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FUELOPING AND MAINTAINING CORE ERPERTISE

1N THE MIDST OF CHADEE

The contemporary management literature speaks powerfully about the struggle organiza-
tions are having in connecting their leadership roles and organizational systems to
intellectual capital and workplace expertise of individual contributors—the fuel of an
organization. This case study supports two core ideas that have been proven to work.
First, it demonstrates the connection between business strategy and the development of
process-referenced expertise in individual employees. Second, it goes beyond the tradi-
tional job and task analysis model and into a contemporary and more comprehensive

business performance improvement model.

by Richard A. Swanson and Elwood F. Holton, I11

Healthcare Inc. is facing a serious business problem. Even
though the company salesforce is made up of some extra-
ordinarily capable people, the largest accounts are increas-
ingly being captured by the competition. Sales are down,
and in response the company is changing the sales process
and the way people do their jobs. The best people now work-
ing in sales do not like the pending changes and are consid-
ering leaving.

Although Healthcare Inc. is a pseudonym, it represents
an actual case, one that is fairly common in contemporary
organizations. For management the question is: How can
an organization maintain and develop the organization’s core
workforce expertise in the middle of change? More spe-
cifically, how can an organization ensure that its work-
ers’ expertise is directly related to their work processes—that
is, that the expertise is process-referenced?

*

Workplace expertise is the fuel of an organization. Char-
acterizing human expertise as a complex and multifaceted
phenomenon, performance improvement expert Richard
Herling defined human expertise as displayed behavior
within a specialized domain and/or related domain in the
form of consistently demonstrated actions of an individual
which are both optimally efficient in their execution and
effective in their results.

Our contemporary communication technology allows
us to regularly listen to and view performances by the true
experts in many fields of endeavor. We are surrounded by
high quality symphonies, lectures, books, movies, sports,
and crafts. Most of us want and/or expect to be surrounded
by high levels of expertise. While the desired state of
high expertise can be easily held in the mind’s eye, organi-
zations have a continuing struggle in assuring minimal
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expertise for meeting existing requirements, let alone hav-
ing expertise to meet future requirements. Meeting and
maintaining workforce expertise requirements that are con-
nected to organization goals and core work process require-
ments are a fundamental challenge to organizations.

THE TRADITIONAL JOB TASK APPROACH
TO EXPERTISE

Organizations have, for the most part, embraced the
job- and task-oriented approaches to defining workplace
expertise and have relied on multiple analysis procedures.
These approaches are familiar to most human resource man-
agement professionals and are driven by federal law in many
cases. Essentially they all contain three basic steps:

1. Developing a list of job tasks that may be per-
formed in a job.

2. Verification of the task list as a valid representa-
tion of the job.

3. Analysis of precisely what a person needs to know
and be able to do to meet a specified performance
standard for each task.

Fundamentally, job and task analysis methodologies
address the proper unit of analysis: the work task. In prac-
tice, the custom is often to use existing job structures, cur-
rent work practices, and current employees as the framework
for determining those work task requirements. The outcome
is task and expertise analyses that are grounded in the
present. In stable environments, this approach works. What
happens, however, if jobs, work tasks, and task expertise
are not stable but changing rapidly? In today’s fast-chang-
ing world, job responsibilities and requirements change and
shift rapidly. New approaches are needed to develop exper-
tise that prepares the organization for future changes.

One response has been to shorten the cycle time of
data collection processes so that job analysis is more man-
ageable as jobs change. The assumption here is that tradi-
tional thinking and analysis methods are okay, but that they
need to be used more aggressively.

Other organizations are taking the position that jobs
must be designed to be indeterminate and flexible. But how
do you analyze them? Some experts suggest that flexible
job models that allow organizations to manage competen-
cies, not jobs, are necessary.

THE COMPETENCY-BASED APPROACH TO EXPERTISE

Acccording to David DuBois, author of Competency-
Based Performance Improvement, competency assessment
is an approach that can overcome some of the limitations of
traditional job analysis. Competencies are generally defined
as underlying characteristics of employees that enable them
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to perform a job or task. Because a competency is an under-
lying characteristic and one step removed from the task it-
self, the competency-based approach to expertise is a more
flexible approach that can be used to select and develop
employees across multiple jobs.

Competency models are also job-based
and, therefore, operate under the same
assumptions and are subject to the same
criticisms that job-based methods are.

