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 SEQ CHAPTER \h \r 1
1.
The organization in harmony with its environment will thrive

No organization is an island, complete unto itself.  Like any other living thing, the organization exists only in the context of its larger environment.  All of the organization’s needs are drawn from this environment; all of its products are returned to the environment.   To recognize this is to see the transparency of all rigid distinctions between “us” and “them.”

The boundary that separates inside from outside is permeable indeed.  It is a door, more than a wall; a bond, more than a barrier; a concept, more than a firm reality.  Across the invisible boundary that divides them, transactions between the organization and its environment are governed by a set of elegant natural laws.  You don’t have to be a scientist to understand these laws. Think of biospheres, ecology, bees, and flowers.  Think of organisms, rather than mechanisms.  The organization and its environment are living entities, united in time and space.  They are inseparable, interdependent, and mutually-creating.  Like two sides of the same coin, each is required for the other’s existence.  The organization exists by the “consent” of its environment.  The environment, in turn, is defined and changed by the action of the organizations in it.

Purpose is the central value that unites inside with outside.  The right purpose, rightly understood, radiates vitality in both directions.  The organization’s central purpose, and the way that purpose is pursued, must be wanted and supported by its environment.  In the pursuit of its purpose, or “core mission,” the organization may identify any number of particular objectives.  Many, if not all of these, will be imposed by the environment.  And all of these objectives must be defined, integrated, and acted upon in ways that are both internally congruent and externally compatible with the environment’s many demands and needs.  In short, the organization that lives in harmony with its environment will thrive; the organization that is unresponsive will wither and die.

All of this is so obvious it hardly bears repeating.  It’s a given.  A set of basic assumptions to be taken for granted.  In times of relative stability, there is no pressing need to elaborate on the required “fitness” between the organization and its environment.  Not much is happening out there, so the organization’s adaptive response capability goes little tested.  In times of mounting turbulence, however, the organization’s very survival depends on its ability to respond quickly and well to the new environment springing up on all sides.

These are such times.  Consider the massive changes reshaping the face of the whole world today, and the increasing speed, complexity, and unpredictability of all these “megatrends.”  Consider the impact of this tidal wave on the particular environments most relevant to your own organization and on the technological, economic, social, geographic and other fields in which you operate.  Consider, too, how vastly different are the expectations and demands of your many stakeholders now, compared with those of times past.

 SEQ CHAPTER \h \r 1Customers, suppliers, lenders, owners, workers, and every other direct participant in the enterprise has shaped and been shaped by those same still rising rivers of change.  Organizations that choose to ignore these developments do so at their own peril.  The pressures mount.  The questions persist.  Where are these new streams taking us?  How can we navigate their powerful crosscurrents.  “What kind of ships must we build to master these turbulent waters?”

These are the questions that must be asked and answered by every kind of organization today –  questions of adaptation and survival, transformation or decay.  These are big questions, even ultimate questions.  But, they can be answered.  Organizations are human inventions, structured and managed for the conditions of the times.  They can be reinvented for new times, even for times that demand continuous adaptation.  It’s no small task.  All of the organization’s seemingly inseparable pieces must be taken apart, examined, and put back together again – refitted to a new pattern.  The process begins with a careful look at the organization-environment “set” of the past, its features in the present, and the choices available for the future.  Before the group meets to develop a shared view, the members should clarify their own thinking.

Identify Major Trends
John Naisbitt has identified 10 “megatrends” transforming the modern world at every level.  You may wish to add a trend or two of your own.  

· First, look over his list, below.  Then add any other trends that strike you as especially important.

· Next, before going on to the next step, choose the three-to-five trends that you think are most relevant to your own organization’s past, present, and future.

Circle the ones you’ve selected.

	 SEQ CHAPTER \h \r 1Trends

	1.
	Industrial society
	Information society

	2.
	Forced technology
	High tech/high touch

	3.
	National economy
	World economy

	4.
	Short term
	Long term

	5.
	Centralization
	Decentralization

	6.
	Institutional help

	Self-help

	7.
	Representative democracy
	Participatory democracy

	8.
	Hierarchies 


	Networking

	9.
	North
	South


	 SEQ CHAPTER \h \r 1Trends (Cont.)

	10.
	Either/or
	Multiple option

	11.
	Others:
	


 SEQ CHAPTER \h \r 1Identify Relevant Environments
With those general trends in mind, it is important to identify and confront the particular, concrete issues they raise for your organization.  In preparation for this phase of analysis, it helps to conceive of the larger environment as if it were segmented into a number of environments, for example, technological, political, social, economic, physical.

