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Preface

The Performance Imperative was developed to bring together exper-
tise from the several professional fields interested in workforce per-
formance. Workforce productivity, interpreted in the broadest sense,
has become a survival issue for many organizations. Moreover, there
is increasing recognition that individuals who have contact with
customers, suppliers, and other outside organizations can have a sig-
nificant impact on financial results and on their organization’s image
in the marketplace. This fact transcends industry boundaries and is
equally important to health care providers confronted by the aus-
terity of proposed reform and to government officials as voters
demand improved performance along with reduced spending.

From a different perspective, the importance of increased pro-
ductivity is often cited as the key to gaining competitive advantage
in world markets. Both technology and financial resources are avail-
able to competitors, making employees and their performance the
only sustainable source of competitive advantage. It has been pop-
ular for a decade or more to cite employees as a valuable asset, but
for the first time this theme is influencing the policies and practices
that govern both the organization and management of work and
worker performance.

Realistically, no single field has the know-how to generate the
dramatic increases in productivity realized by a mushrooming num-
ber of companies. The primary impetus for change came with qual-
ity management initiatives, starting in the late 1980s. Quality
advocates highlighted the importance of empowerment and the
employee’s need to be responsive to customers, both internal and
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external. Productivity increases were also espoused by the organi-
zations and people who migrated to reengineering. New concepts,
such as the virtual corporation, were introduced by organizational
theorists. Supporting all these changes was a revolution in the field
of human resource management.

A key issue is the replacement of the traditional “command and
control” model that has dominated organization thinking since the
turn of the twentieth century. During that era, Frederick W, Taylor
developed his principles of scientific management, principles that
evolved into the field of industrial engineering and also became the
foundation of organizational theory. These principles served orga-
nizations well for decades, but today'’s workers are different from the
immigrants from the American farm or from Europe who made up
the labor force of the late nineteenth century. Scientific manage-
ment no longer “works”; it has become necessary to develop prin-
ciples for managing work that fit current organizations and the
contemporary labor force.

Overview of the Contents

Our objective as editors was to bring together experts whose con-
tributions have been recognized in their individual fields. The chap-
ters are not intended to provide comprehensive coverage of the
subjects. Each chapter could effectively be developed into a sepa-
rate book. In fact, a number of the contributors have offered more
extensive coverage of their subjects in works of their own.

The introductory chapter, by Howard Risher and Charles Fay,
discusses the problems that organizations face and the various
responses offered by the book’s contributors.

Part One provides an overview of the changes affecting orga-
nizations and work management practices. Chapter Two, by Charles
Fay, focuses on key environmental changes facing U.S. corpora-
tions. The diverse fields from which his study is drawn serves to clar-
ify why organizations have trouble being fully responsive to their
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external environments. Edward E. Lawler I1, the author of Chapter
Three, shifts to the emerging ideas that affect the way workers are
managed. One of the primary alternatives is the design of organi-
zational systems based on the capabilities of individual workers. In
Chapter Four, Jennifer Jarratt and Joseph F. Coates discuss the
evolving role of the human resource function in the world of work.
They cite four people-centered management initiatives that carve
out a larger and more prominent role for the human resource func-
tion (although not necessarily for the traditional human resource
department).

Part Two surveys emerging approaches to organization design.
In Chapter Five, N. Fredric Crandall and Marc J. Wallace, Jr.,
compare the traditional organizational model with the high-
performance or team-based approach to organizing, as well as with
the newer virtual organization concept. Each of these three con-
cepts has significantly different implications for staffing and man-
aging the workplace. Alfred J. Walker focuses in Chapter Six on
the potential of reengineering to improve business processes.
Reengineering typically results in the introduction of work organi-
zations and procedures that trigger dramatic changes in the way
work is organized. Chapter Seven, by Stuart S. Winby, looks at the
kinds of organizations that are beginning to emerge and that we can
expect to see in the future. Winby introduced the concept of the
“value chain process,” which shifts the focus of organization plan-
ning from the vertical to the horizontal.

Part Three examines the importance of top management’s lead-
ership to enhanced organization performance. Irvine O. Hockaday,
Jr., CEO of Hallmark Cards and author of Chapter Eight, describes
his thinking in developing a new vision for his company. He argues
that one of the overriding considerations in planning a work man-
agement strategy is the importance of leadership and the commit-
ment by senior executives to the initiative and to its underlying
philosophy. In Chapter Nine, Richard Whiteley summarizes
research on the behaviors that characterize leaders in companies
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that are customer-driven. To transform an organization, its leaders
have to articulate and reinforce their vision of the future. Chapter
Ten, by Philip B. Crosby, discusses the role of leaders in creating
corporate culture and in establishing the priority commitments that
drive performance. He argues that true quality is not a series of tech-
niques and procedures but rather a way of managing that depends
on top management leadership.

Part Four develops three themes that are central to the creation
of what are often referred to as high-perforinance organizations. In
Chapter Eleven, Craig Eric Schneier summarizes his research find-
ings on the way performance measurement, management, and
appraisal practices in high-performing organizations differ from
those in more traditional, less successful organizations. High-
performing firms view performance management as a key business
tool for use by all managers and supervisors. Chapter Twelve, by
Susan Albers Mohrman, discusses the issues relevant to taking full
advantage of the team concept. Experience with teams has shown
repeatedly that it is possible to achieve surprisingly high levels of
performance. Then, in Chapter Thirteen, Carl G. Thor covers the
key issues involved in developing and using performance measure-
ment data. There is an old saying, “What gets measured gets done.”
Thor sets forth a framework for developing a performance mea-
surement strategy.

Part Five covers the new philosophies and practices governing
employee rewards. In Chapter Fourteen, Howard Risher discusses
the new model for salary management. After operating on basically
the same program concepts since the end of World War 11, organi-
zations are reconsidering the fundamental propositions of their
base-pay programs, with a new emphasis on the responsibility of
managers and supervisors for managing the pay of their subordi-
nates. In Chapter Fifteen, Richard W. Beatty, B. Nicholas Dim-
itroff, and Dennis ]. O’Neill examine a new rationale for salary
increases. The new premise is that workers should be paid for what
they can do, their skills and competencies, rather than last year’s
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performance. Chapter Sixteen, by John G. Belcher, Jr., provides an
overview of the thinking involved in designing gain-sharing and
related group incentive programs. These plans have been shown to
be powerful incentives for improved performance. In Chapter Sev-
enteen, Jerry L. McAdams completes the coverage of reward sys-
tems with a discussion of low-cost, high-impact awards. These
rewards can include almost anything that has value to an employee
or that serves as a basis for public recognition of an employee’s con-
tribution. When effectively linked to employee accomplishments,
low-cost, high-impact rewards can be an important tool to improve
employee performance.

Part Six summarizes federal law governing the involvement of
workers in operational decisions. Chapter Eighteen, by James R.
Redeker and Daniel P. O’Meara, discusses the implications of the
recent National Labor Relations Board decision involving Electro-
mation, Inc., that effectively limits employee participation. In
Chapter Nineteen, Lynn R. Williams, recently retired president of
the United Steelworkers Union, sets forth his view of worker par-
ticipation and describes recently negotiated changes in labor con-
tracts that provide for increased participation.

Part Seven synthesizes what organizations must do if they are
to remain competitive. Chapter Twenty, by Howard Risher and
Charles Fay, summarizes the findings presented in The Performance
Imperative and offers a blueprint for maintaining competitive advan-
tage through appropriate management of employees.

Apnil 1995 Howard Risher
Conshohocken, Pennsylvania

Charles Fay
New Brunswick, New Jersey
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