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1. INTRODUCTION 
 
 
Next decade research organizations will face an unexpected range of challenges and opportunities in 

the social, economic, political and business environment. Short cyclic, rapid changing uncertainties, 

surprises and discontinuities will characterize the external environment, influenced by rapid 

developments in (information) technology. 

A number of significant shifts are occurring. 

 

 
THE CHANGING ENVIRONMENT 

 
Old New 

 

- Facts and theories 

- Quantity 

- Uninformed customers 

- National customers 

- Individuals 

- Initial qualifications 

- Lifetime practice 

- Single discipline 

- Introvert 

- Knowledge 
 

 

- Values 

- Quality and post –quality 

- Demanding customers 

- Multinational / international customers 

- Teams 

- Continual updating 

- Mobile careers 

- Multidisciplinary 

- Extravert 

- Competence 

 
(Source : BIM report, “Beyond Quality” 1990)

 
A survey (Hartman & Kraak ,1991) among CEO’s of European Contract Research Organizations 

about expected shifts indicate: 

- more research activities will be funded by international bodies and less by national governments; 

- information will be owned by more than one country; exploitation becomes a joint responsibility; 

- a reduction of graduates in engineering and science within the European Community. 

- a lack of first graduates proceeding to Ph.D. will put pressure on fundamental research; 

- differences in remuneration and social charters effecting local recruitment; 

- a growing need for multi lingual staff. 

 

These shifts affects the way of organizing, managing and developing professionals. 
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2. DEVELOPMENTS 
 
 
Organizations need to be flexible, adaptable and responsive to the changing requirements of both 

customers and employees. The solution sought is a move from the bureaucratic to a more responsive 

organization. Processes for continuing learning, adaptation and change are required. These 

processes need to be open and should tap as many resources of relevant expertise as possible. 

Experts and specialists should aim to become facilitators, harnessing relevant expertise by all 

available means in such a way that it can be applied to add value for customers. 

 

Organizations are becoming flatter, leaner and tighter. Staff and support functions are being cut back. 

Responsibilities are being delegated and devolved throughout the organization. There is a growing 

requirement for skills that can be accessed flexible on an ad hoc basis.  

 

Networks are to become global, bringing together all those who wish to contribute a proportion of their 

time to a particular mission. The mission or purpose of a network will become a key source of 

differentiation. Much effort will be put into articulating a distinct and compelling mission. 

  

Bureaucratic organizations are transitioning into more flexible forms, based upon teams. Working and 

learning are facilitated by appropriate technology. Processes are replacing procedures. The boundary 

of the organization is blurring, as it becomes more of a network with electronic links forward into 

customers, backwards to suppliers, sideways to business partners. 

 

Values could become a significant differentiator of networks. When technology, information and 

knowledge become a commodity, equally available to all, competition between networks may be on 

the basis of values, rather than such factors as price. Customers may choose between producers, all 

of that have access to relevant technology and knowledge according to the underlying values of the 

producing or converted network. One value network, for example, may be chosen rather than another 

because it is more environmentally conscious. 
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ORGANIZATIONAL DEVELOPMENTS 
 

- More flexible, adaptable and responsive  

- Processes for continuing learning and adaptation 

- Slimmer, flatter and tighter 

- Delegation and devolution 

- Global Network in stead of national stand alone 

- Multifunctional  and multinational teams 

- Values as significant differentiation of networks 

- Access to skills more important than ownership 

- Technology facilitating groups and teamwork 

- Shift of focus from input to output 

 

 

 

The people of the network organization need to be supported by a communications network that can 

facilitate its work. This facilitating technology needs itself to be flexible and adaptable in allowing multi-

functional, multi-location and multinational teams to work together. The process of working effectively 

in a team involves more than just sharing data. It must also be possible to share thoughts, insights and 

concepts. It should facilitate learning and development and itself be capable of learning and 

development. 

 

At the heart of the flexible organization is a core team co-ordinating the work of task forces and project 

groups. Project and team management is replacing bureaucratic and hierarchic management. 

Assessment and remuneration are increasingly based upon output rather than position in the 

organization. 
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3. OPPORTUNITIES AND CONSTRAINTS 
 
 
The question at hand is, what opportunities from a viewpoint of Human Resource Management can be 

provided by an network organization of European CRO’s against the background of the developments 

earlier mentioned. 

- Within this type of network there is the possibility to establish international, multi-functional 

projects. This provides the opportunity for managers to gain experience in international project 

management. 