As Naisbitt reminds us:  “Each of these environments is changing, interacting, and generating demands for the organization.”  Understanding these environments and assessing their implications in depth is crucial to organization design.  Your group may spend a good deal of time on this step, sharing individual perspectives and developing a thorough analysis as a team.

Here’s what you can do to get ready:

· First, examine the list of environments below.

· Next, add any environments that you feel have special significance for your organization.

· Finally, select only the three environments that, in your opinion, present the most pressing demands on your organization, right now and in the foreseeable future.

Circle the names of the three high-priority environments that you believe deserve special attention in the group’s analysis.


1.  Technical

3.  Economic

5.  Physical

7.  Other:


2.  Social

4.  Political

6.  International

Identify Key Stakeholders
The organization’s viability depends on the continued participation and support of many stakeholders.  Stakeholders are all of those in the extended field of your “larger system” who confront the organization with particular objectives of their own.  Stock owners, users, suppliers, workers or members, for example, all come to the organization from the environment, bringing resources from the outside in exchange for the resources provided to them.

 SEQ CHAPTER \h \r 1Other stakeholders – communities and government agencies, for example – provide particular supports or sanctions of many kinds, in exchange for obligations to be met by the organization.

Clearly, the “care and feeding” of all these stakeholders is as vital to the organization as its own good health, indeed, they are one and the same thing.  Who are the stakeholders in your organization?  What are their expectations?  And how are these expectations changing?  These, too, are critical questions that must be fully explored by your group.

· To help focus your own thoughts, study the list of stakeholders below, then add any particular stakeholders that you consider especially important to your organization.

· Then, identify just the three stakeholders whose demands and requirements of the organization are changing (or have already changed) the most.

Circle the names of these three key stakeholders.



1.  Customer/users

5.  Local communities



2.  Suppliers


6.  Government agencies



3.  Managers/leaders

7.  Competitors



4.  Owners/shareholders
8.  Others:

II.
The Organization as an Agent of Transformation
What you see is what you get.  That’s more than just a funny punch-line.  For organization designers, it’s the statement of a simple fact.  The way people think about their organization is directly related to the kind of organization and the kind of results they’ll produce.  What you see determines what you get.  It works like a self-fulfilling prophecy.  And it works both ways.  The ordinary view of the organization leads to the ordinary results.  A better conception can lead to better results.

The systems model offers a dynamic alternative to the outmoded view of the past, a view in which people were seen as little more than cogs in a great machine.  The new model presents us with a map of the territory beyond the limits of machine age thinking.  In the new view, the organization is seen as more than just a collection of individuals, a specialized mini-society or an economic entity.  It is, at heart, an “agent of transformation.”

The system is understood as a living organism that draws the inputs it needs from the environment, transforming them into outputs that are needed by the environment.  This view helps focus attention on the main work of the organization, its function rather than its particular form.  And, it puts function first.  It recognizes that form, or organization structure, should be fitted to the nature of the work and the environmental factors surrounding the work, rather than the other way around.  This is quite different from the usual practice of buying an organizational structure off the rack, as it were, as if one size fits all.

 SEQ CHAPTER \h \r 1The new model demands an ecological perspective.  It puts the organization in context with its environment, and with the transformation process required for its own survival.  This transformation process occurs between the input and output “boundaries” that separate the system from its larger environment.  These boundaries are defined as the point when we take ownership and responsibility.  This clarifies what exactly is within the system and what is beyond the system’s sphere of direct influence and control.  The delineation of clear boundaries, then, is the starting place for designing a system that fits and functions well, inside and out.

Between the input/output boundaries, a technical system and social system must be designed to manage exchanges with the environment and to bring about the wanted transformation of inputs into outputs.  An effective design is fully three-dimensional:  A well-structured organization will find the proper balance between: 

1.
The technical system’s requirements for order and predictability.

2.
The needs of the workforce for meaning, variety, community and self-expression.

3.
The environment’s continuing demands for change of many kinds.

The ideal design will transcend the apparently opposing needs of these sub-systems, bringing them together as a unified whole.  This is not so unthinkable as it may at first seem.  Charles Atlas might describe it as an exercise in “dynamic tension,” rather than a contest to be won or lost.  Pushing the system’s “muscles” against each other can build up the entire body.  But they’re not “against” each other.  They’re pushing together.  This is why the central factor in organization design is the system’s primary purpose, or core mission.