Competency models generally proceed in the same fun-
damental steps as the job analysis model, the only differ-
ence being that work tasks are analyzed for underlying
competencies as opposed to knowledge, skills, and abili-
ties. In some cases, steps one and two are skipped and ex-
perts are used to develop the competencies directly. This is
particularly the case in occupational analysis.

The key point is that competency models are also job-
based and, therefore, operate under the same assumptions
outlined above and are subject to the same criticisms that
job-based methods are. To the extent that competencies are
more likely to be stable than job tasks, they are an improve-
ment, but they still fall short for all situations, particularly
in the realm of defining the specific expertise (not general
competencies) required to perform.

THE STRATEGIC APPROACH TO EXPERTISE

Organizations need a new system for identifying ex-
pertise for work outputs that:

1. is anchored in more stable components of the
organization;

2. is flexible as it relates to job structures;

3. separates work expertise and individuals from job
structures;

4. addresses organizational, process, and individual
levels of performance; and

5. can be used strategically, not reactively.

Such a process, called Strategic Management of Expertise
(Exhibit 1), is fundamentally different from traditional pro-
cesses because it addresses the objectives listed above. In
this model, organizations manage strategic goals, core pro-
cesses, and core competencies and expertise. Job structures
emerge as a final step in the process, but have no real role in
the planning—that s, jobs can be reorganized without af-
fecting the expertise planning. Jobs are expected to change
frequently as expertise is redeployed to achieve strategic
goals. Employee development systems are focused on
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EXHIBIT 1. Strategic Management of Expertise

Future Customer

h Strategic Planning
Reguirements

:> Vision, Mission &
Goals

Continuous Process
Improvement—The notion of
continuously improving organi-
zational processes has become
deeply ingrained in organiza-
tions through the quality move-
ment. Although varying in

approaches, all quality systems
' have at their core the idea that

Core Processes :>

Continuous Process
Improvement

Q Process Design

processes should be identified
and continuously managed and
improved. The methodologies
and tools of process improve-
ment have generally proven to
be quite effective. Two prob-
J lems with process improvement

v

Process Task
Analysis

Strategic Expertise
Mapping

—>

:> Job Structure

mployee Development

Organization HR Planning <f—

Pindividual Career Planning

systems is that they often lack
controls to ensure that process
improvement resources are be-
ing focused on core processes
and they often have weak links
to specifying and developing
the expertise required to func-
tion in the process.

After identify-
ing strategic
objectives for

Inputs:

expertise, not jobs. This is an integrated planning process
that links expertise to core business processes, which are
linked to customer needs.

The planning system consists of three planning sub-
systems: strategic planning, continuous process improve-
ment, and strategic expertise mapping. Each has inputs, a
planning process, and outputs as discussed below. What is
different about this system is not the particular subsystems,
but the manner in which they are integrated and used. This
model is not proposed as a replacement for job analysis in
all situations but, rather, for those instances where job struc-
tures are constantly in flux.

Strategic Planning—The components of this sub-
system are:

Inputs:  The strategic planning subsystem begins
with the identification of customer needs
and requirements.

Process: Through strategic planning, customer needs

and other environmental constraints are ex-
amined and compared to organizational
strengths and weaknesses.

Outputs: Strategic planning results in organizational
vision, mission, and goals.

the organiza-
tion, core or-
ganizational processes to achieve those
goals must be identified and become the
candidates for process improvement.
Process improvement methodologies are
used to examine, improve, or redesign core
processes.
Outputs: The outcomes are designs for core processes
that maximize the likelihood of achieving
strategic goals.

Process:

Strategic Expertise Mapping—As discussed earlier,
assessment methodologies for linking expertise development
to strategic goals are not well-developed. A basic assump-
tion here is that personnel development should be focused
on developing core expertise related to core processes in
the organization.

Inputs: Core process steps are identified and then
serve as inputs to this subsystem.
Process: Strategic expertise mapping is the process

of determining the specific expertise that
employees need to perform in core pro-
cesses. Emphasis is on developing core
work process expertise.
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PERFORMANCE
VARIABLES

!

EXHIBIT 2. Performance Diagnosis Matrix of Enabling Questions

PERFORMANCE LEVELS

ORGANIZATION LEVEL

PROCESS LEVEL

INDIVIDUAL LEVEL

Mission/Goal

Does the organization
mission/goal fit the
reality of the economic,
political, and cultural
forces?

Do the process goals
enable the organization
to meet organization
and individual
missions/goals?

