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Let's assume that we have two engineers with equivalent levels of knowledge and
skills in the IT field and that their performance and results differ significantly due to
differences in their respective styles of behavior. Customers' evaluations of these
two engineers also differ: one is regarded as being just so-so, and the other meets
with the most fulsome praise. What the second of these two engineers possesses
is competency, defined as the capacity to act in such a manner as to bring specific
tasks and roles to a successful conclusion, in other words a combination of skills,
knowledge and attributes bearing on behavioral features, conduct and attitude. In
the past, Japanese companies have tended to focus on the acquisition of
knowledge and skills in connection with the nurturing of ability. The nurturing of
competency as an indispensable ability for raising the performance of the
company as a whole and of the people who work in it has become a matter of
interest, and many publications on this subject are appearing in rapid succession.
It goes without saying that competency is not something expected only of R&D
divisions and engineers, nor is it a topic of exclusive concern to personnel
divisions. It was from around 1996 that the word "competency" became commonly
used within IBM, but from well before then and down until the present consistent
attempts have been made to improve employees' competency. In this issue we
focus on the question of competency. In "Management Forefront" we take a multi-
faceted look at the competency required of leaders on a cross-departmental basis
and at how efforts are being made to nurture abilities. Several papers relating to
competency in connection with knowledge management and the nurturing of
abilities are also included. We hope you will read these papers in conjunction with
examples at the forefront of the IT field.
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Competency is concerned not only with aspects that are easy to
see from the outside such as knowledge and skills but also with
aspects that cannot be seen so easily from the outside such as
social roles within the group, self-images, trait, and motive. It is
thus a matter of competition in the real sense. IBM's Services has
been tackling the question of raising the competency of
employees for at least a decade now. We focused at the start on
creating processes as frameworks for cultivating knowledge
and skills that could be easily appreciated from outside. One of our
efforts involved the standardization, diffusion and reform of
methodology, methods and processes. Using a variety of
templates made available for this purpose, the systematically
developed methodology that we created is being applied to all
kinds of solutions as an IBM Global Services method, as a
method established worldwide, and as an integrated end-to-
end method. Creating the conditions for improving competency
involves the promotion of e-learning, which has been shown to be
an effective way of acquiring knowledge, implementation of
knowledge management and reuse of intellectual resources,
and a "Mentoring" system. In particular, a knowledge management
system operating on the worldwide scale Intellectual Capital
Management (ICM) has been created, and the culture of raising
levels of achievement and achieving faster and better output
has made considerable inroads within the company. We will be
looking here at methods being used to enhance competency
within services from a diachronic perspective. However, much
remains to be done to achieve the targets of competency.
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Competency development in the R&D sector at IBM began in 1993
as part of the re-engineering project affecting the whole
company. While on the one hand introducing an integrated
portfolio and strengthening marketing, an integrated product
development process (IPD) was promoted. The idea behind
IPD was that projects should stand at the core of business. A
system of cross functional teams was instituted, and, with the
project manager as the leader, teams were assembled to
include not only engineers engaged in research and
development but also specialists in areas such as project
management, marketing, planning, finance, quality, and
manufacturing. IPD speeds up work by strengthening team
work, but what | want to stress here is that competency is by no
means a question of process skills and that the most important
aspect is the philosophy that underlies the process. For IBM, this
philosophy was concerned with the sharing of values based on
close communication. Realization of this philosophy is
dependent upon an uninhibited, dynamic, equitable and
transparent corporate culture. It is only when every individual
member of a project team is aware that he is representing a
particular function and when people feel pride, enthusiasm and joy
at being present at the creation of something new as a
consequence of teamwork that competency development really
come to life for the first time. IBM has therefore striven to
create an environment in which engineers are able to work with
pride and passion. The TR (Technical Resource) system is
one of the products of these efforts and is aimed specifically at
engineers. The environment supporting engineers in APTO
(Asia Pacific Technical Operations) has also been enhanced
from the standpoint of knowledge management. This includes
introduction of a patent server system, construction of
knowledge portals, and provision of expert navigation.