Common purpose unifies.  It unites the people inside the system with each other, as colleagues in pursuit of the same larger vision.  It can unite the inside system with the larger outside system.  When the system’s purpose is in harmony with the expectations of its stakeholders and with the demands of its larger environment, energy and resources are less likely to be lost in fruitless defensive maneuvers.

The system’s purpose must be as clearly understood and supported by the “outside” stakeholders as it is by those on the inside.  The system then is united around a central value, a core mission that is shared by all of the participants in the enterprise. But united action is required as well. It’s not enough to simply have in mind a common vision.  The system must also be designed to produce results.  To create outputs that are clearly in line with the system’s mission.  And to do so in a way that is responsive to continuing changes in technology, economics, social pressures and other environmental factors.  It must, in other words, be fully integrated and adaptive.

It’s a tall order, but it can be done.  The process begins when the current system is put under the microscope for study.  The organization’s technical, social and environmental systems must be analyzed separately and then refitted to a new design.  Early in the process, however, the system as a whole must be defined.  This systems overview, or “scan,” will serve as a primary point of reference for the analysis and design work to come.
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 SEQ CHAPTER \h \r 1An organization’s mission is different from an organization’s objectives.  An organization’s mission is its reason for being.  An organization’s objectives are its goals, the state it wants to achieve.  Organizational leaders tend to take the organization mission for granted.  For example, business organizational leaders might say, “Our mission is to maximize profits for the shareholders;” directors of a medical school might say, “Our mission is to train doctors,” or “Our mission is to do biomedical research, furthering knowledge, and providing opportunities for doctors to be trained in the most advanced technology.”

Based on the statements above, one could define the organizational mission of a business enterprise as: 

1.
To maximize return of investment to shareholders  

2.
To optimize return on investment

3.
To survive

4.
To provide more useful products to society

5.
To provide employment  

Or, one could say that the core mission of the medical school is: 

1.
To do biomedical research

2.
To train doctors

3.
Provide, through its teaching hospitals, the specialty care not available in other delivery settings

In one sense, the organizational missions are all of these.  The problem is that a core mission cannot be equally all of these; it must be only one.  In a complex organization with a variety of conflicting demands for allocation of resources, programs or investment priorities, and distribution of profits or other “goodies,” the executive management must make the often painful choice of which “mission” is number one – which one is the core mission.  If the core mission is to maximize return to shareholders, that maximization defines and bounds many managerial plans and actions.  If, on the other hand, the core mission is to provide employment, the implications for managerial strategy and actions are quite different.

In a simple organization, it does not matter very much to what degree one differentiates the various mission statements.  For example, suppose that Alice Smith’s hobby is to make ceramic pieces; her mission at this point is to make ceramic pieces for her own enjoyment.  If, after a while, she starts to give away these objects to friends and a friend says, “Look, these are quite marketable.  If you could make more of them, I will market them.”  We now have the beginnings of a complex organization, and the mission becomes a little more clouded.  Is the “core reason for being” to have fun, to make money, or what?  If the store that originally ordered ten of these now orders a thousand,  SEQ CHAPTER \h \r 1different kinds of machinery and production processes are required.  

What now becomes the mission and what implications grow out of the changed conditions?  Alice now has to make significant personal choices; does she want to “go into business,” or stay out of business and keep her hobby?

All sorts of operational decisions grow out of this prioritization.  Managers of economic enterprise are very familiar with the dilemma of the conflicting missions of growth and maximizing short-term profits.  One cannot have it both ways, so all sorts of trade-offs must be made based on some manager’s or group of managers’ personal judgment based on an analysis of which is the more important of the two mission statements.  Similarly, in the medical school with the three missions, the way the school actually operates, the type of faculty recruited, budget allocations, the relationship of teaching to research, etc., are all functions of whether the leadership of the institution sees the primary mission as doctors, conducting biomedical research and science, or delivering patient care.

One can look at schools or at economic organizations or governments around the world and see clear differences based on the leaders’ definition of the core mission. The point is that although it may seem obvious or busy work, top management must invest the energy in being clear about and having consensus on priorities and the core mission.