Are the professional
and personal mission/
goals of individuals
congruent with the
organization's?

System Design

Does the organization
system provide
structure and policies
supporting the desired
performance?

Are processes designed
in such a way as to
work as a system!

Does the job design
for the individual

contribute to his or
her job performance?

Capacty

Does the organization
have the leadership,
capital, and infrastruc-
ture to achieve its
mission/goals?

Does the process have
the capadty to perform
(quantity, quality, and
timeliness)!

Does the individual
have the mental,
physical, and emotional
capacity to perform?

Motivation

Do the policies,

clture, and reward
systems support the
desired performance?

Does the process
provide the information
and human factors
required to maintain
it!

Does the individual
want to perform no
matter what?

Expertise

Does the organization
establish and maintain
selection and training
policies and resources?

Does the process of
developing expertise
meet the changing
demands of changing
processes?

Does the individual
have the knowledge,
skills, and experience
to perform?

© Swanson, RA. (1996). Analysis for Improving Performance

tise of the workforce. In this
case, which clearly illus-
trates the need for new ap-
proaches to analyzing and
building workplace exper-
tise in fast-changing com-
petitive environments, six
steps were taken to improve
performance.

Step 1: Diagnose cur-
rent performance. The
general steps of this perfor-
mance diagnosis process
were: (1) articulate the
initial purpose, (2) assess
performance variables, (3)
specify performance mea-
sures, (4) determine per-
formance needs, and (5)
construct an improvement
proposal. A summary of the
up-front analysis data was
reported to senior manage-
ment through the cells cre-
ated by the performance
diagnosis matrix of enabling
questions used in this diag-
nosis phase (Exhibit 2).

The data from these
cells in the context of the
strategic business goals of
Healthcare Inc. were used as
a basis for uncovering exist-
ing system sales perfor-
mance problems and
solutions. A major conclu-
sion was that the existing
sales process was incapable
of meeting the strategic
business goals of timeliness

Outputs: Operating structures are devised to deploy
the expertise in a manner appropriate for
management and human resource systems
in the organization. These may be jobs, pro-
cess teams, task forces, etc.

THE HEALTHCARE INC. CASE

Healthcare Inc., a major healthcare insurance company
and provider in the United States, wants to increase sales in
a changing and competitive environment. In this case, the
sales process was a core work process needing revision and
realignment in relation to the business goal and the exper-
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and quality features necessary to retain market share. Thus,
the sales process needed to be significantly improved, the
roles in the process needed to be clarified, and the expertise
required to expertly carry out the roles within the process
needed to be in place.

Step 2: Document the existing process. The existing
sales process was documented and found to be composed
of 79 steps spread over nine job categories. The resulting
integrated flowchart—an integration of the steps within the
process and the people that work in the process—brings the
process and the people working in the process to the fore.
As Exhibit 3 shows, each step from the integrated flow-
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EXHIBIT 3. The Record of Sales Process Steps

BSC/

IMPLEMENTATION & ACCOUNT MANAGEMENT SUBPROCESS: MGMT | NBM | PSS | (M | Sev | Pro | UW | MIS | C
#15  Assign Service Representative to case OR X X X X
#26  Request Case Mgr. from BSC for the case. X X
#121  Are Customer's expectations in sync w/ capability to X X X X X

deliver product, price & service? (If no, go to #15 & #16)
A Process Measure: # of times capability is not X

in sync w/ Customer's requirements of cost, product, or service;

check possible areas: Underwriting, Sales, Producers, Customer, as

well as magnitude of difference.
#1218  If yes, review pre-sale file, proposal, and Underwniting rates. X X
#29  Confirm internally what products were sold. X X X X X
#30+ Advise Customer of network developments and/or introduce any X X X

new service delivery.
#31  Notify implementation team of sale and engage. X
*#32 Conduct implementation meeting. X X X X X

(Comment: For mgmt. training, stress minor role of NBN;

exceptions will occur depending on whether CM has been

introduced or not; this is situational. )

#32.1  Answer benefits questions. X X X
#3202  Answer questions on administrative process. X X

#33  Send letter to Customer following up on implementation process. X X X
*#34+ Deliver and negotiate financial contracts. X X
#35  Monitor service process. X X | X

* Large, multi-step activity.
+ This activity could occur anytime from this point on.
A This step should be automated.

chart is coded against all the job roles directly involved in
that step. For example, there are three job roles engaged in
step 31. Of those, the new businses manager (NBM) is pri-
marily responsible for the oversight of this step with input
from CM and Pro. The bold “X” against the NBM role for
step 31 indicates responsibility. A separate time-sensitive
longitudinal flowchart of each of the 79 steps is also
produced.

