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TRAINING AND APPRAISAL

It is important to have effective systems for staff appraisals. Formal staff
assessment procedures will allow you to improve areas of venture performance,
determine effective rates of pay and ensure that important functions are
conducted correctly. It is probably best if the performance standards used to judge
the performance of employees in the parent companies are not applied to the staff
in a joint venture. Because both parent companies have their own strategic
objectives in mind,-it is likely that they will use different criteria when assessing
alliance staff. As long as these differences are seen clearly and their causes
recognized, they need not cause confusion.

Performance appraisals should be used more for spotting strengths and
weaknesses and applying appropriate development programs, than as reward and
punishment exercises. Long- and short-term goals should be developed. And
because strategic alliances operate in environments that change quickly, these
objectives and related assessment criteria should be reassessed regularly.

Special training for alliance staff can make all the difference. Large companies
tend to have in-house programs, while smaller companies tend to go outside for
staff training. Be careful, however, that the training is relevant to the actual tasks
your people will be carrying out.

At all costs, do not allow your strategic alliance to become a dumping ground for
incompetent personnel. Make it clear to those involved that their work is vital to
the company's interests and that effective performance will be rewarded.

MOTIVATING STAFF

How will you alter your incentive system to conform to the new dimensions of
your strategic alliance? It is no secret that conflicting or anti-productive incentives
can seriously undermine cooperative initiatives. It is important that you create an
environment where alliance success reflects individual success.

A well-structured incentive program that includes both financial and non-
financial rewards will go a long way to ensuring that personal goals correspond to
corporate goals. It is surprising how many firms leave conflicting incentives in
place. For example, if a technologist is rewarded for developing new patents and
publishing papers, being assigned a new role in an alliance that involves sharing
information with his counterpart may require changes be made in the way he or
she is rewarded for their work. Otherwise, in carrying out his new task, he could
be hurting his own chances of developing a new patent. Perhaps he could be
awarded the same amount for successfully completing his alliance-related
assignment as he is rewarded for developing a new patent. Companies usually
have quite a bit of leeway to structure benefit packages so that both corporate
and personal goals are realized.
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