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1. CONCEPTOS DE FILOSOFIA Y CULTURA EMPRESARIAL
Su papel en planificacién

por M. Angel Martinez



FILOSOFIA EMPRESARIAL

Su concepto se fundamenta
en la buisqueda de valores
gque ceonduzcan a la UNIDAD
DOCTRINAL en la empresa,

facilitandose las asigna-
ciones de recursos, con

criterios que contribuyan
a alcanzar los OBJETIVOS.

Rige comportamientos:

Define el estado FUTURO
a través de CRITERIOS
supremes.

ORIENTACION ETICA
que incluira:

CCMPONENTES
DEL

PASADO (referencia)

DISENO DEL NUEVO
ESTADO QUE SE
DESEA ALCANZAR



CONCEPTOS DE FILOSOFIA Y CULTURA EMPRESARIAL. (1)

1. FILOSOFIA EMPRESARIAL (F.E.) es el conjunto de valores, expresion
de la voluntad de los grupos nucleares respecto a la esencia, fines y
métodos de actuacion empresarial.

+  Se materializard en forma de "Codigos de Conducta o
comportamiento” - ("As{ queremos ser", "Estos son nuestros

fines", "nuestra actuacién se movera en...")
+  Explicitados ante: - Proveedores
- Trabajadores MERCADO
- Clientes Y ENTORNO
- Sociedad

Estos cddigos de F.E. abarcardn aspectos corporativos (misiones,
ambito, sistemas de valores, etc.), asi como sus objetivos supremos,
las unidades de negocio en que se basaré el desarrollo de la firma y
finalmente, en los aspectos relevantes del "management” y las
relaciones con los empleados.

{Qué importancia tiene la F.E. en la empresa? {COmo puede convertirse
ella en una guia directiva?

Los principios que contiene sirven de réferencia empresarial a tra-
v€s de una cadena tal y como esta:

SISTEMA DE VALORES:
(La visién de la empresa)

MISION
|

OBJETIVOS SUPREMOS
| 5

ACTUACION EMPRESARIAL. (Objetivos primarios
Planificacion, etc.)

(1) Martinez Martinez, M.A. Extraido del Material Didactico del Instituto de
Seguros, Fundacion MAPFRE Estudios, Madrld 1990.




Y, por tanto, servird como clemento bdsico de coordinacién de
comportamientos. Rige los anteriores como orientacién ética

empresarial (ante los directores, empleados, clientes y su entorno).

Todo ello exige que la F.E. sea compartida (publicada, discutida y
aceptada) por los miembros de la empresa, y conocida por el

entorno.

. CULTURA EMPRESARIAL (C.E.) es la expresion de normas y COM-
PORTAMIENTOS reales de los individuos en la EMPRESA, sus
orientaciones, rituales, comunicaciones en la empresa y/exterior.

Al tratarse de una "medicién" sobre factores cualitativos de la organi-

zacién, nos encontraremos con algunos problemas.

+  (Cémo medir la C.E.? --- Perfiles "valorativos".
+  (Hay coherencia entre F.E y C.E. (en todos los grupos)? (En-

cuestas)

LA DIRECCION, CONOCIENDO, LA CULTURA EMPRESA-
RIAL PUEDE INFILLUIR SU CAMBIO PARA CONSEGUIR UNA
MAYOR O MENOR UNIDAD DOCTRINAL ENTRE:

* COMPORTAMIENTO "DESEADO"
* COMPORTAMIENTO "REAL".

EN MUCHOS CASOS ADICIONALMENTE, SE PUEDE APLI-
CAR PARA CAMBIOS DE IMAGEN, ETC.



3. SINTOMATOLOGIA DE LA CULTURA EMPRESARIAL (Formas y métodos

de medida).

1. PERFILES DE PERSONALIDAD DE LOS DIRECTIVOS.

2. RITUALES. SIMBOI.OS.
3. ESTILOS DE COMUNICACION.

4. IMPLEMENTACION SISTEMATICA DE 1.LAS ESTRATE-

GIAS.

5. SISTEMAS DE DIRECCION (USO DE LA PLANIFICA-

CION, CONTROL, ETC.)

4. Resumimos el PAPEL DE F.E. Y CE. en

la empresa como instru-

mentos que FACILITAN la COORDINACION vy asignacién de

RECURSOQOS. Gréaficamente:

SISTEMA DE
VALORES

1
PO ? ER

FILOSOFIA EMPRESARIAL

.....................

CULTURA
EMPRESARIAL

.....................

» CODIGOS DE
CONDUCTA

PLANIFICACION ORGANIZACTION

S. INFORMATIVO

OBJETIVOS

PRINCIPIOS
DECISTONES

La F.E. "se instrumentaliza" (se convierte en her
orienta y conduce los comportamientos de los
empresa. As{ pues, su explicitacion ayuda a
coordinacién en la empresa.

ramienta directiva) cuando

sectores implicados en la
disminuir los costes de




¢QUE POSICION OCUPAN I.A FILOSOFIA EMPRESARIAL Y LOS
CODIGOSDE CONDUCTAEN LA PLANIFICACION ESTRATEGICA
DE LA EMPRESA?

Podemos resumirla en un esquema (2) que nos acerca a su utilizacién

como orientadora de los procesos de DIRECCION:

VISION ESTRATEGICA

* Filosofia Corporativa

+ Misidn de la Empresa

ANALISIS INTERNO + Ambito de la Empresa ANATISIS EXTERNO
y de los negocios
* Identificacidn *Entorno social
de POSICIONES + Sistema de valores y econodmico.
RELEVANTES.
Potenciales + Posicidn ante: *Proyeccidén de
- Empleados escenarios.
* Producto y - Clientes
competitividad - Accionistas *Competencia.
- Proveedores Productos.,
- Compromiso social Mercados
- Mercado

* Objetivos de crecimiento

* Identificacién Unidades
Estratégicas de Negocio

* Politicas Organizativas:
Ejercicio de 1la Di--
reccion

OBJETIVOS SUPREMOS

ANALISIS ESTRATEGICO
PLANIFICACION

(2) HAX Y MAJLUF hablan acerca de "LA VISION" que la compania tiene acerca
de los diferentes aspectos que abarcan la FILOSOFIA EMPRESARIAL.
(Strategic Management. P. Hall, 1984).

El Plantio, Febrero 1991



2. FILOSOFIA CORPORATIVA:
1a "vision" de la compaiifa (y ejemplo)

por C. Hax y Majluf



Stage 4: Corporate Strategic Planning f( { )

! Step I: The Vision of the Firm ;

The vision of the firm is a rather permanent statement articulated primarily
by its Chief Executive Officer, that is issued to: T

I. Communicate the very nature of existence of the organization in terms of

.- corporate purpose, business scope, and competitive leadership.

2. Provide a framework that regulates the relationships between the : firm and
.7z, its primary stakeholders: employees, customers, shareholders, suppliers, and
the communities in which the firm operates. )
= 3. State the broad objectives of the firm's performance in terms of growth and
¥ profitability. .

The vision of the firm has to be expressed as to provide a unifying theme
and a vital challenge to all organizational units, communicate a sense of achiev-
able ideals, serve as a source of inspiration for confronting the daily activities,
and become a contagious, motivating, and guiding force congruent with the
@rpotate ethic and values. T

The vision is a statement of basic principles that set apart those firms which
!mVC been able to articulate it in a positive manner from those which lag behind
in th-is respect. There are very few firms which can show well-defined statements
of vision, Perhaps the most noterious distinction of firms which have reached
lhc stage of corporate strategic planning is the presentation of a clearly articulated
Vision of the firm. |
[ cAn ind.ividual working for a firm has to become an active collaborator in
i l}ursult of the corporate purposes; he must lsharc the vision of the firm
) eel comfortable with the way in which 1t is translated or expressed in

(1) . Atwoed C. HAX, NICOLAS & MATLUT, $Trai—e9“(c mang -
C\j(’me‘nf frentice Hall 198y |
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traditions and values. The behavior of individuals is conditioned by this frame-
work and they must intimately sense that by following these guidelines, they
are fulfilling their most personal needs for achievement. The vision of the firm
is a personal drive for their own lives.

Though the vision of the firm is a central thrust for a smooth development
of corporate concerns, it is very hard to be precise in unambiguous and pragmatic
terms, and explain what it takes to develop and communicate the proper sense
of vision. The proper realization of corporate strategic planning requires, as a
first step, that a statement of the vision of the firm be issued. We believe that
three major components should be present in such a statement:

[. An expression of the misston of the firm in terms of product, market, and
geographical scope and a statement of the way to achieve competitive leader-
ship.