The core method of documenting the existing process
was to:

+  Telephone interview a select group of salespeople,
sales managers, and sales support personnel. In this
case interviewees came from four regions through-
out the United States.

»  Create a first draft of the integrated flowchart.

»  Visit multiple sales offices and observe sales per-
sonnel and sales support personnel carrying out

their work (including going on sales calls).
e Create a second draft of the integrated flowchart.
»  Send out the integrated sales flowchart to the se-
lect group for review, revision, and approval.

Step 3: Improve the process. The integrated flowchart
of how the work is presently done is used as a basis for
selecting a group of personnel to review and revise. This
was done in a face-to-face two-day work session. Each par-
ticipant received the integrated flowchart before the meet-
ing and was informed of the process improvement goal. As
each step was reviewed, along with the job roles contribut-
ing to that step, improvement revisions were entertained,
evaluated, and acted upon by the group. In this case, the 79-
step process was reduced to 52 steps and all nine job cat-
egories contributing to the existing process continued to
contribute to the revised process in a modified manner. In
addition, the 52 steps were clustered into subprocesses or
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phases: pre-sale (24 steps); implementation and account
management (25 steps); sales renewals (18 steps); and settle-
ment (12 steps). Following the work session, the revised
integrated flowchart was sent to a discrete list of Healthcare
Inc. decision makers for final approval.

Step 4: Specify process-referenced tasks. This phase
and the next two phases were completed in one two-day
work session. This phase involved the earlier team of
Healthcare Inc. experts—the select group of salespeople,
sales managers, and sales support personnel—along with
the professional trainers that had, up to then, been respon-
sible for developing sales expertise in sales personnel and
that would be partially responsible for the new Healthcare
Inc. sales personnel development system.

Given the improved sales process, the team clustered
52 sales process steps into tasks attributable to one or more
of the nine job roles in the sales process. In some instances,
a single step was equivalent to a task, and in most instances
several highly related steps were clustered into a process-
referenced task. When this occurred, a task name was given

to the grouping of steps. Exhibit 4 graphically character-
izes this process. This phase is relatively easy to do and,
yet, it is fundamental in connecting work tasks to core work
process(es)—something regularly missing in organizations
and a source of major performance “disconnects” in orga-
nizations.

Step 5: Establish process-referenced task standards
(performance, expertise, knowledge). While the preceding
phase is relatively simple, this phase is quite taxing. Task
standards for each task, in the forms of performance “mea-
sure and standard,” the “must know” knowledge, and the
“must do” expertise are established. In doing this work, a
data sheet is used to record decisions (Exhibit 5).

One critical time-saving aspect to this effort is to iden-
tify existing documentation and sources of knowledge,
expertise, and measurement. In fact, participants in this pro-
cess were asked to bring along all readily available relevant
documentation to the process-referenced tasks under con-
sideration for review and consideration during the work ses-
sion. So many good ideas were coming out so fast from the

EXHIBIT 4. Process-Referenced Tasks
Identifying job tasks within major business processes.
JOBS
INTEGRATED FLOWCHART OF A MAJOR BUSINESS PROCESS “A”
— #1 [ ] [ ] ® [ ] [ [ L 2 [ J L ]
P #2 [ J [ *® [ ] [ ] [
__®Ble]e . . ° . oejolel]oe °
— #4 [ ] ® ® ® [}
— #5 ® . ® [ ] [ ] L ] [ ] [} L ] ®
— #6 ® [ ] ® ® [ ] ® ® [ J e [
(Process Activities Over Time — “As it is Now™)
JOBS
IMPROVED INTEGRATED FLOWCHART OF A MAJOR BUSINESS PROCESS “A”
— #l ® [ ] ® ® [ ] [ ] [
— #2 [ ) L ] [ ] [ ® [ ]
—— #3 L ] L ] * L ] ® [ ] * [ ] ® o
I [ 3% I ° [ A~ s N
#5 [ ] 6 [ J .) L ] ( [ J ® ) [ ] ( ® ®
— #6 ® ® N1 ® ~ ® [ ] ~ ® [ ] [ )
(Process Activities Over Time |- “As it Will Be”)
Process - Referenced
Tasks for Job# § Task #4
T Task#1 Task #2 Task #3
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EXHIBIT 5. Process-Referenced Task Standards
Performance, Knowledge, and Expertise Data
Task # « From integrated flowchart
v Unique and discrete
/Intermediate and reasonable size
Task Name  Action verb & object of action
TASK KNOWLEDGE TASK EXPERTISE
"Must Know" "Must Do"
v If already exists: Name (precisely) 3
E the document & pages vDescribe the individual worker's §
E job task work performance 4
2 (in terms of behaviors, process, %
8 Jif doesn't exist; List or outline the and/or outcomes) \ 8
content §
8
£
]
Jif already exists: Name (precisely) é
'&" the document & pages Jif already exists: Name (precisely) 4
> the document & pages 2
9 JIf doesn't exist: ’%
w Describe the knowledge %
= (custom made measure Vif doesn't exist:- g
source for possible measure Describe the measure s
paper & pencil? Other?)
PERFORMANCE MEASURE AND STANDARD
 what a worker must do, under what conditions
and to what level