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In January 2001, the chairman of IBM Corporation, Louis V.
Gerstner, appointed Samuel J. Palmisano to the position of
chief executive officer (CEO) of the company. This brought into
focus not merely at IBM but also at other companies the
outstanding leadership qualities demonstrated by Gerstner,
who has been standing at the forefront of the company now for
more than a decade, and the measures being introduced to
foster his successor. IBM's personnel division is directly aware of
the importance of leadership, and since 1997 has been
implementing a Global Leadership Program on a global scale
aimed at the prompt discovery and cultivation of leaders who
might be referred to as executive resources on an intra-
departmental basis. Understanding of leadership capacity,
leadership style and organizational culture are being focused
upon as priority items in the context of the cultivation and
training of prospective leaders. Eleven qualities of leadership
ability, six styles made up of three pairs of concepts of
leadership styles, and six standpoints in respect to
organizational culture have been stipulated. In order to ensure that
these do not remain merely on the level of "textbooks" for
training purposes, effective results are being achieved by
means of subjective and objective evaluation before training
begins. Let's take a look at this matter here.Within a global
perspective, an important requirement of personnel policy in
the future is going to be "workforce diversity." The competency of
people working from home, whose numbers are steadily on the
increase, and competency in respect to female employees are
important questions. IBM intends to make use of the know-how
gathered through the promotion of leadership competency in
dealing with these questions.
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With the aim of raising sales efficiency and achieving a position as
the top sales organization within the industry, in 2000 IBM
launched a worldwide "high-performance selling initiative." This
initiative consists of five components, of which the most
important is competency. Why is it that even salesmen with the
same levels of knowledge and skills who appear to understand
exactly what they should be doing may exhibit considerable
differences in terms of their actual performance and why should
their respective achievement be so clearly different? With
attention given to this point, consideration of sales competency at
IBM got off to a start with the attempt to define exactly what is
meant by outstanding sales and by role models for sales. More
specifically, with regard to the behavioral patterns exhibited by the
top 5% of salesmen who continue to demonstrate constantly
good results on a worldwide basis and salesmen who
demonstrate average performance, research was conducted in
connection with the individual factors constituting competency,
namely skills, knowledge, role within the group, self-
signification, thought properties, and motivation. It was found that
clear differences do indeed exist between the two. An IBM
sales competency model was created consisting of three
categories and ten areas of competency. Surveys and training
aimed at sales were then carried out with the aim of raising the
competency levels applying to sales as a whole in the future. But
provision of training is no guarantee on its own that
competency will suddenly improve. We are dealing here with
training and improvement through actual work, and coaching by
superiors and seniors thus has a very important role to play.
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Providing the setting for engineers to share information.
Realizing collaboration in response to alliances between companies.
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Kawasaki Heavy Industries has been promoting the introduction of
advanced information technology throughout the company, for
instance through the introduction of a joint base for OA and a base
for e-commerce, in order to make work within the company more
efficient and to encourage collaboration.Although these efforts
have met with considerable success, introduction of an internal
company system in April 2001 has meant that more and more
alliances between companies are likely to be established in the
future. In addition to sharing of information within the company,
there is also going to be a need for sharing information outside the
company as well. In response to changes in the style of manage-
ment within the company, Kawasaki's Information Systems
Department and the information subsidiary BENIC Solution have
created an engineering workplace that is intended to provide a set-
ting for engineers inside and outside the company to share infor-
mation. The information foundations for this engineering collabora-
tion are drawing attention from many quarters and will be made
available outside the company as a package from April 2002. For
this report we listened to various people involved in development,
centering on establishment of a system for promoting the project.
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Masaki Shirai

General Manager

Information & Communication
Systems Department

Kawasaki Heavy Industries, Ltd.
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Yuji Nakai

Staff Officer

Planning & Control Section
Information & Communication
Systems Department

Kawasaki Heavy Industries, Ltd.
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Senior Manager
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