2. The identification of SBUs and their interactions in terms of shared resources
and shared concerns. (V& DadLS ESTR ARG ICAS fyzgoc/0)

3. An articulation of the corporate philosophy in terms of corporate policies
and cultural values.

The expression of the mission of the firm was already alluded to when prcsent
ing the business stratcglc planning in Chapter 3, where we provided an cxamplc
of Emhart's mission. We should emphasize | that the statement of the firm's 3
domain ought to be expressed in terms of the current as well as the future’ g

Mﬁr-d-.,--_

expected product, market, and geographical scope. This allows communicating
a sense of the future direction selected by the corporation in order to prevent
a myopic positioning of its businesses.

Likewise, we have already addressed the question of business segmcntauon. -
first at the business level where we defined an SBU as an independent autonomots}
unit, and at the corporate level, where the independence assumption was dropped
and we discussed at certain length the issues of shared resources and shal't"'?l 2
cancerns. RS

Therefore, it remains for us to comment on the third component of ;;F
vision of the firm, which is a statement of corporate philosophy. Needless t° g
say, this is the most subtle of the issues involved in shaping up the oorporatc
vision. Rather than offering an abstract discussion on this subject, we prO\'l'dc
an actual example on how Analog Devices, Inc., a progressive firm, has
cided to communicate its corporate philosophy (Figure 4.4), is co!’P'Omtc

policies (Figure 4.5}, and its value system (Figure 4.6), all of them sumrﬂl:;g 4
=

up a broad statement of corporate culture. This SUb_)CCt is treated extenst¥ y&r

in Chapter 5.

In Chapter 12 we present an illustration of a methodology to develop lh‘%
vision of the firm. :
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Figure 4.4 The Statement of Corporate Philosophy of Analog Devices, Inc.
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Corporate Purpose and Scope of Business

Our purpose is to search coatinuously for opportunities where we can make
unique or valuable contributions to the application of measurament and control
technology and by so doing increase the productivity of human and capital re-
sources, improve the quality and reliability of products and more generally up-
grade the quality of life and the advancement of society.

The scope of our business includes industrial automation and process control,
medical electronics, navigation and guidance controls, laboratory test and mea-
surements, environmental monitoring and energy conservation both domestically
and around the world.

Our Emplayees

Personal motivation and interests are primarily related to ascending needs for
security, safety, purpose, recognition, identity and the realization of one's full
potential. Qur corporate goals are bast achieved in an environment that encour-
ages and assists employees to achieve their personal goals while helping Analog
Devices to achieve its own.

Cur goals are to offer our employees a challenging and stable working environ-
ment, above-average compensation, and an unrestricted opportunity for personal
advancement irespective of race, creed, color, sex or national origin. Our objec-
tive is to build mutual respect, confidence and trust in our personal relationships
based upon commitments to integrity, honesty, openness and competence. Our
policy is to share Analog Devices’ succass with the people who makae it possible.

Qur Customers

Satisfying the needs of our customers is fundamental to our survival and our
prosperity. These needs can best be understood in terms of the support we
lend in helping our customers meet their cbjectives with thia: minimum use of
their resources. Thus, our goals must ba to provide reliabla and superior products
which ofter innovative solutions to our customers® problems, dependable delivery,
quick response to inquiries, easy-to-use products and product literature, and
strong service and applications assistance. We must work hard at understanding
the business of our customers so that we may anticipate their neéeds and enhance
their effectiveness, We wish to be major suppliers to our key customers and
to establish long lasting business relationships based on performance and integ-
rity.

QOur Stockholders

Our responsibility is to satisfy our stockholders' desire for a isecure and liquid
invesiment at an attractive rate of return. Our objective is to' consistently earn
a return on invested capital that is well above the average for all manufacturing
companies and comparable to the most successful compani¢s in our industry.
To date our policy has been to retain all of our earnings to fihance our growth.

?

Our goal is to achieve return on capital at a level where we'can both finance
our growth and pay a dividend.

Our Suppliers

Our suppliers are partners in our efforts to develop marketishare by fulfilling
Our custormers’ needs. This requires that we be open and frank about our future
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Figure 4.4 Continued

requirernents and plans as they would affect our suppliers. 1t also requires that
we seek to understand what constraints are placed upon them by their technol-
0gy, cost structure and financial resources. We place strong emphasis on associ-
ating with suppliers who are financially stable, competent and honest and who
are consistent in meeting their delivery and quality commitments to us.

Our Community

Our goal is to be an asset to every community in which we operate by creating
stable employment, by lending our effort and support 10 worthy causes and by
developing people with leadership skills who can be valuable in communrity affairs.
Our people are encouraged to take an active interest in their community and
to contribute their efforts to the solution of community problems.

Growth

Growth is an important means by which we satisfy the interest of our employees,
our stockholders and our customers. High caliber people are looking for opportuni-
ties for personal development and advancement which can best be achieved
in a growth environment QOur stockholders are looking for an above average
retum which can be achieved more assuredly by a growth company.

QOur growth obiective is 1o penetrate selected segments of the wordwide
instrumentation market which are growing at an annual rate of 15% or more.
Thus, for us, no growth means extinction and growth in excess of the markel
is a requirement for increased strength. Our goal is to achieve a three year

markets we serve. We accomplish this growth primarily by continuously broaden-
ing the range of our product line mmugh intemal developrents, but also through
venture investments in now companies and through seiected acquisitions that
falt within the scope of our business definition.

Profit generated by our business is the primary source of funds required to ﬁnanoe
our growth and uitimately to pay a return to our stockholders. Without growth

. nass. With this rate of |
rétum we can finance our growth and over the long term pay a dividend to®

our stockholders without taking unreasonabie risk. 2
Market Leadership S
Our goal is to obtain the fargest share of each market segment we serve. We |
believe the key to achieving market share is to enter growth markets early with 3 X

and communications. Our markets are worldwide in scope and our objective is

average growth of 25% per year which isnearly twice The growlh rate of the -

and profits we cannot achieve our corporate objectives. Our goal is to eam .

12%retumonassetsemp(?and19%remonimested_c§mgl' wiich trans- ||
tates 10 er {ax on sales our

superior, innovative products and to provide a h{gh level of customer semoea;

to develop comparable penetration in every major geographical market. ' e“‘
Summary 3 'é% :
Achieving our goals for growth, profits and market share creates the environment ¢ 3

and economic means to satisfy the interests and needs of our employees, stock:|:
hotders, customers and others associated with the firm. Qur success depeﬂd5 .

on people who undersland the interdependence and congruence of their persoﬂaig
goals with those of the company and who are thus motivated to contribute toward !
achieving these goals. 8]

Source: Analog Devices, Inc., “Corporate Objectives.” Reprinted by penmssloﬂ g

Analog Devices, Inc., Norwood, MA.

s e e
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Figure 4.5 A Brief Summary of Corporate Policies of Analog Devices, inc.
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Analog Devices, Inc.
Policies

Centralized business strategy

Highly decentralized organization, aligned to strategies and cultural values
Depend more on champions than on committees and broad studies
Management by objectives

Consultative management style

Open, frank commudications

Concem for the individual and respect for his commitment and judgement
More dependency on judgement than on rules and regulations

Respect for different points of view and tolerance of conflict in goal setting
Expectation of full commitment to agreed goals

Risk oriented, entrepreneurial climate

Tolerance and understanding of occasional failures

High value placed on innovative, creative results

Congruence between individual and corporate goals

High standards for personal and business ethics

High standards for positive, inspirational leadership

Broad sharing of the fruits of success

Figure 4.6 A Brief Summary of the —Value System of Analog Devices, Inc.

Analog Devices, Inc.
Value System

Management processes and policies are based on assumptions about people
and how they behave. Specifically people—

‘—#re honest and trustworthy

—Should be treated with respect and dignity

1| —Want to achiave to their full potential and will work hard to do so

—Want to understand the purpose of their work and the goals ¢f their organization
—Want a strong hand in determining what to do and how td do it

—Want to be held accountable for results and to be recognized and rewarded
i for achievements.

;:’.‘;‘{ifg-‘,‘";m&’;.. .



3. CULTURA EMPRESARIAL Y FILOSOFIA

por C. Pumpin y S. Garcia Echevarria




1

Cultura empresarial y

la estructura directiva”

’jj;;@eﬂcms W

Frosoris y CUCIORN TS OR) O

(Constituye todo debate actual sobre cultura empresarial un planteamiento
de moda en los conceptos de direccion y organizacidn empresariales? ;O se
trata ciertamente de una nueva forma de concebir los sistemas de direccidon y
organizacion de las instituciones?