Determining the core mission requires an analysis of the character of the markets – the owners’, employers’, and/or the consumers’ needs for inputs or outputs for the organization.  Two points should be emphasized:

1.
The operable decision about core mission is the one that the top management of the organization believes and uses to guide its priorities in goal setting, resource allocations, etc.  It is always, in the final analysis, a personal judgment of one or a few key executives.

2.
It is important – often crucial – that the key executive management of the organization have consensus about the mission.  If they don’t, their behavior can produce very confusing consequences, resulting in mixed commitment to organization goal priorities, which flow from the mission definition.

Critical Questions to Ask in

Developing Core Missions
Does our statement provide answers to the following:

1. Why does our organization (or unit) exist – what, in general terms, do we want to have, do, and be?

2. How will we know when our total job is “well done,” in general terms?

3.
Whose needs are we trying to meet, both within and outside the organization?  Consider clientele, funding sources, employees, general public, etc.

4.
W SEQ CHAPTER \h \r 1hat material and human resources are required for effective and efficient operations?

5. What will be the “critical few” criteria by which we will measure our success on an on-going basis?  Have we provided comprehensive guidelines for all decision-makers within the organization?

6. How would we like the end users of our services to describe our organization (or unit)?

7.
What business are we in? What are our products or services?

8. Will our statement be clear to those who need to understand it – how do I know?

	 SEQ CHAPTER \h \r 1Sample Statements of Core Missions
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I.
To stimulate and facilitate both the economical and safe provision of commercial and general, private and military air transportation through timely investigation, promulgation of rules, regulations and standards, and the cost-effective enforcement of same.

II.
To be a world-wide, customer-creating and satisfying, risk-taking organization realizing steady profit growth through systematic forecasting, planning and early corrective action in such areas as customer, employee, supplier, and public relations.  Measurable end results and action steps to be accomplished will be committed to written form and shared widely as a basis for minimizing surprise, for recognizing individual and group contribution to desired end results, and for supportive confrontation of non-performance both within the organization and by suppliers.   Finally, we intend to be an organization which employs its resources in the public interest where it can help.

III.
To develop and deliver innovative systems of patient care and staff development which both respond to the needs of the community and contribute to the educational objectives of our affiliates within realizable resources (personnel and $).

IV.
To make a good profit, measured by stockholders’ return on equity, by providing quality products and services related to travel and leisure time, while recognizing and meeting obligations to customers, employees, suppliers, governments, and the communities in which we operate.

V.
To contribute to the profitability (or cost-effective operation) of XYZ Co. (or Agency) by providing timely, accepted advice and service in the areas of organization development and management training through managing the following activities:

1. 
Conduct development needs analyses.

2.
Design, development, promotion, conduct, and administration of individual, team, and organization developmental programs.

3.
Evaluation of program effectiveness, advising management on current effectiveness of human resources management and development. 

VI. Helping people learn and grow through finding, funding, and supporting innovative social and civic development projects initiated, designed, and operated by individuals and organizations in our target area.  The primary emphasis will be on prompt response to opportunities which have significant short-term impact, and/or enable skill development in planning, progress review, and self-initiated corrective action.  Systematic evaluation of projects will be encouraged and will be accompanied by dissemination of summaries and  SEQ CHAPTER \h \r 1conclusions reached.  Longer-term learning on the part of our organization, the community, and appropriate others will be emphasized, along with concern for short-term actual results.

 SEQ CHAPTER \h \r 1VII.
To assist FDA in administering the laws and regulations Congress has deemed to be the responsibilities of FDA.  To develop the veterinary medical policy of the Food and Drug Administration with respect to the safety and efficacy of veterinary preparations and services and the veterinary medical and related public health aspects of FDA inspection and investigational programs.  To protect animal and human health through timely, cost-effective, and rigorous processing of applications for new animal drug approvals, new uses for approved drugs, and approvals of medicated feed applications.

	 SEQ CHAPTER \h \r 1Guidelines for Developing

Philosophy Statements


 SEQ CHAPTER \h \r 1An organization philosophy is a statement of shared values that will guide the organization and its actions.

The document guides decisions about the technical system, social system, structure of the organization, roles of its members, social support systems, and relationships with the larger society.

Critical Questions to Ask in Developing Philosophy Statements
1.
What are the organization’s values and expectations regarding people – employees and other stakeholders?

2.
What should be the organization’s philosophy toward these people?

Criteria
1.
Limited number of tight statements.

