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INTRODUCTION 

Never before has the speed of change been experienced as such a rapidly accelerating force.  
Organisations can be at a peak one day and in a state of decline the next if they do not recognize 
current change and anticipate environmental turbulence that can determine their survival.  Successful 
organisations are able to respond to this changing environment by actively building fluidity within 
various teams, and their job functions.  As most of us has experienced, traditional job profiles based on 
the stable outcomes of an individual role, is becoming outdated and can even inhibit optimal team 
“interchangeability”. 
 
INTERCHANGEABILITY 

Within teams, whether they are within a department or a project, there is a need for an overlap in 
responsibilities, to ensure interchangeability of team members.  Interchangeability means that when a 
team member is absent or for whatever reason not able to deliver on his/her KPA’s, another team 
member is enabled to pick up on these such that the team can continue functioning optimally.  
Secondly, it is vital for a team (and its manager) to have an understanding and an appreciation of the 
dynamics of the team (its composite personality and competence and how each team member 
contributes to this) as opposed to just knowing each individual’s strengths and areas for development.   
This appreciation will aid the team in identifying team roles in the group, and in compensating for 
changes in team dynamics due to changes in individual team members.  Therefore, interchangeability 
and an appreciation of the team’s dynamics increase a team’s resilience to a change in its composition.  
Current recruitment and selection practices do not take into account role ‘interchangeabilities’ or team 
dynamics.  When recruiting, the person-job fit is not the only important factor, but also the person-
team fit.  
 
MATRIX OF WORKING RELATIONSHIPS (MWR) AS CENTRAL MODEL 

The group profiling process utilises the MWR model as scientific departure point in the process.  The 
MWR model, also known as Levels of Work, provides a sound theoretical foundation for the design of 
work and required organisational structure.  It also forms a sound basis for organisational 
development.  MWR Model identifies seven levels of work, differentiated on the basis of complexity 
and time-span of decision-making. 
 
No level is more important than another and each level has a specific value-adding theme which 
provides a unique contribution to the flow of work within organisations by: 

 doing work that is completely different, 

 making provision for reporting levels to do the same, and 

 signalling these aspects to the outside world. 
 

The MWR Model offers a framework or a context within which many of the challenges facing 
organisations – appropriate design, remuneration, performance management, career and succession 
planning, change management and general competitiveness - can be coherently and effectively 
addressed. It provides a sophisticated generic framework for organisational diagnostics and the 
guidance of interventions which otherwise might fail or simply fade away.   
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DEFINING THE ACCOUNTABILITY PYRAMID 

In the Bioss team profiling process, each person will have elements of the entire triangle of 
responsibility within their job functions (see diagram below).  However, as jobs become more complex, 
so greater or lesser importance will be placed on different aspects of pyramid.  For example, the CEO 
may not have individual KPA’s, and Administrative Clerk is unlikely to contribute directly to Strategy. 
 
Therefore the individual’s and team’s focus changes from delivering on individual KPA’s, to 
appreciating the purpose of what the individual and team are doing in order to deliver on the next 
level of accountability.  Performance management therefore starts with the manager helping the team 
appreciate its purpose, enabling the team to deliver on this and holding the team accountable for 
delivery on its purpose.  Only once this is done, and team performance is still hindered by an 
individual’s performance, will individual performance management be appropriate. 
 
 
 
 
 
 
 
 
 
 

 
The Accountability Pyramid 

 
OUTPUTS AND BENEFITS 

The Bioss team profiling system will enable an organisation to: 
 
1. Develop a team profile made with: 

o Individual ǘŜŀƳ ƳŜƳōŜǊǎΩ Yt!Ωǎ that have been derived from the level above the individuals 
in the triangle of accountability 

o Team enablers. These are what the manager is accountable for in helping the team to deliver 
on its Team KPA’s 

o Role interchangeabilities are what the person is responsible for doing in conjunction with / in 
the absence of a lateral colleague. 

 
2. An individual profile made up of: 

o The standard profile components arrived at using the current MWR profiling method. 
o Role interchangeabilities as defined above. 

 
3. An appreciation of team diversity such that individual team members can appreciate the strengths 

of fellow team members and how these can assist in reaching team goal. 
 

4. Other benefits in the process include the identification of red flags: 

o Differences between what the organisation would like structurally from a team perspective, 
and what it has in terms of what the people’s strengths are. 

o Differences between the purpose of the team and the strategy of the organisation or purpose 
of other teams that have interchangeabilities with this team. 
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