Para muchos, pudiera plantearse el problema como el cambio de un
paradigma en cuanto a los elementos que deben definir la bisqueda de esos
sistemas de direccion y organizacién que den la eficacia buscada a las
instituciones y a los procesos que realiza. Y ello, sobre todo, por lo que
afecta a las instituciones empresanales

La bisqueda de una organizacion «excelente» consutuye uno de esos
procesos inmanentes en el mundo empresarial actual, lo que en los ultimos
afios ha despertado un gran interés. La pregunta que se plantea es por qué
en los Gltimos afios se centra, en primer piano, el problema organizacion en
todo lo que constituye la dimension del management y, consiguientemente,
esa basqueda de recetas, unas veces, y de analisis de experiencias, otras. O
también, en la bisqueda de modelos o construcciones que permitiesen definir
a cada uno de los responsables de una institucidon cudl seria aquella forma
mas eficiente de dirigir y organizar.

Se van a analizar aqui dos aspectos fundamentales antes de centrarnos
en la contribucion en torno a la cultura empresarial.. Por un lado, qué papel
tiene la cultura empresarial en el contexto de los modelos o de los sistemas
de direccion y, por otro lado, sus repercusiones y relaciones con la estrategia
y con la filosofia empresarial.

I. Cultura empresarial en los modelos de direc¢ion

Toda organizacion y sistema de direccion es, por una parte, eficiente o
ineficiente en relacidén con una situacién concreia, fanto del entorno como

3
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4 CULTURA EMPRESARIAL

de las estructuras internas, y, por otra, con respecto al estado de [uturo que
quiere alcanzarse con esa institucion o proceso. Ha sido caracteristico de los
afios sesenta y setenta de la economia y de la empresa espaiola el desarro-
llarse dentro de un sistema relativamente cerrado, mas ¢ menos administra-
do, o, lo que pudiera denominarse, tutelado, de manera que los elementos
que han decidido el entorno empresarial espaifiol han «homogeneizado» las
exigencias organizativas y directivas de las instituciones espaiiolas. No han
existido exigencias fuertes a los sistemas de direccion y organizacion. Se ha
tratado fundamentalmente de un proceso, de un impacto muy reducido del
entorno sobre las exigencias de direccion de las instituciones y, dentro de la
institucion, se han planteado fundamentalmente aspectos centrados en la
gestion de los recursos.

Por el contrario, en los sistemas mas abiertos, competitivos, como han
sido en las décadas anteriores en lo que concierne al comportamiento en los
Estados Unidos, se ha planteado la busqueda de nuevas formas de direccion
y organizacion que permitiesen dar una mejor respuesta a las exigencias del
entorno y de la propia capacidad de respuesta de la empresa a los cambios
del mismo.

A una organizacion y al correspondiente sistema de direccion empresa-
rial le compete Ia funcidon de ordenar los recursos de que dispone en esas
situaciones internas y del entorno empresarial y orientar esa ordenacion con
criterios cara a lo que se quiera alcanzar, al estado de futuro. Precisamente la
problematica de la organizacidon adquiere dimensiones importantes cuando
los sistemas son complejos, pero dentro de esquemas abiertos o competiti-
vos. Se pueden tener sistemas empresariales sumamente complejos pero que
dentro de un sistema cerrado se «homogeneiza» de tal manera la organiza-
cion en la que domina la gestion apoyada en esquemas organizativos
burocraticos. La idea de optimacion corresponde a sistemas o procesos
cerrados, o casi cerrados, en [os que la adecuacion de los factores es un
problema de asignacion gestora de esos factores.

Por ¢l contrario, sistemas complc_los dentro de una estructura abicrta,
competitiva, implica siempre en la organizacion una necesidad de «heteroge-
neizar» las formas organizativas y dicectivas. En los propios Estados Unidos
se incrementa {a preocupacion por los temas del management cuando ia
competencia japonesa, especialmente a través de la industria del automovil,
penetra fuertemente en el contexto empresarial americano.

Consiguientemente, el mayor o menor peso del «factor organizacion»
depende de las caracteristicas, de la beligerancia de los entornos, que en
sistemas abiertos, constituyen uno de sus factores de produccion claves.

La creciente division del trabajo, reflejada ademas en su multinacionali-
zacion, umplica una gran exigencia de descentralizacion. Se agota la capaci-
dad de los sislemas burocraticos comeo tales y se hace necesario proceder a
una descentralizacion por la propia complepidad de los sistemas. La multina-
cionalizacidon ha sido el factor desencadenante de la incorporacion de mult-
ples cuituras y Tormas de comportamiento, independientemente de aspectos
legalistas, que ha llevado a una gran complejidad a los sisternas empresaria-

12
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les. Y ello imphlica, como en los afnos cincuenta o sesenta, no solo a las
grandes multinacionales, sino que el proceso de multinacionalizacion, sobre
todo impulsado por la Comunidad Europea, involucra a pequenas y media-
nas empresas. Esta descentralizacion, consecuencia de la muitinacionaliza-
cidon, exige un gran esfuerzo de coordinacion, lo que a su vez genera mayores
costes. Las ventajas de una descentralizacion, su utilidad, tiene que ser muy
superior a los crecientes costes que origina ent su coordinacion por o que
aqui se plantea el reto de la forma en que se dirige y organiza. Del modelo de
direccion y organizacion que sepa utilizar las ventajas de una descentraliza-
cion frente al incremento de los costes de coordinacion dependera el éxito o
fracaso de cualquier sistema directivo. Ese sera el sisterna de organizacion
excelente.

La organizacion clasica ha venido acentuada, en mayor o menor dimen-
sion, por los aspectos materiales, las funciones, la tarea. En este sentido,
cuando se ha hablado de optimaciones, estd hablindose de optimizar funcio-
nes o tareas en las que el hombre es el ejecutor, pero no verdaderamente el
que disefia y conforma. Por otro lado, los intentos de modelos de direccién
con una mayor acentuacion del comportamiento humano han estado perma-
nentemente encuadrados en esta division de tareas o en la funcionalidad o
funcionalismo como punto de referencia de las posibilidades configuradoras
en una organizacion. Con lo cual, se ha restringido fuertemente uno de los
elementos claves para una eficacia organizativa: La flexibilidad y reorganiza-
cion permanente.

El desarrollo de los sistemas burocraticos corresponde a sistemas cerra-
dos en los que el detalle del propio proceso y de la tarea‘en concreto define el
papel del hombre, o incluso en los modelos de los dfios cincuenta que se
pueden clasificar bajo el criterio de « direction by..» objetivos, resuitados,
etc., implica diseiios de modelos de direccion y organizadion acentuando uno
o varios de los elementos determinantes de tipo «wmaterial», bien en detalle
absoluto, como en un sisterna burocratico presupuestario, o bien con un
grado de abstraccidon importante, como en los modelos de direccion por
objetivos, etc.

No se niega que el hombre siempre ha jugado un papel importante en
este proceso de direccion y organizacidn; pero ¢l problema es la relacion del
hombre con respecto a una tarea concreta y parcial, en la cual lo que se ha
tratado es de que aprenda a hacerla mas eficientemente, a «optimizar» un
sistema cerrado, o bien se trata, que en las dimensiones del nuevo enfoque de
una cultura empresarial es de relacionar al hombre coq la institucion en la
cual realiza esa funcidn vy, consiguientemente, ganar en flexibilidad a los
efectos de orientar su asignacion de esfuerzos y de costep como contribuctdn
a una mejor identificaciéon del proceso de esa empresa.’

La cwlrura empresarial siempre ha existido, lo que sucede es que esla
cultura empresarial viene determinada, en primer lugar, por el entorno en el
cual se mueve la empresa. Y el entorno ticne muy diferentes elementos, desde
el politico, al social y econdémico. Un orden econdémigo de una ecconomia
competitiva, abierto a la economia exterior, o un orden financiero basado en

13
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la dependencia de un banco emsor, genera entornos empresariales total-
mente distintos y, por lo tanto, provoca una evolucidn en la cultura empre-
sarial que constituye la picza clave del proceso.

Por otro lado, la cultura empresarial viene ademas caracterizada por la
propia estructura de la empresa, su evolucion, su historia, los lideres que han
arrastrado a esa empresa, su producto y también sus mercados. Pero se
puede decir que el entorno constituye el principal elemento que define el
grado, velocidad y necesidad o no de un cambio cultural en {a empresa.