2.
No unreal expectations.

3.
Useful as design criteria.

4.
Can be tested against behavior.

5. Management is willing to publicize.

	 SEQ CHAPTER \h \r 1Guidelines for Specifying

Key Result Areas


 SEQ CHAPTER \h \r 1Under normal circumstances, a good description of a Key Result Area will meet the following criteria:

1.
It describes in one-to-three words one of the four-to-six most important (“critical few”) parts of your organization’s mission (e.g., “Marketing Planning,” “Productivity,” “Cost Control,” “Staff Development,” etc.). The terms “Key Responsibilities” and “Major Result Areas” are frequently used for the same purpose as “Key Areas.”

2.
It is a general description of the area in which you want to contribute results – an area in which it is truly worthwhile to invest time and energy.

3.
It describes the general area in which results are needed but it does not attempt to specify the desired level of accomplishment.

4.
While it clearly implies the type of results needed (e.g., “Customer Satisfaction,” “Quality,” “Cost Reduction”), it does not include verbs (“increase,” “reduce,” etc.), specific end results, dates, costs, or indicators of progress or problems.

5.
Do separate out significant categories within a traditional Key Area (for example, “Sales,” and “Diversification,” “Market Research” and “Marketing Planning,” “Needs Analysis” and “Program Planning,” “Cost Control,” and “Cost Analysis,” “Production Quantity” and “Production Quality”).

6.
Identify by an * those Key Areas that should be shared or have delegated significant responsibility for performance.

7.
A list of “Key Areas” will probably not cover everything. An additional list of “Maintenance Areas” or “Regular Responsibilities” should be developed as the basis for agreement with your team on the acceptable “standards of performance” (the “passing grade”) within these areas.

NOTE: “Relationships”(inside and/or outside the organization) and “Self-Development” should always be considered as Key Areas since they are crucial to teamwork and improved personal capability.  However, few of us think of them as Key areas on our own.  It is recognized that you may decide not to set an objective in one or both of these Key Areas in a given time period.
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 SEQ CHAPTER \h \r 1
Financial Results

Growth/Expansion of Service

Diversification/New Services

Organizational Design

Selection and Placement

Staffing

Training and Development

Skill Acquisition

Personnel Relations

Budgeting

Management Information

Legal Compliance

Production/Delivery of Services

Project Planning

Interdepartmental Relationships

Relationships with Top Management Public Information/Relations


Research and Development

Clientele Needs Analysis

Self Development

Profitability

Quality

Product Integrity

User Department/Client Satisfaction

Wage and Salary Administration

Training and Development

Employee Communication

Organizational Structure

Reliability

Relationships

Cost Containment/Control

Market Share

Process Control
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1.
Become more specific about elements within one Key Area of your job which are observable indicators of progress and/or problems.  For example, within the Key Area of Productivity we might be concerned about such specific indicators as:

· units of work per dollar of direct cost

· units of work per day (week, month, etc.)

· actual performance/job standards

· actual completion/scheduled completion

· errors as % of total units completed

· number of complaints re: late deliver, errors, etc.

2.
Ask “What specifically can I observe and/or measure to assess our performance in this Key Area?” What specific ratios, reports, etc., should you observe when assessing performance in this Key Area?

3.
For areas which are difficult to measure, develop a brief statement: “The job is well done when . . . .”. Then list “problems typically encountered in getting to a ‘well-done’ status.” Each problem is an indicator you should be monitoring since you will want to do something about it (that is, set an objective to deal with the problem).

4.
Particularly for planning jobs and “individual contribution” jobs, the meaningful observable indicators are the extent to which the steps in the process have been followed; i.e., adherence to procedures.

5.
Useful indicators should not involve more expenditure in time and dollars to collect the information than the benefits received will warrant.

6. The most useful indicators are those which highlight problems while there is still time to take corrective action (for example, “quality of raw materials”, “employee skills”).  Indicators which report problems after it is too late to take corrective action are important but not as helpful (for example, waste, turnover of high-potential employees, complaints, etc.).

	 SEQ CHAPTER \h \r 1Indicators Measure 

These Four Things
	Examples

	Quantity (How Many)
	units produced per shift

applications processed per week

cases handled per quarter

number of home runs hit

	Quality (How Good)
	rehabilitation rate

scrap loss

reject ratio

batting average

	Timeliness (How Long)
	on time departures

percent of budget reports turned in on time

number of grievances handled in 2 working days or passed up

all mock-ups completed before styling  committee meets

	Cost (How Much)
	percent deviation from budget

dollar cost of downtime

sales management expense

dollar cost per student


 SEQ CHAPTER \h \r 1Sample Indicators For Key Areas
Profitability (Cost Effectiveness)

Actual/Budget (by category and/or time 
period)

Net income/net sales ratio

Forecasted/actual (by month/quarter)

Gross margin or gross operating profit 

(by profit center, product line, etc.)

