well be accounted by the word
"method” or "technique”, plus notational standards. "Little-m" methodologies
are interesting to consider, since they receive so much attention in most
discussions of methodologies. In the context of the results of this paper, "little-
m" methodologies have a much smaller scope than "big-M" methodologies. For
this reason, | shall primarily work with "big-M" methodologies in this paper
(See: Alistair A.R. Cockburn Methodology space, Humans and Technology,
Central Bank of Norway University of Oslo 1997, p. 1-21). Methodology is how
an organization repeatedly produces and delivers systems. It is who they hire,
what they hire them for, what people expect from co-workers, what conventions
they follow, and even what sorts of projects they agree to do. When an
organization places a job advertisement in the newspaper, the ad is an artifact of
that organization's methodology. The ad names the job title, duties, and skills
expected of the person to be hired. It is already understood that the hired person
will use certain skills to carry out certain activities, producing certain
deliverables, interfacing to certain other people. It follows quite naturally from
the discussion of the term, "methodology”, that the scope of a methodology is
the range of roles, their activities and their deliverables it attempts to cover.

Center for Social and Economic and J. Meyer impression, in recent times,
technology has become an ever increasing presence in the workplace and it is
one of the hot topics among the business world (Herold, Kiernan, 1995). More
and more businesses, large and small, are trying to incorporate the latest
technology into their operations. This notion is evidenced by the fact that the
popular business publications now have technology sections, and information
systems departments are becoming critical components of most organizations.
Even this week's issue of Business Week carries a cover story on cyberspace and
its application to business. The appeal of the whole information technology
arena is that it is designed to make people and organizations more
knowledgeable, efficient, and/or profitable. The scope of technology that an
organization structures can adopt or employ is vast, ranging from something
seeming simple, such as buying a personal computer with a word processor, to
investing in the latest state-of-the-art computer-aided manufacturing machinery.
Regardless of the complexity of the system or the size of the organization, one
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thing is certain - the incorporation of such technology or information systems
will accompany change. Purposely, | have not said that they will cause change
because the reverse is also true. Implementation of technological systems can
either act as a catalyst for change or be the means of achieving a desired change.
Regardless of the motivation, a properly integrated system ideally will take into
account the impact on the organization before it is put into place. This paper will
look at the relationship between technological advances/information technology
and change in an organization. It will also give some examples of how
information technology has been implemented in some specific cases in
industries such as aerospace, computers, oil and gas, railroad, and manufacturing
(look Shazam).

Verner M. Kiernan?, speak the contribution of information technology
and its impact on the organization structures is emphasized by David Nadler,
who states "perhaps the largest single influence on organizational architecture
and design has been the evolution of information technology”. Technology
certainly has its place among the key elements which shape an organization. The
model used by Andersen consultants is typical when it lists technology as an
equal attribute, along with strategy, people, and business processes. The
interconnectivity of these elements should be obvious, for one cannot be
changed in a transformational sense without at least consideration of the others.
While the formal structure or arrangements within an organization will likely be
affected by the arrival of new technology, this does not have to be the case in all
situations. A transformation can also occur through the business changing the
way it operates. More specifically, information technology can be linked to
changes in factors such as job design, physical layout or location, supervisory
relationships and autonomy, cooperation inside and outside the organization,
and formation of work teams. One futuristic idea whose time has come is the
notion of the virtual workplace . This concept is based on the idea of employees
being able to work independently as a result of having access to information.
One article proposes "the virtual workplace provides access to information you
need to do your job anytime, anyplace, anywhere employees do not have to be
tied to their offices to do their jobs". The idea of not even having a set office
space certainly would be a change from the typical routine of showing up at the
office from 9 to 5 (ideally) and performing your work at your desk. Such a plan
would obviously be dependent on the job to be accomplished, but it is
interesting to think of the supervisory implications. Such employees would have
the ultimate amount of autonomy and would have to be managed accordingly.
Tasks would have to be more objective or goal oriented and measures of job
performance could no longer depend on face to face interaction, but rather
would have to be tied strictly on the ability to complete assigned tasks.