Con la division de trabajo se introduce, via mudtinacionalidad, esa dimen-
sion mencionada de la descentralizacidon que crea graves problemas de
coordinacion. Los modelos de direccién estan centrados en la bisqueda de
fa respuesta de la forma de coordinar. Pudieran clasificarse perfectamente
todos los modelos por su capacidad de coordinacion. Ea instituciones o
procesos con pocas exigencias de coordinacion se trataria de buscar modelos
de direcciOn y organizacion con bajos costes y con esquemas sencillos, como
en principio parecen ser los presupuestos. Pero cuando se trata de modelos
de direccion que tienen que hacer {rente a situaciones cambiantes de ese
entorno, ¢ incluso de su propia estructura interna por innovaciones tecnolo-
gicas, ¢ por nuevos comportamientos de los competidores, etc., implica la
necesidad de procesos de direccion en los que ia coordinacion esté orientada
fundamentalmente al hombre y que esté dispuesto al cambio organizativo.
Los costes de coordinacidén no surgen sélo por los flujos materiales, sino por
la capacidad del hombre para asumir ese cambio organizativo inmanente de
la institucion empresarial.

Es cierto que las exigencias de coordinacion y sus costes son distintos en
los diferentes niveles horizontales y también en las exigencias de comunica-
cion vertical entre ios distintos niveles de una ‘organizacion.

Hay un segundo aspecto clave en la evolucion de la empresa: el que
concierne a la necesidad que se siente de globalizar el calculo economico y la
asignacion de los recursos. La idea es que la asignacion de recursos via
organizacion de la empresa, tiene que orientarse a criterios de la empresa
como globalidad y no a criterios funcionales parciales. Lo funcional no
puede dominar en la asignacion de recursos, ya que no conduce necesaria-
mente a la optimacién del conjunto de la institucion y, por lo tanto, se busca
un comportamiento individual que tenga como criterio de referencia la
institucion global y, de esta manera, que cada una de las personas, tareas o
procesos se mida bajo un criterio écondmico de contribucién a ..., mas que de
optimacion de sistemas cerrados. Un sistema abierto puede venir reflejado
siempre por el criterio econdmico de contribuir a ..., mientras que en un
sisterna cerrado sus criterios econdémicos son ciertamente de optimacion.

En este sentido, las coordenadas que tienen que definir los sistemas de
coordinacion viz direccion y organizacion, son mas complejas y son incluso
mAas CcosSLosos.

Por ello, los impulsos dados en los tltimos anos a la cultura empresarnal
se deben al hecho de buscar en ella el desarrollo de sistemas de valores
que permita estructurar un comportamiento mas unificado entre los sujetos,
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CULTURA EMPRESARIAL Y LA ESTRUCTURA DIRECTIVA 7

independientemente de sus funciones y que tengan como punto de referencia
la tostitucion global. El desarrollo de la «etica empresartal» no es s6lo un
problema de contribucion a la «responsabilidad» societana de la empresa,
sino que es una grave exigencia de los esquemas de coordinacion en una
empresa moderna.

Si se dispone de un sistema de valores entre todos los sujetos identifica-
dos, se logra uno de los componentes claves en una empresa para reducir los
costes de coordinacion: sc trata de la unidad doctrinal. Unidad doctrinal
implica que todos los sujetos estan identificados corporativamente y que su
sistema de valores es suficientemente homogéneo para de ahi deducir las
soluciones a los problemas que sc¢ plantean en las distintas culturas.

Por lo tanto, lo que se busca con el desplazamiento hacia modelos
anclados en cultura empresarial es que los sistemas de direccion y organiza-
cion se basen en dos elementos vitales:

— Unidad doctrinal.

— Identidad corporativa.
LotpoTanYe:

Con ello, se trata de contrarrestar el incremento de los costes de coordi-

nacion como consecuencia de la mayor complejidad del sistema y de

e

entorno para lograr una mayor {lexibilidad de adaptacion y, por lo tanto,
desarrollar también una mayor capacidad creativa, innovadora que es nece-
saria en todo proceso de flexibilizacion.

No puede flexibilizarse una organizacion si sus miembros no son capaces
de asumir procesos creativos e innovadores, buscando nuevas formas organi-
zativas para solucionar los nuevos problemas planteados por la evolucion
del entorno.

Si se quiere, se trata de que no se aferre el individuo a la funcion, tarea o
puesto de trabajo, y que le plantea un comportamiento rigido, de resistencia
a no abandonarlo; por el contrario, se trata de que mantenga una bisqueda
permanente de nuevos procesos y, consiguientemente, que asuma una iden-
tidad corporativa. Se trata de relacionar al individuo con la corporacion
en la que realiza el proceso y que dentro de esa corporacidn, pueda en el
trascurso del tiempo, realizar muy distintas funciones y tareas. De esta
manera se buscan organizaciones mas eficicntes de acuerdd con las situa-
ciones que implica el entorno o cambio este entorno, o de las propias estruc-
turas internas de la empresa. Y esta eficiencia es la que llevaria a la reduc-
cidn de los costes de coordinacidn, no sélo en el plantcamiento estatico
de la estructura organizativa actual, sino que en el planteamiento dinamico
corresponderia a los cambios organizativos que tienen que asumir en ef tras-
curso de su pertenencia a esa institucion el individuo.

La idea vital en todo ¢l planteamiento de la estructura empresarial es
reducir ios costes de coordinacion y, por ello, se exigen modelos de direccion
mis participativos, pero en ninguno de los casos partiendo de una participa-
ci6én «legaln, sino una identtficacion con el proceso y la institucion.

La cultura empresarial implica asumir un criterio de| competitividad
partiendo del propio individuo y de su capacidad de resolucton de los
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8 CULTURA EMPRESARIAL

problemas y, por otra parte, de lo que concierne a la confianza en la
capacidad de la institucion para ir asumiendo los cambios organizativos
necesarios. Y esto trasciende al entorno de la empresa desde dentro de la
misma. Por consiguiente, esta modificacion en los comportamientos empre-
sariales exige a los entornos de la empresa una mayor identificacion con las
necesidades de este cambio organizativo. No puede esperarse que |a empresa
sea muy eficiente organizativamente cuando €l entorno fiscal, financiero o
laboral, se ancla en el pasado y practicamente obstaculiza el cambio
organizativo. Este proceso obstaculizador puede realizarse por la via de la
accién politica y legislativa, pero debe considerarse la fuerte presion de
costes que se ejerce sobre esa economia y, por lo tanto, la reduccion de su
capacidad competitiva con todas las consecuencias de creacidn de paro,
mala asignacidon de los recursos, etc. Con lo cual, €l propio politico se
quedara sin capacidad para poder resolver los problemas societarios que
quiere asurir.

Esta situacion se acelera con la rapidez del cambio del entorno y, en este
sentido, la imposibilidad de predecir qué tipos de cambios y en qué momen-
tos. Se necesitan organizaciones flexibles que solamente se logran a través de
la identificacion del individuo con la organizacion, no por la via de aliena-
cion del individuo, sino por la unidad doctrinal con respecto a la forma,
valores y normas de actuacion a la hora de plantear y resolver los proble-
mas.

Debe quedar claro que la eficiencia de una organizacion, de un sistema
de direccion, debe medirse siempre con respecto a la situacion en la que esta
planteado y con respecto al estado de futuro que quiere alcanzarse. Se debe
evitar en cualquicra de las situaciones el hacer valoraciones historicas de las
organizaciones sin que se incorporen las situaciones de ese entorno. Los
tratamientos dados a la hora de enjuiciar acciones de directivos o de
empresas son errdneos, puesto que se estdn aplicando criterios que corres-
ponden a otras situaciones que, consiguientemente, {levan a una valoracion
erronea de los mismos.

Es por lo que se hace necesario analizar los dos aspectos que determinan
1a eficiencia de una organizacién: por un lado, la definicion, en primer lugar
de ese estado de futuro: la filosofia empresarial y, por otro lado, la definicion
de una estrategia que constituya la forma o procedimiento por la que se
considera que puede alcanzarse esa situacion de futuro de la forma mas
eficiente.