group that it was critical to have an official recorder of in-
formation so that no information would be lost. This highly
charged session at Healthcare Inc. yielded critical informa-
tion in the realms of performance standards, basic knowl-
edge, and unexpected sources of expertise and related
training materials.

Step 6: Produce task training and certification mod-
ules. Following the establishment of process-referenced task
standards, Healthcare Inc.’s training professionals put to-
gether field-based learning modules for those working in
the sales process. The learning objectives, field learning
guides, and support materials were produced to develop the
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required knowledge and expertise for sales process tasks. process were required to be certified in each process-
In addition, tests were developed and administered to referenced task within their job. The personnel assessment

certify knowledge and expertise on a task-by-task basis. and development process is illustrated in Exhibit 6.

Individuals working in the improved Healthcare Inc. sales The strategic management of expertise at Healthcare

EXHIBIT 6. Personnel Assessment and Development Process

—————» BUSINESS PERFORMANCE RESULTS
Quota Goals:

Individual meets quota

prior two years —— Meets/Exceeds Quota

Below Quota
NEW HIRES

Individual May Choose
to Participate for Improve-
ment and/or Advancement

Test Knowledge Assess Expertise

of all individuals of all individuals

One test covering all Indivdiuals rate themseives 0-4 on each job task.

job tasks with task Managers rate individuals 0-4 on each job task.

sub-scores. Final ratings through meeting with manager.

l

Identify Tasks Needing Development <4——
Manager & individual work ffom above data.

Create Individual Development Plan
Manager & individual use field guide.

Carry out Development Plan
Follow field guide

Test for Knowledge (per task) —» Fail —
Alternate versions of beginning test.

Assess for Expertise (per task}) —» Fajl —
Manager observes and/or reviews performance portfolio.

Pass v
<« GERTIFIED «* CERTIFIED
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Inc. proved to be efficient and effective. A significant por-
tion of the activity represented uncharted territory for the
company and its consultants. While the individual elements
appeared rational and at times routine, the overall perspec-
tive of directly connecting business goals and the process-
referenced expertise of individuals was radical. In addition,
the timeline of eight months to accomplish this with cred-
ibility was almost revolutionary.

MANAGING THE DEVELOPMENT OF EXPERTISE

A primary goal of management is to develop and main-
tain workforce expertise that is systematically connected to
business goals and the process(es) by which the work is car-
ried out. Even if the world stood relatively still—such that
work methods and normal employee turnover were evolution-
ary, not revolutionary—this would be a challenging task.

A naive assumption would be that most of the human
expertise required to understand and fulfill performance
requirements already exists in the organization and that the
job of management is simply to patch it up as necessary.
But the system described here points to a fundamentally
different approach to employee development, one that fo-
cuses on employees building a portfolio of expertise linked
to core processes. A strategic expertise map allows organi-
zations to manage expertise rather than jobs. Employee de-
velopment systems become future-oriented and closely
linked to core business processes and critical strategic goals.
Employees can manage their careers based on expertise,
rather than jobs. Jobs become temporary holding places that
can and will change frequently.

The work of developing and maintaining workforce
expertise is not so simple. The two primary selection strat-
egies available to management are to: (1) select individuals
based on their having the required expertise or (2) select
individuals based on their capacity to develop the required
expertise. In addition, there are two primary development
strategies available to management: (1) the organization de-
termines the required workplace expertise and development
method or (2) individual workers determine the required
expertise and development method. These choices are il-
lustrated in Exhibit 7.