2 And J. Zieleniewski, T. Pszczolowski, A.K. Kozminski, H. Bieniok, K. Fabianskia, J. Rokita, J. Trzcieniecki.
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J. Zielinski speak, it seems to be a common theme that information
systems will change even more traditional supervisory relationships. Computer
networks allow people to communicate quickly, share ideas, and transfer
information without regard to physical locations, or to a reasonable extent, even
without regard to the temporal dimension. Therefore, a supervisor will be able to
monitor the activities of a larger number of subordinates without requiring them
to report directly to him/her. Both David Nadler and Jeremy Main® refer to this
"span of control" as a measure of how many individuals or teams that a
supervisor can effectively manage. Main makes the point that such spans will
give way to "spans of communication" which he defines as the number of people
that an executive can reach through a good information system. Nadler makes
the prediction that such an executive could supervise hundreds of empowered
individuals and groups. It is important to note that again interdependency of
people and technology comes up in the form of empowerment. Obviously, such
relationships would not be possible under traditional job limitations, but through
empowerment of employees, such a stage can be appropriately set. This implies
that the employees are properly trained on the technology and that they
understand the direction taken by the organization and their role in it. Thus the
informal organization is also affected because now the culture is changing by
giving employees more authority and self-direction. The renowned management
theorist Peter Driicker sums up the autonomy of this new empowered employee
by saying " employees in the new information-based company will know what
they have to do without a flock of vice-presidents feeding them information and
orders" .

Z.J. Klonowski and W.J. Rothwell impression the use of information
systems can also impact a firm's relationship with suppliers or customers. The
ability to gain information from others up or down a process or distribution
channel makes having control over that process or entity less of an issue. This is
especially true of companies that may have considered a vertical integration
strategy, but now realize that "vertical integration becomes less necessary when
companies use information systems imaginatively” The ability to share
information and the ease of transferring designs can also lead to an increase in
outsourcing, which is a growing trend as companies try to reduce their own
workforces and may find themselves shorthanded. As an example, Troy Pioneer
Group has capitalized on this very concept by drawing designs and building
prototypes and models for the top three U.S. auto manufacturers. The tasks that
employees perform within an organization are being drastically affected by the
increased mechanization and application of technology as a part of the
production process. In many settings, tasks previously performed directly by
human operators are being automated, changing the human's task to one of
supervisory control. Now the expectations of an average employee in such an

® And M. Bielski, J. Kisielnicki, H. Sroka, Z. Mikotajczyk, L.J. Krzyzanowski, T. Kasprzak, G. Kotodko, S.
Wrycza, I. Durlik, B. Wawrzyniak, A. Zarebska.
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environment has to change, because they are no longer performing repetitive
tasks, but rather must be able to recognize and react to problem situations. Such
progress has to start somewhere, and in reality this movement towards robotics
has its roots in the theories of scientific management (Kotter J.P. (2001), What
Leaders Really Do, Harvard Business Review, December, pp. 12-18).

i OPT
MRP Il [ MRP
)
‘ v RE CLOSED . i . JiT J
Loop

TMSZ [

1 !g Management road map

B SMED,

B Poka - Yoke,

B SCOPE (Supply Chain Optimization,
Planning and Execution)

B APO (Advanced Planning and Optimizing)

Legend:

MRP — Material Resource Planning

MRP closed loop — Material Resource Planning
MRP Il — Manufacturing Resource Planning
OPT - Optimized Production Technology
KAN-BAN — JiT in TOYOTA

JiT —Just in Time

DRP — Distribution Resource Planning

MRP Il — Money Resource Planning

ERP — Enterprise Resource Planning

CIM — Computer Integrated Manufacturing
ARIS — Architecture of Integrated Information Systems
C & C — Computer & Communication