2. Cultura empresarial y filosofia empresarial

Toda actuacion humana esta siempre necesariamente orientada a alcanzar
metas, objetivos, a estados de futuro. Si no existe una deflinicion, consciente o
inconsciente de ese estado de futuro que quicre alcanzarse, no puede produ-
cirse ningun criterio de decision. En un sistema cerrado o estatico cabe el
disenio de estructuras de optimacion. La meta corresponde a una gestion de
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esos elementos de ese sistema cerrado. En un sistema abierto significa la
introduccion de la dimensién temporal, esto es, la dimension de futuro y, al
mismo tiempo, la necesidad de disenar esa orientacion de futuro por malu-
ples vias o alternativas.

Los criterios de decision, los economicos, cuando se trata de sistemas
abiertos, tienen, por lo tanto, que establecerse basandose en:

« Ese estado de futuro que quiere alcanzarse a un determinado plazo con
escenarios mas o menos definidos.

« De las formas o procedimientos o procesos que quieran seguirse para
lograr ese estado de futuro: con qué estrategia piensa alcanzarse
teniendo en cuenta la situacion actual y esa situacion de futuro que
quiere alcanzarse.

El primero de estos aspectos de definicién del estado de futuro, corres-
onde a la _estruct ofi igl. Se trata de definit cuiles
son los sistemas de valorgs gue conducen a una unidad doctrinal o conver-
gencia de esfuerzos y, consiguientemente. asignaciones de recursos, criterios
y decision que «converjan a ...», esto es, que «contribuyan a ..», lograr una si-
tuacion de estado de futuro y mas o menos largo plazo. La unidad doctrinal se
ancla fundamentalmente, y parte de la definicion de una filosofia empresarial.
Esta filosofia empresarial es 1a_que_rige los comportamientos de las
personas y la que supone la instancia ultima dentro de la empresa en las
dimensiones de coordinacion. Lo que refleja la filosofia empresarial es como
se quieren alcanzar esos estados de futuro, no basindose meramente en los
recursos materiales y su cuantificacion, sino en los comportamientos huma-
nos o sistemas de valores que rigen como elemento comun a todos los
miembros de esa corporacion o institucion. Su contenido, define claramente
cuiles son los comportamientos que se esperan con respecto a los otros
hombres dentro y fuera de la empresa, con respecto al entorno y también
con respecto a los recursos materiales implicados en esa empresa.

Sin duda, es el punto de referencia basico para poder deducir los criterios
que tienen que entenderse siempre como criterios con respecto a la institu-
cidn, como criterios de «contribucion z ..» y, consiguientemente, es también
la filosofia empresarial la instancia suprema de coordinacién de la empresa.

Disefiar, dirigir y organizar una institucién, una emd‘resa, en base de un
esquema de filosofia empresarial implica dificultades impprtantes pero, sobre
todo, implica otra forma de dirigir hombres y otra forma de configurar las
organizaciones. Pero, ademas, implica también otra forma de entorno en el
que éste dé soporte a esas formas de concebir 1as instituciones con mayores
grados de libertad como consecuencia de las exigencias de descentralizacion
y, por lo tanto, que permita a estos entornos, instituciones cuyo disefio sea
SICHI{JFC mas creativo e mnnovador.

La primera dificultad es Ia de vaiorar cudl es la ﬁlOSOﬁd empresarial que
estd defimendo una cuftura en los momentos actuales de una cmpresa. El
problema se plantea a la hora de explicitar una flosofia empresarial como
clemento coordinader, pues si no se explicita dificilnfente va a ¢jercerse
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10 CULTURA EMPRESARIAL

como unidad doctrinal, para determinar qué cultura es la que se considera
necesaria para alcanzar ese estado de futuro. Una filosofia empresanial de
cara al estado de futuro implica una contraposicién de la actual, a los efectos
de conocer las evoluciones o cambios que tienen que producirse en la misma.
Este es un aspecto importante incluso en la incorporacion de nuevos
directivos, o en los planteamientos de formacion de directivos o en los
problemas que deben implicarse en todo analisis de fusiones o absorciones.
Una filosofia empresarial arranca en su desarrollo, de una situacion
actual anclada ya en la empresa proveniente de toda una forma de concebir
dentro de las peculiaridades situacionales del entorno y de la propia empre-
sa. Por ello, existen periodos historicos en los que hay una gran constancia
en esa forma de evaluar la filosofia empresarial y hay otros momentos
historicos, como los actuales, con grandes exigencias de cambio, mejor
dicho, de ruptura de filosofias empresariales.
Lo que se trata, por lo tanto, en el disefio de la filosofia empresanial es
definir ese estado de futuro para poder analizar cudl es la capacidad de
la actual cuitura disponible en la empresa, para que pueda evaluarse la
viabilidad o posibilidad de ajustarse a esas_situaciones de futuro que se
buscan. 7
LLa via de la competitividad en el entorno, entornos beligerantes, implica
la busqueda hacia dentro de la empresa de una dimensiébn mucho mas
corporativa y de una respuesta de esluerzos corporativos en los que verdade-
ramente se ajuste con precision cada una de las contribuciones para el
conjunto de esa empresa.
E! desarrollo de una filosofia empresarial comporta, por lo tanto, dos
aspectos complejos:

1.° El que corresponde a las consecuencias del componente de pasado
que implica el desarrollo de un sistema de valores existente, explici-
tado ¢ no.

2° Los aspectos que conciernen al futuro, esto es, el diseiio de cuil tiene
que ser la filosofia empresarial para que pueda definirse el punto de
referencia al que deben orientarse los ctiterios de decision de esa
empresa y que, significativamente, pudieran comportar las dimensio-
nes de los cambios organizativos anclados en diferentes culturas
empresariales y la viabilidad de una mayor flexibilidad del entorno.

La evaluacion de una cultura empresarial pasa por definir un sistema de
valores que deben regir la ortentacion al futuro de la actividad empresarial.

Si la filosofia empresarial existente no corresponde a las exigencias para
poder alcanzar el estado de futuro, debe replantearse este sistema de valores.
La filosofia empresarial constituye uno de los elementos permanentes en las
instituciones y, consiguientemente, es un elemento de coordinacion de a
largo plazo, de manera que asuma la orientacién dentro de unos determina-
dos comportamienios que son los que van asentando una cultura empresa-
rial. La (ilosofia empresarial constituye el catalizador de la cultura empresa-

rial y ¢l punto de referencia al que ésta tiene que ajustarse. Consiguiente-
M
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menle,_mj_e_dc plantearse el cambio de cultura empresarial sin haber fijado

previamenle cual es el sistema_de valores, la fillosolia empresarial, a la que

debe orientarse ese cambia. Ambos elementos, la filosofla empresarial y la
‘cultura empresarial son los que marcan la trayectoria de permanencia de
una institucion que, por lo tanto, acentita su dinamica a largo plazo.

Por ello, en todos los procesos de cambio organizativo, de variaciones en
los procesos empresariales que se realizan a través de la formacion, debe
asumir ésta una orientacion precisa hacia ese sistema de valores. No debe
disenarse ni implantarse ningun proceso de formacion que no esté orientado
como tal a ia realizacion de esa situacion de futuro y, consiguientemente, a la
interpretacion e implementacion de la filosofia empresarial en la vida diaria
de la empresa, en la definicion de comportamientos concretos y operativos.
Debe constituir el catalizador que enseiia como deben configurarse los
comportamientos, como deben estructurarse las actuaciones {uncionales vy,
consiguientemente, como se traducen los niveles de abstraccion a situaciones
concretas.

Por otro lado, la aceptacion de una filosofia empresarial implica el
criterio basico de globalizacion de la empresa. Esto es, la filosofia empresarial
es el primer diseio global de 1a institucion y, por lo tanto, constituye para
cada uno de los miembros de esa empresa la dimensidon corporativa como
tal. El aprendizaje de cOmo ¢s la empresa, desarrollo de ¢riterios funcionales
para adoptar decisiones en esa empresa, debe partir de esta perspectiva
global como tal de la que deben deducirse los planteamientos funcionales o
parciales. La deduccion de los criterios de tipo funcignal de aprender a
realizar a través de cursos, seminarios, procesos de aprendizaje, siempre
orientados al mismo derrotero en la filosofia empresarial.

Sin duda la filosofia empresarial constituye el sistema de coordinacién
por excelencia, a un nivel elevado de abstraccion, que es el iinico nivel en el
cual puede coordinarse, tanto por lo que afecta a la trayectoria temporal a
largo plazo como en la dimension de integracion de funciones con respecto a
la dimension global de la empresa. Sin una unidad doctrinal anclada en la
filosofia empresarial, no puede darse respuesta 4 la flexibilidad exigida por la
coordinacién para crear estructuras organizativas y directivas con capacidad
de descentralizacidon y que, al mismo tiempo, por lo tanto, conceden marge-
nes de creatividad e innovacion que permitan conjugar la capacidad humana
creativa con las exigencias de coordinacion de un proyecto comin caracteri-
zado por una compleja division de trabajo.
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Fig. 1. Estructura del sistema de empresa como corporacion.
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2. HENKEL




CORPORATE GUIDELIES




What
IS
Henkel?