Return on Capital

Breakeven point as percent of capacity

Average collection period

Return on investment

Return on Gross Assets

Earnings before taxes

Reliability
Stream factor (percent)

Mean time between failures

Failure frequency

Downtime of equipment

Mean time to restore (MTTR)

Loss incidents

Relationships
Promptness of problem notification to others

Understanding/identification of other functions’ 



objective and plans

Minority employees percent/percent in 

available work force

Grievances (employee, community)

Agreement on schedules

Adherence to schedules

Peers’ and superior’s reactions

Self-Development

Agreement with manager on development 



needs, objectives and/or plans

Completion and application of present job-



related studies

Breadth of reading


Quality

Internal reject (slop)

Complaints from clientele

Results of internal/external audits

Employee commitments to standards

Actual/standard (errors, reblends)

Accuracy (production reports)

Raw material quality

Marketing (Needs Assessment)

Knowledge of end user requirements

Number new products (programs) developed

Actual/forecast

-sales

-operating expenses

Market penetration (share)

Percent net income in R&D

Results of market research and advertising 



(public information) programs

Number “non-creative” duties performed by 



sales staff

Timeliness of forecast submissions

Cost Control

Actual/standard (by cost category)

Actual/forecast (by cost category)

Workmen’s compensation costs

Lost work-hours due to absenteeism, accidents, 



tardiness, etc.

Direct/indirect labor ratio

Energy cost

Travel and per diem expenses

Staff and Organization Development

Use of objectives by staff

Completion and application of job-related study

Number and type of decision delegated

Number of conflicting objectives

Number of conflicting action plans

Results of career discussions

Job sequencing plans/Job enrichment plans Results of attitude surveys

 SEQ CHAPTER \h \r 1Use this sheet to identify one key area and then list several specific indicators of effectiveness or specific concerns you have within that key area.


Key Area    _______________________________________


Indicators
____________________________




____________________________




____________________________




____________________________




____________________________




____________________________




____________________________




____________________________

Now select two specific indicators or concerns for which you will want to write objectives in the next step.  Ideally, these will be “advance” indicators, where the accomplishment of objectives will increase changes for improvement on the indicators of “during” and “after the fact” results.

____________________________________

____________________________________

____________________________________

____________________________________

____________________________________

____________________________________


____________________________________

____________________________________

____________________________________

____________________________________

____________________________________

____________________________________




	 SEQ CHAPTER \h \r 1Guidelines for Writing Specific Goals
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1.
A practical technique for writing specific goals includes three elements:

a. 
accomplishment verb (not just an action verb)

b.
single specific end result (based on an indicator)

c. 
by a specific date or within a specific time period

2.
While a well-stated goal must not be “mission impossible,” it should initially include   enough “stretch” to stimulate our energy and creativity.

3.
A well-stated goal does not include the HOW of achieving the desired result.  The next step, development of a supporting action plan, will get us into the HOW and serve as insurance that we will accomplish the goal.  In that step we will fully explore alternative methods and rigorously test the feasibility of the initial goal.

4.
A well-stated goal must be both understood and supported by

a.
those who must approve one or more of the three elements included in the goal

b.
those who must contribute resources to its accomplishment

c.
those who will need to be involved in the detailing of the supporting action plan


(since very often the action steps required will become objectives for someone else).

5. Well-stated specific goals must be consistent with the mission of our organizational unit and of the total organization.  In this step, as in step 4 above, reliance on written communication about the goal is not enough; face-to-face communication is vital. Subsequent written documentation of the agreed-upon goals must be provided to all involved parties.

6. While well-stated goals are not “cast in concrete,” they should specify our strong convictions about required accomplishments.  When we encounter difficulty in accomplishing the goals, we will be able to postpone revision of the goal until we have decided that there are no alternative action plans which will permit its fulfillment.