- The exchange of professionals between member organizations of such a network is a strong tool 

to develop the kind of expertise and experience needed to meet future challenges. 

- In such a international network it is possible to share values, thoughts, insights and concepts. 

- Since one of the developments is a decrease of graduates in engineering and science such a 

network organization can provide an recruitment channel across national boundaries or provide an 

overall pool of qualified professionals. 

Core

Customers Suppliers

Expert 
Groups

Core

Customers
Suppliers

Expert 
Groups

Multi 
Functional

Teams Project 
Groups

Core

Customers

Suppliers

Expert 
Groups

Multi     
Functional

Teams Project 
Groups

 

Network Organization of European Contract Research Organizations 
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On the other hand one may expect some constraints, that prevent that organizations develop into 

effective and efficient networks to meet future challenges, or that form barriers in meeting the 

objectives set for such network organizations. 

 

- Cross-cultural differences, the lack of understanding why people of different countries act and 

react different in similar situations is a barrier in successfully implementing projects and or in 

effectively negotiating with clients. National prejudices and companies self-interests rather than 

collective interests reinforce this barrier.  

 

 

  
There are generations of attitudes to change,  

 
and they will not be changed overnight 

 
 

 

- Language is a major problem, not only to international managers and the communication between 

experts, but also in the communication with customers. 

 

- The need for an international social charter and internationalizing of appraisal and reward systems 

can increase costs. 
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4. CONSEQUENCES FOR MANAGEMENT DEVELOPMENT 
 
 
 
To overcome these constraints and to benefit most of the opportunities created by the membership of 

network organizations, a lot has to be done in the development of managers and professionals. 

 
Individual managers will need to become broader and more mobile. An international outlook, a sense 

of proportion and perspective of cross cultural differences and a willingness to accept responsibility, 

teamwork and communication skills will be necessary.  

Project management is an example of one of the key sets of facilitating skills, which is emerging. 

Project management skills are likely to become of increasing significance. 

 

Managers and professionals of the future will require broader skills and continual updating and 

development. 

They are likely to become less concerned with initial professional "qualification" for a lifetime career 

and more concerned with securing access to quality, relevant and competitive professional services as 

and when needed at different stages in their careers. 

 

A distinction is likely to emerge between those employed full time as managers within a single 

organization (the core) and the "new professional", often self employed, working on a fee basis for 

multiple clients. Flexible patterns of work and "independent" career development based upon personal 

skills and competencies are likely to become more attractive to managers seeking to join the ranks of 

the "new professionals". 

Companies must recognize that different group of "managers" and "professionals" will require distinct 

career paths, methods of assessment and control, and basis and criteria for remuneration. 

 

Information technology has a major impact upon the "knowledge bases" of the professions, patterns of 

work, the structure of organizations and the nature of management processes. 

 

Professional associations will need to adapt their strategies, people, technology, organizational and 

management processes in order to become more “customer and goal oriented” in their approach. 

There may, in the case of certain professional associations, be a “tension” between the imperatives of 

commercial success in competitive markets and “constraints” deriving from their constitutional status. 

. 
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CONSEQUENCE FOR MANAGEMENT DEVELOPMENT 

 
 

- Individual managers mobile and broad oriented 

- International outlook 

- Project management skills 

- Skills to manage ‘independent’ or ‘self employed’ professionals on distance. 

- Facilitating skills and acting as a heat shield to red tape and admin. 

- Differentiation of career paths, methods of assessment and remuneration 

- Leadership and Coaching on distance 

- Customer and Business orientation in R&D 

 
 

 



© Hartman, P.B.W., Kraak F.A.J.T ,1991 9

 

5. REFERENCES 
 
 
 
1. Coulson-Thomas, C. and Brown, R, The Responsive Organization, People Management: The 

Challenge of the 1990s, BIM, 1989. 
 
2. Coulson-Thomas, C. and Brown, R., Beyond Quality, Managing the Relationship with the 

Customer, BIM, 1990. 
 
3. Barham, Kevin, Developing the International Manager, Journal of European Industrial Training 15, 

1 (1991). 
 
4. Hartman, Paul B.W. and Kraak Frank A.J.T., Questionnaire "Human Resources Management", 

EACRO Seminar "Possible Strategies for the Future of CRO's" (1991). 
 
5. Garavan, Thomas N., Strategic Human Resource Development, Journal of European Industrial 

Training 15, 1 (1991). 
 
6. McConkey, Dale D., Executives of the Future, Madison, Wisconsin (1989). 
 



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