1. Henkelisa
Specialistin
Applied Chemistry

Qur driving force is the mar-
ket. Our customers' needs
and problems determine our
thoughts and actions.

We base our products and
services on chemistry.

We develop and market
products and product-
service combinations that
offer our customers specific
benefits through our know-
how in application.

2. Henkelis an
International Company

We use all existing market
potentials for our products
woridwide.

Global marketing strategies
and international know-how
are used to further our com-
pany.

What we know, thinkand do is
aimed at the world market;

we take national characteris-

tics into account.

45
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dorporate
ldentity

3. Henkel is an Open
Family-Company

The voting shares are held
by members of the Henkel
farmily. Additionally, preferred
shdres have been offered to
the public.

In the interests of its share-
holders and employees,
Henkel aims to ensure its
long-term existence. Risks
are balanced through diversifi-
cation of product activities

and geographical areas.

We ‘pursue a policy of open-
ness towards shareholders,
employees, customers, and
the public.
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4. Henkel supports its
employees

Henkel shall attract compe-
tent employees.

The Company shall be
managed in an achievement-
oriented climate based on
Henkel's management guide-
lines.

Management positions shall
be filled from within, quali-
fications being equal. In all
efforts of management
development, special atten-
tion shall be paid to Henkel's
international structure.,

Employees are supported in
their ambitions to respond

to the changing requirements
of their jobs through contin-
uous training and develop-
ment.

Compensation and other
employee benefits are based
on the position and the
personal achievement of
each individual and shall be
competitive with other
companies.

Managers at all levels must
be included in decision-
making processes so that their
output is optimized through
personal participation.

Relations with employees and
their representatives are
hased on mutual trust, in
accordance with legal and
contractual agreements.

5. Henkel uses its
financial potential

Allinstruments offered in finan-
cial markets are used to
provide optimal financing for
our corporate growth.

Uniform methods for financial
management and for meas-
uring performance are to be
used throughout the Com-
pany. Conclusions drawn shall,
however, be qualified by
market conditions.
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What
are our
ooals?

1. Henkel shall be
a single unit

The Company is perceived,
managed and controlled as
a single unil. Special needs
and characteristics of the
various product groups and
affilialed companies are
laken into account.

2. Henkel shall endure

All decisions are directed
towards ensuring the long-
term life and growth of the
Company.

Through its structure and

business methods, the Com-

pany shall respond quickly
and comprehensively {o
importanl changes in its sur-
roundings and markets.

Corporate
Mission

3. Henkel shall
be q%ttractive to competent
employees

Thr ‘ugh its personnel policies,
Henkel creates a corporate
climate in which our people
are seen as the foundation of
all corporate achievement.
The!Company develops and
supports its employees and
respects their personal goals
and|convictions. ‘

4. Henkel shall put
customer needs first

Ourimain concern is the
development and distribution
of products and services that
totally satisfy customers’
needs in quality, service, and
value.

The/Company believes in
conpetition in free markets
andltries to gain competitive
advbntages through fair
means.
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5. Henkel shall be
profitable

All Henkel's business activi-
ties must generate sufficient
profits to ensure growth and
an adequate retum on invest-
ed capital.

6. Henkel shall be soundly
financed

The Company aims for high
equity and a sound balance
between risks and opportuni-
ties.

7. Henkel shall respect
the values of society

The Company responsibly
integrates societal values and
governmental laws and
regulations into ils policies,
and their consequences shali
be taken inlo account in all
Company operations.

8. Henkel shall respect
the environment

Henkel develops and manu-
factures ecologically accept-
able products. Production
processes shall nol have
negative impact on the envi-
ronmenl. Production facilities
shall be safe for all employ-
£es.
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How are
the goals
o be

achieved?

1. Henkel develops its
core businesses

Henkel is sufficiently diversi-
fied; the existing businesses
are the core activities of the
Henkel Group.

These core businesses are
strategically defined
as foliows:

+ Consumer products
« Systems
- Basic materials

Special strategies will be
developed for all business
units.

Market leadership shall be
pursued wherever it can lead
to increased returns.

2. Henkel pursues inter-
national diversification

The broad international base
of Henkel is an important
prerequisite for keeping up
with the globalization of mar-
kets.

Corporate
Strategies
(EJdcerpis)

Product markets in certain
countries or areas, which
Henkel cannot cover on its
owiy, are developed through
colciperation with capable
partner companies.

A broad international ex-
change of know-how in all
disciplines shall ensure that
new insights, methods, and
proTesses are used through-
out the Company to further
salﬁs and profitability.

3. henkel supports
innovation

The Company develops the
creativity of all its employees
in order to improve its com-
petitiveness. Research and
development, including
process development, must
supply, in time, innovative
products for the new needs
of clistomers.
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Our
objective:
On the road
to becoming
an excellent
company

bly evolve mto a Ieadershlp.
Only metivated and highly qualified employees will - lnmatwe.r

bring us forward on the road to becoming an excellent

company. We intend and have to be attractive for such i
people who in future even more than today will be the
decisive competitive factor. The Henke! Employee
Initiative is designed to help us become even better

managers and employees.
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Our
guiding

L3

P
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* The Henkel Employee Initiative helps each of us to im-
plement specifically and in all areas of activity the

4 three guiding conéepts of our Leadership Philosophy.




\-i-

]owmg ihose ygho have done ;*mentsv
ihe work to present the re- o

‘® delegate not only the ]Obi

. but also the success; those-
who do the work shall also be
entitled to enjoy the success.

@ increasingly encduraging
teamwork across organiza-
tional frontiers;
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| priorities

Our

This program describes four initiatives by which the

guiding concepts can be translated into practice

together with our employees. AH superiors sh:ould

select at least three. of these initiatives which they
consider suitable. The proposals cited withinthe frame-
work of the Employee Initiative are possibilities. They
can and should be supplemented by additional meas-

ures.
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R i
order.to improve’
-of the: work’




Our way:
The Targe
Dialogue

The Target Dialogue has a central role to play in the
v Henkel Employee Initiative. In the process of the
B Target Dialogue, we should deal with subjects as
o businessdevelopnient. work priorities/targets/organi- ihe
aua
AR and supplementary aspects. To give you some idea of rtﬁ ;

. progress made must be followed up on, and the resuits _
- verified. As many resuits as possible should be quan-

tified in figures or codes.

'ﬂ‘ﬁr‘ ',:ialﬁ §




Our star
How are
we going to
mplement
"he

o

-mployee
" at

roeT—cy

nitiative

denkel?

'soon. as an- initiative ha
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eﬁio ' age'i'ld a
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£

* pisan qrig'oin
‘task."So all the’ émployee
report to their. superiors g

succeeded, and then the
introduce new initiatives.
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Preface

New findings in science and technology, rapid changes in

the market, the growing need on the part of our employees

. for information, recognition and the development of their
personality - all these factors place high demands on the
skill and behaviour of our management personnel. The .
leadership of people is an important prerequisite of corpo- .
rate capability. Individual employees should be encouraged,
in accordance with their abilities and will to succeed, to

" contribute ideas of their dwn and to share responsibility
through their actions.

The following leadership principles — accompanied in each
case by additional remarks, explanations and examples ~
are by no means new for our Company. Rather, they lay
_down rules which have grown with the living lradition of the -
Company. '

By publishing these principles, particularly in this our year
of anniversary, we thought it proper to stress that we wish to
continue to adhere to these principles. The superiors in our
Company continue to be committed to implementation of
these principles, not literaily, but according to the spirit
which they embody. They will continue to be the objectives
and the criteria for correct leadership.

Dr. Konrad Henkel
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Leadership by
Personal Example

ltis every superior’s task to lead his subordinates. His

. level of competence is to a large degree determined by
the quality of his leadership. The most effective instru-
ment of leadership is personal example.

Leadership is essentially a relationship between
people and means guiding people in such a way
that objectives may be achieved. It is the task of
the superior to create for himself and his subordi-
nates all those prerequisites necessary, so that
action will lead to results in accordance with
objectives.

A superior is someone to whom one or several
employees report directly and to whom he is
authorized to issue directives by virtue of the job
description.