 SEQ CHAPTER \h \r 1Goal Statements

Examples of Poorly-Stated Goals

1.
Hold weekly staff meetings, starting November 1. (Activity, not accomplishment.)

2.
Achieve agreed-upon “top ten” regional objectives for FY ‘97 and eliminate marginal services during this fiscal year.  (Combines two separate end results in one statement; “marginal” not specific enough – how will you know when “marginal” services have been eliminated?)

3.
Reduce the number of union grievances in my department which go beyond the second step from 25% to 10% of total grievances. ( By what date?)

4.
Reduce overtime hours in our department by improving forms and cutting down on overlapping functions by July 1. (Combines goal with action plan; goal not specific; reduce by how much?)

5.
Increase the reliability of crude distillation unit by 10% by June 1997. (“Reliability” not specific enough).

Examples of Well-stated Goals
1.
To have mutually agreed-upon lists of Key Areas with all immediate staff by (date).

2.
Reduce the absenteeism rate organization-wide from 9% to 5% by September 1.

3.
Decrease the average number of work hours for writing audit reports from X to Y with no increase in end user complaints within first quarter of FY ‘97 at a maximum investment of $________ and _________ work hours.

4.
Provide mail pickup and distribution service X times daily in designated areas at no additional cost by January 1.

5. Increase the mean-time-between-unit-outage in the crude distillation unit to 9 months for 1997-99 time period.

 SEQ CHAPTER \h \r 1Sample Goals Critique
(Please identify in what way(s) (if any) each of the following statements violates the format for a well-stated goal.)

1.
Update the orientation manual.

2.
Beat the scheduled completion date for detailed lesson plans by one month within cost budget established.

3.
Reduce the accident rate in Department X by 07% by implementing a program of job Safety Analysis in Fiscal Year 1997.

4.
Interview 25 candidates for management trainee and conduct five MBO seminars during FY ‘97 at a cost not to exceed 400 work hours of direct effort.

5. Purchase a new car, four-door, air-conditioned, with power steering, by October 15, at a cost not to exceed $17,000 including finance charges.

	 SEQ CHAPTER \h \r 1Getting A Fresh View of

The Total Job to Be Done


 SEQ CHAPTER \h \r 1Up to this point, we have been emphasizing the “critical few” high priority key areas in which accomplishments are required.  It is necessary, however, to be sure that our decision not to commit significant amounts of time and energy to these result areas does not allow them to develop into significant problem areas.

We can apply the following technique to assure the appropriate monitoring of these areas and the maintenance of minimum acceptable “standards of performance.” (The chart below illustrates one format for recording the necessary information.)

1.
List all result areas and reach agreement with manager.

2.
Reach agreement on “critical few” key areas and lower priority “maintenance” areas.

3.
Identify meaningful, observable indicators of effectiveness for all responsibilities.

4.
For lower priority responsibilities and for low priority indicators within key areas, agree on minimum acceptable standards of performance to be maintained.

5.
Determine responsibility for monitoring actual performance in relation to determined standards.  Your manager is then entitled to assume that the standards of performance are being met, on a continuing basis, unless informed otherwise.

6.
You are now ready, with your manager, to invest significant amounts of time in those key areas and on those specific indicators where high potential payoff or problems are forecast.  Following the guidelines presented throughout this program, you will be taking a critical look at the indicators, to be sure they are the most meaningful, agreeing with the availability of the required information to determine whether you and your staff are in control, or need assistance from your manager or other parts of the organization.

	Result 

Areas
	Key

Area?
	Indicators
	Critical?
	Minimum

Standards
	Objectives


	Key Areas
	Indicators
	Objectives

	
	
	

	1.
MBO


Implementation
	Agreement on long-term objectives

Agreement on short-term objectives

Agreement on action plans for short-term objectives
	To receive approval from administrator of regional long-term objectives by 1/30/97 at a cost not to exceed 450 regional staff work hours and 600 support staff work hours.



	
	
	

	2.
Cost Effectiveness


A.
Productivity
	Regional work hours per unit of service provided
	To develop and implement a regional data base and information system which reports work hours per unit of service monthly, not less than 90% accurate, by 5/1/97 at cost of X hours and no more than $1000 not presently in regional budget

	
	
	

	
B.
Safety
	Number of hours lost due to job-related accidents and/or illness per 100 work hours
	To reduce number of hours lost from .02 (‘97) to .015 (‘99) at maximum cost of X hours and $2000 within existing budget

	
	
	

	3. 
Affirmative Action


	Percent minority employees/minority populated in region

Percent minority supervisors, including female/all supervisors
	To have percent minority employees equal to the percent of minority population in the region by 6/30/97 at a cost of X work hours within present budget

To have minority supervisors, including female, no less than ____% of all supervisors by 10/30/97 at a cost of X work hours and within existing budget.




