BUSINESS OF ENGINEERING AND EDUCATION

the




THE GEORGIA ENGINEER
October/November 2006

8 ICB Chapter 17 Special Inspections

12 Bridging The Gap

13 Buying A Building for your Company

15 Contract Hygiene for Engineers

19 QBSGeorgia.org

22 What's in the News

25 Georgia Engineering Foundation

26  Georgia Board of Registration for PE/LS

27  Exploring Engineer Academy at Georgia Tech

30  Ready for Change? How to Get it Together

33  The Business of Running a City ~ Sandy Springs, Georgia
36  TPL Announces Sale of Belt Line Property

37  Changes in Engineering Lead to Growth and Change in SPSU
44 Investing in Tax-free Bonds

45 The Hidden Liability ~ Sponsoring Pension Plans

46 How Big Do You Need to be to use Sophisticated Software?
47  Successful Sabbatical Strategies for Business Owners

48  Helping Improve Atlanta’s Infrastructure

49  FAA Contracting Then & Now

52 New Wind Turbine Drive-Train Design

57  Encouraging Students fo Pursue Transportation Education

CONTENTS

Jineer

ctobar/Hovambar 2006

On the Cover ~

New Wind Turbine Drive-Train Design
Over the past decade, land-based wind tur-
bines have grown in size from about 700 kW
to well over two MW. This up-scaling in size,
however, has subjected gearboxes and other
components to ever-increasing loads and
stresses. Traditional gearing and bearing man-
ufacturers, in particular, are struggling to scale
existing technology to power these mega-
machines while maintaining tolerances.

Story on Page 52.
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Ready for Change? How to Get it Together

By Ruth Middleton House

= X vV B 4 o
A /' knew?
Nothi
ng in
v your
u v techni-

cal education prepared you for

the amount of time you spend
dealing with “people problems”
and organizational issues. Yet
here they are.

Some people have described
project management as “getting
results across the knotted line.”
Fven when it is “business as
usual,” the project manager’s job
is a tough one. There is huge
pressure from the client to meet
tight deadlines, control costs,
maintain quality standards and
ensure a good overall client expe-
rience. As you move into imple-
mentation, differences in expec-
tations that seemed unimportant
earlier become more critical.
Deliverables that everyone
agreed to in broader terms earli-
er now come under scrutiny
detail by detail. Detail by deail
much of that earlier agreement
has dissolved.

The job gets even tougher
when it must be completed in
the midst of growing pressure
from within. Joint ventures,
mergers and acquisitions disrupt
the way business is done inside
the organization.
methods and
procedures  that once
worked smoothly may be
overridden by new ones

¢ Processes,

that are untested.

*  Relationships may become
strained and even break
under the pressure. A
breakdown puts more than
an individual relationship
at risk, it can weaken the
entite project infrastructure
as well.
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¢ Changes in staff, policy, or

philosophy turn up the

pressurc cven more.

e  Business models of the
companies merging or in
joint venture may not be a
good fit; they may even be
in direct conflict with each
other.

Your financial people assessed
the financial risks; everyone is
clear what the financial benefits
of a successful joint venture,
merger, or acquisition would be.
But did anyone ask the follow-
on question: what are the orga-
nizational risks? Can your organ-
ization handle a major organiza-
tional change and keep deliver-
ing on-time, within budget,
quality projects at the same time?

You have the technical
capacity to deliver project excel-
lence; you have the financial
capacity to make the change;
now it is time to focus on orga-
nizational capacity. And you can
do that by asking and answering
these four questions.

Where are the gaps in you
organization? Scan your organi-
zation—undergo a kind of MRI
of organizational alignment.
Ger input from the people doing
the work. Where are the com-
munication gaps between levels,
groups, or people in the organi-

zation? Where is the conflict?
What processes are broken or
missing?  What part of your
business model is working/not
working?

This broad assessment not
only points to problems, it also
points to solutions. Since it is
based on people’s perceptions, it
won't give you “The Answer”; it
will tell you where to look for
answers. It can lead to activities
that heal relationships in the
short term so that people are
willing to work together. It can
also lead to a revised, ongoing
approach to getting alignment
and keeping it over the long
term. It may even bring to light
the need for a revised business
model among the cooperating or
merging companies.

How ready are your people
for change? Stress can drain the
energy needed to deliver the
work and to implement the
change. How well do your team
members handle it?
Unfortunately, frustrated team
members under stress may take
out their frustrations on each
other. Sarcasm, blaming others,
and contrived conflict will only
make matters worse.

Before you undertake major
change you may need to
improve morale and operations
in the short term. This could be
the time for stress manage-

ment/conflict  management

training; alignment
across departments at the leader-
ship level; a high-level “As-Is”
process review; and other short-
term activities.

Getting your people ready
for change sets the stage for
improved, ongoing communi-
cations and alignment from top
to bottom—and from bottom
to top.

How quickly and accurately
does information get from the
decision makers at the top of the
organization to the people doing
the work? How quickly and
accurately does information get
from the people doing the work
back up to the people making
the decisions?

Project by project, things
happen fast. Your project teams
are used to that and they com-
municate within the

general

team
accordingly. However, that real-
time communication hasn’t car-
ried over to organizational
change. The executive team in a
large corporation was shocked
by this finding: two years after
they announced a change in
direction, the people doing the
work stll didn’t know how the
change affected their jobs. For
all that time, the people at the
top were headed West while the
people doing the work were still
going East.

One department changed
that pattern and changed their
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business results. That department estab-
lished full operating alignment (up and
down the organization, across groups and
between people) through 90-120-day cycles
of management planning, feedback from
employees, action and review.

Within those cycles, management used
e-mails, newsletters, and a website to get the
news out to all employees all at one time.
Volunteer employee teams met weekly or bi-
weekly and gave management up to date
information about what was really going on
at ground level. They even proposed high-
quality, actionable solutions.

After six months of working together in
a new way, the department was ready to roll
out a new strategic initiative. This time, it
didn' take two years to get alignment: it
took two days.

How well does your business model fit
with the current market environment? With
the business models of your partners in joint
venture or in the merging organization?

With concurrent, ongoing alignment
from top to bottom and bottom to top, any
problems with your existing business model
are more likely to surface. Doing the wrong
thing well won't get you where you need to go.

Shifts in the economy; shifts in the law
and shifts in political power can bring about
abrupt changes in your client market: priori-
ties, project funding, and sources of funding all
change. The business model that delivered for
you ten years ago may not work now.

Entering a joint venture or merging
companies can complicate matters further.
Mis-fitting or conflicting business models
may even obscure who is doing what—

and why.
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Aligning operationally within the com-
pany may not be enough: you may need to
realign across companies in order to face
(and serve) the market in the same way. To
succeed in a changing client market and with
a new company configuration, you may need
to start over with the basics: create a new
business fact base; develop an integrated
business framework of strategies, programs,
and measurements; design a joint implemen-
tation plan.

The Results
Your goal is to get results in the short-term
that will last over time.

In the short term, getting people ready
for change reduces stress levels to allow for
optimum performance. At the same time, it

allows the organization to maintain a sense
of urgency without the negative side effects
of fear.

Ongoing, concurrent alighment and an
updated, consistent business model produce
long-lasting results that can be measured in
three ways:

*  Measurable improvement in employee

morale in 120 days.

*  Measurable improvement in the client

experience in six months.

*  Measurable improvement in key finan-

cial/business metrics in one year. L
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