Mutual trust and respect for the opinions of others
are prerequisites for a productive working enviren-
ment. )

The superior gains the trust of his subordinates by
serving as an example to them at all times and
- under all circumstances.

The superior sets himself the same level of require-
ments that he asks of his subordinates. He should
also be willing to face relevant criticism.

The superior endeavours constantly to improve
the quality of his leadership and to eliminate any
inadequacies which may arise.
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“ The Will to Succeed
and Cooperation

Through his leadership the superior creates a working
environment in which the will to succeed and the capabi-
lities of each individval employee are promoted and in
which employees are willing to do their utmost in their
jobs arid towards achieving corporate objectives. He
regards the promotion of cooperation amongst employ-
ees as animportant precondition of achieving corporate
objectives. -

The superior promotes the will to succeed an the
part of his subordinates by rotsing their interest
and enthusiasm for the tasks set and by convincing
them that it is worthwhile for them to contribule
ideas of their own and to act in a responsible
manner.

Each employee must clearly realise that carporate
objectives can only then be achieved if subordina-
tes and superiors work together contructively. This
applies not only within the individual areas of the
Company but also to their inter-relationships.

Effective work demands relevancy and objectivity
which must not be impaired by personal attitudes
and feelings.

The superior corrects his own decisions or manner
of behaviour which he identifies as being unsuita-
ble.

Through such leadership, personal differences of
opinion can be avoided to a large extent. If they do
emerge, however, then they should be resolved
speedily and impartially.

If a subordinate feels he has been treated unjustly
by his superior, he is entilled to lodge a comptaint.
Initially he should contact his immediate superior.
If the matter cannot be resolved at this level. then
the next ranking superior shall take a decision.
Rights over and above this and which are written

5
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into the Work Regulations and Employees Repre-
sentation Act are unaffected. Employees should
not suffer any disadvantages as a result of com-
plaints lodged.
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Delegation of
Tasks and Accountability

Clear organisation and an unambiguous altlocation of
tasks, accountability and authorization strengthen the
commitment and the interest shown by employees in
their work. They should be assigned tasks which can be
carried out autongmously and responsibly.

Each task should be delegated to a level where it
can be comptleted with the necessary expertise
and control.

Delegation means that each individual employee
decides and acts in a responsible function within
his clearly|defined work area. Within the area of
accountability of his subordinates, the superior
should only take decistons after consultation with
his subordinates. Generally speaking, he should
confine himself to supervision and discussion.

The contents and objectives of the work area
should be determined by ther superior. In so doing
the latter should pay particular attention to ensure
that therelis no averlapping or ambiguity in the
tasks as defined.

Thé superfor is accountable in turn to his superior
for his own work area and thus in general for the
results acpievéd by his subordinates. The superior
can only then be released from his accountability if
evidence exists to the effect that failures or
offences yﬁere not preventabile within the frame-
work of dqﬁties and rights.
{

The superior has the right and duty to exercise
supervision. He can intervene directly within the
“area for which the subordinate is accountable,
provided that achivement of objectives is endange-
.Ted as a result of actions or orissions on the part
of the subordinate. Through his leadership the
superior promotes the capabilities of his subordi-
nates to such a degree that such intervenlion
remains an exception.

~d

— ap—




64

The sup'er'ror.ensmes that his tgsks are also carried Setti ng a nd SUperViSiOﬂ
out during his absence. For this purpose he . .
appoints a Deputy as a matter of principle. Depute- of Ob] eC'[’I\/eS

zing is delegation of accountability for a limited

period of time. The superior shall set his subordinates clearly defined,
stimulating and achievable objectives which enable the
subordinates to develop their capabilities to an optimum
degree, These objectives are laid down jointly with the
subordinates, in order to make use of their expertise on
the subject and in order to promote their commitment.
With the aid of suitable supervisory steps, he observes
the work of his subordinates so that if necessary he can
assist the subordinates in fulfilling their objectives.

On the basis of his own job objectives, the superior
defines objectives for his subordinates which are
to be achieved within the framework of their jobs.

The objectives must be achievable and as far as
possible quantifiable. This also means that the
subordinates can individually influence methods
and conditions.

The superior draws up the objectives in such a way
that the subordinates can develop their capabili-
ties to the full, realise their own ideas and identify
with the objectives.

The overall accountability of the superior entities
and obliges him to set up supervisory measures,
so that deviations from objectives can be identified
in good time and that correction of these with the
stbordinates can take place.

The results of supervisory measures serve as a
basis for performance appraisals made by the
superior with respect to the subordinate.

The superior must advise his subordinates of the
results of his achievement check and the influence
that the latter will have on any performance
appraisal.



The superior acknowtedges competent perfor-
mance and points to inadequacies in such a way
that subordinates receive help and guidance in
their jobs through constructive criticism.
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Information and
Communication

The superior ensureb that his subordinates receive ail
the information theyrequire in order to handle the tasks
assigned to them and so that they can relate these to the
corporate context and objectives. With respect to.
organisational and personnel changes affecting the
work of his subordinates, the superior should inform
them in good time, stating reasons.

The superior! can only expect objective-oriented
performances from his subordinates if they are
fully informed about the tasks set them. Therefore
the superior should provide all information neces-
sary for completion of these tasks.

Il

tnaddition, re superior should provide his subordi-
nates with the information they require in order to
recognize tHat they are making a useful contribu-
tion to the gverali activity of the Company.

|

The right to be informed is connected with the
duty of the subordinate to provide his superior
with information relating to his own work area and
which the superior requires in order to carry out
his leadership task.

With respect to planned organizational or person-
nel changes, the superior should inform his
subordinates in good time, stating reasons. He
should prowde them with an opportunity to submit
their opinions and arguments and, fries where
possible, tojtake these into account in his decision
making.

In order to maintain the flow of information, the
superior holds regular discussions with his subordi-
nates. He i§ also available fo them at short notice
for discussions.

11




The task of the superior 1s furthermore to ensure
a task-oriented flow of information within his own
organisational unit and amongst the interrelated
job areas within the company.
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~ Appraisal of
Subordinates

The superior appraises his subordinates regularly
according to the effort they put into their jobs, their
capabilities-and the results achieved. The superior is
obliged to discuss in detail such appraisals with the
subordinates concerned. Where necessary, he offers
them advice and assistance towards improving perfor-
mance, The superior plays his partin ensuring that his
subordinates receive fair assessment and payment
justified by their performance.

The superior appraises his subordinates at regular
intervals (cf “Employee Appraisal at Henke!")

The basis of this appraisal is the performance and
the results achieved by the subordinates on behalf
of the Company and within the framework of their
job descriptions. Completion of this appraisal
should also take into account any external circum-
stances which may have affected results.

The-appraisal must relate to criteria and standards
whjch the subordinates are aware of at the star! of
the review period, )

The results of the appraisal are given by the
superior to each subordinate during the course of
a discussion in which the superior provides the
subordinate with an opporturity to express his
views, Superior and subordinate should search
together for possibilities of remedying identified
inadgquacies.

Appraisal and discussion are also opportunities for
examining whether the subordinate is being
employed in accordance with his capabilities and
knowledge. If this is not the case, the superior
should instigate steps to change this. Such steps
may include transfer to another area within the
Company.
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Encouraging Employee
Development

Management positions within our Company should be
staffed by employees from within the Company, where-
ver possible. This is why the superior does his utmost to
identify particular capabilities and talents of his subordi-
nates and to encourage the development of these.

The Company can only achieve set abjectives and,
wherever possible, fill management positions from

~ its own ranks, if it has available at all times an
adequate number of management employees to
satisfy the high requirements. Therefore one of the
special obligations of the superior is to identify
management potential amongst his subordinates,
to promote their development and to make these
employees available to the Company for filling
management positions.

If a superior considers a subordinate worthy of
“promotion, he should ensure that the subordinate
receives adequate guidance and extra training. In
so doing, he makes prime use of the Company's
facilities. The superior monitors the success of
measures faken.

.The superior.should consider it an important task

of leadership to pass on his own knowledge and
+ experience to his subo_rdinates.

14
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Maintaining Employee
Work Capacity

The superior is responsible for maintaining the work
capacity of his subordinates to the extent in which he
can influgnce such. He should not permit any working
conditions which result in his subordinates suffering
avoidabl‘ mental or physical harm,

(Foncern for maintaining the work capacity of his
mployees develops from the responsibility of the
uperior towards the Company and his subordina-
es.
he superior is responsible for ensuring that within
is area of accountability, all legal and contractua
rovisions are observed.

J[he superior should ensure that all working areas
within his control comply with safety regulations.

