[T infrastructure to support these relationships: Importantly, organisations should

also antlclpate the likely impact of changes and improvements to processes on

einerging organisational structures and boundary-related variables so that these are
supported and managed opportunistically. The i ansfer and diffusion of research and
: :development (R&D) knowledge, and the development: and nurturing of skills and

expertise should be exploited towards an organigation’s growth strategies, whether
~this tikes shape {hrough the development of effective team-based work groups,
- strategic alliances, outsourcing and/or downscoping. In sumnmary, it appears. eritical

'_ that the centlal role of processes, as the condutt between sttuctures and boundaries,
8 is recognised and explmted 35

_:--'f'Claymore Consultants. orgumsmg for survrval

_ 'ray,'e Business anelyst _ _
eged 30 establlehed Glaymore Consultants a mahegeme ' Itmg frrm that provrdes advlce'to
'compemes on Issues’ of strategy, _orgahlsatlon technology a {
Melbourne When Claymore Consuiitants comienced operatlon
__ "_'eerwces was dn. rndustry ifi Its infaficy. For Angus and Ham'sh- W

{ noy hrm It represented an untapoed ma et

- business. was diffi

repu_ n afew. As usrhees {ook orf Angus and Hamreh fiad
Through the early yeere the bueroese was highly suooe

The consultahte were well pard VEry. comrmtted end worked i

-'_theitwo perthere were olosely lhvolved in the day -to- day running of the llrm The oohsultante
mall _prolec"_ of client: haeed teapis built around the two pd
fiwoiks of customers, This. reoreeented a very flat, orgenlc arganis:

ormal rUlgs, team ‘mambers worked closely together and alloeated_
: i.;_exoertrse with: memhers oftén sharing tasks of multi- -tasking. “tgam wrllrngly shared eton

o experlenoee oelebratlhg thelr successes, together and leaming trom gach other's migtakes.

. By the late 19905 the firm's network of clients stretched acings Australia: It Was clear. that= more.
formialised systems. and processes needed to be put i plage o ‘manage the*growing scens SoAle
- of the business.:To mest ‘the Increasingly. cormplex rahge of clstomer: needs, It was also clear 1ha
oonsultahte with” specrelret as- well-as generalist; gkills, we In_ addition, the‘ad hoogoleot
datahasés mahaged separa ely by each team heeded to be consolidated into one system; At
af sy for the first threa ysars, the business lhoreeeed to 18'(thre projeet teame) hy 1995
tne f firm employed 48 ooheultaots and four edmlmetratl\Je staft Up i 2ODo staff turhover wes low All of
the 18 wrth the firm in. lQE]o ware sl around In 2005,

As the siz8" of the DUSlllESS and. humber of C]lBl’ltS grew it became moreaemgly dttrouit for the
two oai’thers to prolect mehage all the teame hetween them, yet they were unwi iliing to delegate this
role. Arigus and Haimish reoogoleed the- heoessrty for then to step back: foi’ thelr “hands-of team
ieddsr roles 1o oonoehtrete on the etrateg.o dirsction and growh of. the on JElRISETIOl“I Howe\rer ihey

wera both reluctant to relnquleh project lgadershin control o ‘ahother tear iember, hefiaving other
team membars iacked the strong communications and refationship- huilding skills that wers sssentil tor
both tesm’ and cllent relations, This hacanie an mereasrng sourceof frustration among team msmbers,
particularty tor thiose who hiad besn iwith the company alimost as long as the two partners. lii-thelr vrew
the reluctarica of the two parinérs to delegate atthority not only reffected a lack of trust-in-tiglr skilis
and experience, it also undermined their profeseronalrs min the gyes of cliants and junlor team members.




£ number of jong-setving team members took their cORcerns to Angus and Hamlsh, who fistened, but
«fil) continued to step and 'meddie’ in projest work or llaise directly with clients without constltation
with the relevant project team. Conseauently, the high-trust, collaborative 8am apirit was slowly ercded. -
Where once there had been cross-team collahoration and shiaring of experiences, the project teams
pecame virtual fisfdoms. Eacli team now heid tightly to its natwork of cllents, and was unwitling to
exchange notes in case Hamlsh or Angus found causs to step in and take control. in addition, there
was increasing resentrnent anout remuneration. Equal pay for all team members may have worked
when theré wera only two or three teams, hut respensihilities guch as mentoting new recruits, buitding
and matntalning client relations, and team leaclarship were unrecognised, In addition, there were 1o
incentives far Introducing new thents or for innovative guggestions about growing the husiness. in early
5007 eight of the fonigast serving consultants left o pstahlish their own hugingss, taking a numbyer of
big-name clients with _them.__This jeft a huge void in gxpeﬁise and accumuiated industry knowledge, as

well as a lack of imortant fole models and mentors for new and inexperienced recruits. -

By 2008 the firm's forturies Were i the doldrums. Compstition i the professicnal consulting
sarvices industry had hecgme increasingly qutthroat_and Claymare Consultants was qot, maving
with the times. They lost 2 number of longstanding clients 1o one of the large multinationals, whose
aggresslive advertising and cost cutting Claymore Gonsultants coutd not hope to match. Departing

clients commented that Claymore Consultants had fost its edge. In a bid 10 divarsify _and__difterent‘\ate
{he business, Harmish __ahd'Angu_s looked to expand gperations into the Asia—Pacific fegion, aiming
to target the niche congulting segments that larger consulting flrms were not so interaisted in. They
recruited ten new consultants under 28 yaars of aye, specialists In financlal plahning, strategic thinking,
gconometrics and assel inanagement. Tumaover, however, among s group was high and six of the ten
feft within 12 months. Reasons for leaving Were lack of clear caresr development path; poor mentaring;
no training and development opportunities tailored to their individual neads; lack of task variety; and -
fack of recognition of the skilis and talents they prought to a project team.

1i garly 2009 ong of the large muttnatianals, the Graball Group, mads an offer to Angus and Hamish
o bily Claymore Consuitants, offefing to keep ihe two on as advisers. Angus and Hamish furned down
the offer believing théy could atilt turn around the forunes of Claymorg Consultants. They wanted ..
to recapture some af the dynaric, entreprensurial spirtt. that hrought success In the early days of.
the husingss, bu_’_tl_r_ec_ognised that the twenty-first century environment and workforce presented very,
different chaltenges from when they started out In 1987 - :

CASE QUESTIONS

4. Draw on the nine change indicators within the stmctures~-processes—bouridar’l
framework to analyse the carrent situation at Claymore Consultants. '

2. What changes in forms of organising must be made to the structures,
processes and boundaries of Claymore Consultants if the organisation is to -
survive and grow? '

Managing the dualities of organisation
design: integrating traditional and
new forms of organising

T P T T

We have talked about the seemingly contradictory dilemmas of change in gaﬂier_-_- e
chapters and argued the importance of trying to understand the relationships.” '
and synergies between these, rather than taking them at face value, or conclading -
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