Figure 3
Capabilities of information technology
Source: KLONOWSKI, Z.J.: MRP Il - propozycja dla biznesu. In: Computerworld, nr 23, 1996a : 64
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Delphi Group calls although it seemed to have merit in its time, Taylorism
and scientific management is viewed now as the basis of the monotonous jobs
typically performed on assembly lines and other piece rate labor. In a sense, the
application of these principles de-humanized the tasks by breaking them up into
a series of simple motions. This approach in turn led to the individual tasks
being candidates for early numerical control efforts, eventually evolving into
automation by robots. Some researchers feel that "without factory environments
providing an abundance of requirements for such simple motions, it is
questionable whether the industrial robot could have been developed at all" and
that "industrial robots can only find use in areas where, in a very real sense, the
human work has already been robotized". The fact that today such work has
been automated to a great extent leads to the issue of restructuring the work. A
pattern which seems to be catching on is illustrated by A. Rosenbrock in his
description of a workforce which shares in the purpose of production through
the organization of production 'islands' or ‘cells’. These cells would be self-
managing and responsible for scheduling, quality, supplies for their area, and the
maintenance of their machinery. He basically sees the automated facility as an
opportunity to shift the emphasis towards work teams with a great deal of
autonomy. In reality, these concepts have been implemented at the much
celebrated Volvo production plant at V. Kalmar. Although | started out by
stating that the formal structure does not have to change to qualify as a
transformation, the above discussions point to the fact that the structure will
nearly always be affected by the implementation of technological systems. In his
Fortune article, Main speaks about winning companies, saying "they will adopt
fluid structures that can be altered as business conditions change. More than
being helped by computers, companies will live by them, shaping strategy and
structure to fit new information technology. This emphasis on flexibility points
out the fact that there is no one formula for determining how the formal
organization will look after such a change. In his simile between organizations
and architecture, Nadler points out that "in organizational terms, the role of the
hierarchy as the principle means to coordinate, control, and facilitate
communication is dramatically impacted by the capabilities of information
technology (ESI, MIS, ERP, MRP Il). The existence of these capabilities,
however, does not determine the organizational architecture of the future; it
mearly makes a new architecture possible”. Nonetheless, the efficiency gained
from technology and associated information systems (fig. 3) will generally serve
to reduce the number of people in an organization. (Except perhaps in the
information systems department/area. But with tightening budgets, even these
departments are feeling the need to downsize). Main also makes the prediction
that corporate staffs could disappear, and that after implementing IT programs, it
is common for an organization to move from a dozen layers of middle
management between the front-line supervisor and the CEO to about six.
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C. Rand says thus, a key advantage of information systems is to be able to
simplify organizational structures. Although they served a purpose at one time,
the benefits of improved coordination and increased supervision discussed
earlier replace the need for tall, hierarchal organizations. In fact firms with well-
developed management information systems lend themselves to a move towards
flat structures. However, caution needs to be exercised. One author warns that
delay ring is not right for every organization and should not be done
indiscriminately. While implementation of information systems (See: Klonowski
1996a) and technology in general can be a boon to an organization and be part of
a transformation that results in radical improvement, it is also essential to at least
consider the drawbacks associated with this progress. By doing so, the
organization can avoid some of the associated pitfalls. These disadvantages can
be categorized as behavioral and non-behavioral. To begin with the second of
these groups, there are potential problems with the networks that would be
established to allow information to flow. First of all is that as the number of
users increases, strains on the system and on the ability to monitor users'
activities will begin to emerge. Furthermore, companies want systems that can
cross organizational boundaries, which would be needed for the utmost level of
outsourcing or collaborating design efforts. As many frustrated computer users
would understand, there are potential constraints due to compatibility between
systems. In addition, such a system would make it easier for a potentially hostile
company to gain sensitive information that it could use to its advantage.

Mickey North Rizza, research director at AMR Research says the
behavioral issues revolve around two major themes. One is that people and
organizations tend to reject new technology because they are reluctant to
change. For this reason it is important that the change come about as part of
accompanying change in the organizational practices and culture. It is also
essential to incorporate organizational learning in to the acceptance of
information technology. It is through learning (with coaching from those
familiar with the technology) that the organization's members will allow the
change to take hold and reach new heights of productiveness. The second theme
concerns employee involvement in the change and the resulting job satisfaction.

This aspect relates back to the discussion of empowerment needed to
effectively implement automated processes. If it is not viewed as part of an
overall transformation, the addition of technological process improvements or
information systems which on the surface take away human responsibility is
likely to lead to job dissatisfaction. In one sense such advancements remove the
last bit of skill that employees put into their job. Evidence of such discontent is
given by absenteeism within the auto industry and by acts such as sabotage at a
state-of-the-art General Motors facility at Lordstown, Ohio. The bottom line is
that as good as technology may be, it cannot act alone as a cure-all to improve
organizational effectiveness.
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