Where he is able to do so the superior ensures that
his subordinates are not exposed to more mental
r physical stress than is necessary.

e superior ensures that his subordinates take
eir regular holidays. If required, he assists his
ubordinates with personal or health problems.
hen necessary he calls on specialised depart-
ents within the Company to provide the relevant
assistence.
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Respect for
Personality

Persuasive leadership is based on respect for the
personality of others. The superior should, by virtue of
his own behaviour, provide his subordinates with the
assurance that they are being guided within the Com-
pany according to clear and uniform principles.

The superior shows his subordinates at least the
same respect and courlesy which he expects from
his superiors.

The superior's behaviour, contacts and work
directives should be refevant and job-oriented, so
that no individual subordinate is unjustifiably
favoured or placed at a disadvantage.

Interference in the personal freedom and privacy
of subordinates is as a matter of principle inadmis-
sible. The subordinates must be able to recognize
clearly that within the framework of their job, they
can achieve self-realization through their own
responsibility. '

The superior endeavours to achieve just leadership
as a result of his obligation to his subordinates and
the Company.
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. ' Py,
BMW Handlungs-
maximen

BMW Management

— = Maxims

&

Maximen,

die keinerlei Widerspruch,

keine Probleme bei der Einhaltung
darstellen, sind keine Maximen.

Maxims
which present no contradictions and
no problems are not trye maxims.
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hese maxims shouid be followed by
“all employees and executives,
n this sense they are also the bas
aluatmg performance

1 n partacular Iwarmly refe. you all o -
those statements which gresent. )
-BMW &s a competent, fair and reliable
‘partner in all external relauonsh*ps

Mamm12}-; I
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Management Maxim 1

Each level of manage-
ment sets standards
and serves as a model

for lower ranking ievels
in achieving BMW's
- corporate objectives
and strategies through

efficiency of work

economy and the
appropriate use of
means :

working together
constructively.

In the long run a company can only be -
as good as its lop management, and i
employees can only be as good as the
standard set by their superiors. This
standard gives each employee an exact
crientation over and above specific
objectives and direct instructions, thus
perceving what is in the interest of the
company.
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Management Maxim 2

N - . . I
AP o By et o A
Cin inNTzZraegl S ine

S2MBENY overrides ing
inierest of individual

P

divisions: each decision:

should be considered
in the light of its overall
consequences.

All decisions should be taken and
activities pursued in the carefully
constdered interests of the whole com-
pany, and not to give one division a
short-term advantage.

We should also be willing to assume
responsibility for the resuits of our
activities in a broader context, ie, for the
company, the environment or society
as a whole.
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Manaqemeant Maxim 3

Excellent management
requires full
identification with the
company.

He who s not comnutied (o 3MW as

a company and BMW's objectives will
nol be able to achieve excellent and
motivating management of employees.
Al mosi, he can be a good manager

i a technocraic and rational, but not
an emolional sense. All-round
motivation is therefore indispensabie
for outstanding achievements.

Identification with the tasks and
objeclives oi the company requires the
individual, in the event of a conflict,

to show his foyalty first to the company
as a whote and only then to his own
individuai group.

1t
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Management Maxim 4

Decisions or resolutions
should be implemented
intelligently, but they
must be implemented
(and not forgotten).

it is not only essentiat that decisions
and resotutions are made, but also that
they are implemented in the meaning
and spirit in which they were intended.
it does not heip the company if
decisions are executed literally without
considering specific conditions or

new information.

Deviations from the original goals
set are therefore not only admissible,
but even desirable if required.

Managers/management groups

who have made decisions should be
informed of changes in good time,
allowing them, if applicable, to recon-
sider their decisions.
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Management Maxim 5

Itis the duty of every
employee to exercise

and accept constructive
criticism.

in striving for better achievements

and better products we should critically
consider our current standard and
query odr own decisions. We should

be prepared to critically consider

our views and actions at all ttimes.

Such a critical attitude does not mean
general criticism and “gossiping”
during breaks, but should rather be
aimed-at constructively establishing a
process of change and improvement:
any criticismn should be in line with
BMW's goals.
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Management Maxim &

Solve problems -
do not look for culprits.

it 1s more in the company's interest

to identify the reasons for problems
and not to seek culprits. We can all
contribute 1o this aim by directing

our criticism at a specific subject matier
itselt, anq not at the individual who
brings bad news or perhaps makes a
mistake.

However, wherever probiems are due
to the inadequate standard of individual
employees, we must be willing to

- soberly bear the consequences - in the
interest of the company.
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Management Maxim 7

zverybody may make
mistakes - although not
too many, and in parti-
cular not the mistake of
covering up short- '
comings and thus
damaging the company.

Thus requires no further comment.

77



78

Management Maxuim 8

Acknowledging the
competence of other
individuals and depart-
ments also means
accepting constructive
questions asked by
other individuals/
departments and provid-
INg competent answers.

* Individuals who are convincing in their
statements, actions and decisions

will convince others through their
specific competence. However, such
individuals/departments should be
willing to accept critical questions on a
_ project at an early stage - and not just
at a tater stage when the only option

is a “yes or no" decision that does not
benefit anybody and does not allow
proper consideration of specific
aspects.
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Management Maxim 9

Take risks — as long as
they are within your
control.

We are willing - and even obliged as
businessmen - {0 take risks. In other
words, we have 10 take decisions with
a degree of uncertainty.

Everybody should therefore accept -
assessabie - risks in his own work,
even if there is a chance of failure. We
all need a bolder approach in applying
. good ideas, even if we cannot prove
the quality of an idea from the outset.

The larger the risk appears to be,

the harder we shouid try to obtain
information. But we should never-
theless run afl risks which to the best of
our knowledge appear to be within our
control. Whenever somebody shows
conviction and competence in suggest-
ing an idea, and is personally

involved and willing to bear the risk,
even such projects will be accepted.

23
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tdanagement Maxim 10

One good turn deserves
another. Or: the principle
of performance and
counter-performance.

Applying this performance principle,
we should first make a contribution to
lhe company's success and then
expect a contribution back from the
company. This counler-performance
must of course be appropriate,
corresponding 1o the performance of
the individual or group involved.
Such counter-performance means
more than “just” money. il aiso means
less tangible things such as praise,
promotion, further training and new
tasks.

We should aspire to an above average
level of achievement, as average
performance is sirnply not enough to
attain a leading position amoengst

our competitors. S0 we must be critical
in judging ourselves and our own
work.
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Muanagement Masxim 11

Only the customer
decides on the quality
of our work.

It could also be said that the cuslomer
decides on BMW's right to exist.

So in all decisions we make, we shouid
always consider what this offers the
customer. For we can only be success-
fut in the long run if we have satisfied
customers ~ customers who are com-
mitted to BMW. I is therefore essential to
accept all the needs and demands ot
our customers, making them the yard-
stick for our decisions.

27|
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Management Maxim 12

In all external relations,
BMW must be
accepted as a

competent,
fair

and reliable
partner.

in aill external relations {ranging from
press releases to advice given by
senior mechanics in the workshop), -
every BMW employee should make a
competent impression on the people
he tatks to. He should show them time
and again that he knows what he is
talking about.

In addition, every BMW employee
should always be reliable - you must
be able to count on what he tells you.
BMW employees must also be.fair to
their partners, whether they are small
suppliers, large companies or a BMW
customer. All agreements must be
fulfiled with genuine fairness, just as
disputes shoutd be handled in a fair
style.

29
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Management Maxim 13

BMW fulfills all legal
requirements and
regulations. The only
flexibility we have is
within generally accept-
ed margins.

We are prepared and willing to fulfilt ali
legal requirements and regulations
imposed by the authorities and political
representatives. But we try to influence
these reguiations within accepled
limils'when they are originally drafted
and compiled.

In terms of our international activities

this means that we fully obey local laws,

regulations and business practices,
even if they contradict our moral
standards or legal concepts. We are in
business to export BMW products,
not our legat and social system.
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To ensure a successiul future,
flexibtlity is required

These management maxims are not
elernal dogmas. Rather, they are
general markers, which may be refined,
adapted or even changed according

1o the demands of the situation.

in this respect, the managementt
maxims agreed on at the fitth BMW
Senior Executives Conference in Berlin
have been supplemented al the sixth
BMW Seniar Executives Conference in
Frankfurt by the following three points;

Each individual has
the responsibility to use
his or her initiative. :

For the company to
remain young,
continuous learning is
essential.

All managers must
be committed to
international thinking
and action.
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