The first selection strategy is that of candidates already
having the required expertise. The problem here is that much
of the required expertise to be a true expert in an organiza-
tion is organization-specific. To the point that this expertise
is generic professional or industry-wide expertise, it can
likely be obtained by hiring in the marketplace. Organiza-
tion-specific expertise can only be developed in or through
the organization. For example, many management skills are
generic and can be acquired in the marketplace. However, a
manufacturing manager is unlikely to have the expertise
needed to oversee proprietary processes.

The second selection strategy is that of candidates hav-
ing the capacity to develop the required expertise. This per-
spective informs us that adults have a capacity that directs
and limits their growth. This capacity should not be thought
of as being organization- or industry-specific. Rather, it is
content- and context-specific. For example, a person’s math-
ematical aptitude (content) will limit his or her ability to
handle complex financial equations. And a person’s social
style (context) will limit the interactive arenas in which he

or she will be effective. Many organizations

EXHIBIT 7. Strategies for Obtaining Expertise

Selection Strategies

today are finding that their employees lack the
basic skills to adapt to even unskilled jobs.
One hospital changing to a computerized sys-
tem for patient services found that fully half
its employees could not operate the system

] Candidates have because they could not read what was on the
Candidates aready apadty to develop computer screen. At higher levels, some tra-
have expertise required  expertise required ditional managers accustomed to a command-

Organization determines
the required expertise I 2
& development method

and-control approach to managing people
have not had the capacity to adapt to newer
team-oriented organizations.

The first development strategy is that of
the organization determining the required ex-
pertise and the appropriate development strat-
egy. Nuclear plant operator and airline pilot

Individuals determine
the required expertise 3 4
& development method

Development Strategies

training are two examples of this approach.
In these cases, organizations must carefully
control the expertise development process to
ensure safety where death and destruction are
the direct result of lack of expertise.

The second development strategy, that of

the individual determining the appropriate
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expertise needed and the development strategy, is quite typi-
cal of professional roles, especially highly specialized ones.
It is probably quite appropriate that such professionals as
field biologists or certified public accountants determine
their expertise development. Increasingly though, organi-
zations are involving frontline workers in determining de-
velopment strategies, particularly in organizations adopting
quality management or learning organization strategies.

What is the best approach? Each of the cells shown in
the matrix in Exhibit 7 provides advantages and disadvan-
tages. A caution would be to not find yourself locked into
one cell or one view. Staying locked into a cell 1 strategy of
hiring all the required expertise and having the organiza-
tion control the expertise determination and development
process may lead to frequent reengineering and layoffs as
expertise requirements shift. Equally dangerous is using only
a cell 3 strategy, whereby employees are selected for their
capacity to develop and then determine expertise develop-
ment needs themselves. While learning capacity and activ-
ity may be high under this approach, the organization may
find itself lacking in the core expertise required to achieve
its strategic goals.

A rational approach might be to embrace all cells when
thinking strategically. Such a holistic approach is probably
best for organizations in high change environments that want
to be prepared for all scenarios. Developing expertise in
the midst of change means organizations must abandon uni-
dimensional approaches and find an appropriate balance
among all four cells.

Employees should be selected both for the expertise
they bring with them, and for their capacity to develop new
expertise as needs change. Especially in high-technology
arenas, today’s expertise may well be obsolete in a short
time. In the midst of change, the capacity to develop is just
as important as current expertise. At Healthcare Inc., sales
employees were afraid of the change, in part because their
capacity to develop was not adequately considered when
they were selected. When their expertise became outdated,
they struggled to change.

Similarly, organizations should be partners with the
individual to determine future expertise and development
needed. The organization clearly has the most strategic view
and needs to be sure that development will lead to business
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performance in the future. On the other hand, the individual
employee is often the first to realize that changes are occur-
ring in the marketplace that will require new expertise. In
many instances, employees recognize the need for new busi-
ness practices and innovations before management.
Healthcare Inc. could have benefited from a stronger part-
nership with employees to recognize the need to reengineer
sales processes to meet growing competition. As it was, the
changes only occurred when competitive pressure reached
crisis levels.

Most organizations have not done very well when it
comes to managing and developing their core expertise. As
aresult, false notions about the nature of experts and exper-
tise gain wide acceptance—to the detriment of organiza-
tional performance. As the Healthcare Inc. case study
showed, however, there is a practical and strategic method
for assuring process-referenced expertise among today’s
workforce. B
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