	4.
 SEQ CHAPTER \h \r 1Energy Conservation
	 SEQ CHAPTER \h \r 1Impact of programs and procedures on fuel consumption

Regional consumption of electrical energy
	To identify possible modifications in programs and procedures which would assist clientele to reduce consumption of gasoline and/or oil.

To reduce overtime costs from 6½% of payroll to 5% by December 31st without adding to full-time staff and within 15 work hours.

	
	
	

	5.
Cost Control
	Overtime as percent of payroll
	To reduce overtime costs from 6½% of payroll to 5% by December 31st, without adding to full-time staff and within 15 work hours.

	
	
	

	6.
Planning & Scheduling
	Adherence to schedule

Number of “crash programs”

Early identification of departures from schedule
	No critical deadlines missed during the six-month period within existing budget and 50 work hours

Reduce “crash programs” from average of three per month to one per month by November 1st within 30 work hours

Implement weekly system for monitoring progress by August 15 and predict 80% of departures from schedule by October 15, at a cost of 40 work hours and $200 not in departmental budget

	
	
	


	7.
Staff Supervision
	Tardiness and length of coffee breaks

Use of objectives

Readiness for advancement
	Tardiness to be completely eliminated and coffee breaks to average no more than 10 minutes in length by October 15 within budget and 5 work hours

Each staff member to have a statement of key areas, indicators, and objectives by 12/31 at a cost of 80 work hours total – self and staff

By 12/31, one subordinate should be judged “ready within 6 months” for promotion to my job in the eyes of me and my boss, at cost of 20 work hours and $625 not in department budget

	
	
	

	8.
Self Improvement
	Completion and application of job-related courses
	To complete local university courses in “Human Relations” and “Management Planning & Control” and apply them to scheduling problems at cost of $420 to company and 190 non work hours


	 SEQ CHAPTER \h \r 1Guidelines For Writing Action Steps


 SEQ CHAPTER \h \r 1
1.
Action steps represent means of accomplishing ends specified in the objective.

2.
A good action step should be stated just as precisely as a good objective, but covering a shorter time span – it is a means leading to the end result.

3.
Action steps, while necessary to accomplish your objective, can often be delegated.   They then become objectives (end results) for one or more members of the organization.

4.
The development of action steps is most effective when it follows the methods derived from many years of research in problem analysis, decision-making and solution implementation.

a.
Define the problem after careful analysis of the situation.  Explore as many alternatives as time allows.

b.
Get agreement on the facts, the desired end result of the action step and the methods to be used, by involving others as early as possible in the analysis of the situation and the exploration of alternative methods.

c.
Develop details of the steps to be followed (delegating where possible), with related target dates and identification of individuals with primary responsibility and individuals with support responsibility.

d.
Conduct a test of the action steps in as realistic a setting as possible. If a “dry run” is not feasible, obtain a critique by knowledgeable persons not directly involved in the original development of the plan.

e.
Assure continuing agreement on facts and on the action steps through review of test results with all those who must approve resources for and contribute to the full implementation of the action steps.

f.
Implement the plan fully, establishing provisions for appropriate monitoring of progress/problems as the basis for corrective action – that is, modification of the action plan (target dates, specific steps, shifts in responsibility) and, if necessary, revision of the original objective.

	 SEQ CHAPTER \h \r 1Sample Action Plan


 SEQ CHAPTER \h \r 1KEY AREA
Inventory Management


Indicator



Goal


Departmental Shortages

To reduce stock-out conditions







from 10% to 1% by 3/31/__.

	 SEQ CHAPTER \h \r 1STEPS IN ACTION PLAN
	TARGET DATE

	1.
Identify stockout items during prior 3 months by departmental questionnaire.
	10/15

	2.
Categorize items by inventory type and vendor.
	10/16

	3.
Evaluate usage patterns and vendor performance.
	11/1

	4.
Examine purchasing procedures and departmental requisitioning procedures.
	11/14

	5.
Discuss and review facts with responsible personnel.
	11/17

	6.
Draw conclusions.
	11/22

	7.
Recommend required revisions.
	12/1

	8.
Gain management approval, agreement and support at each level.
	12/7

	9.
Implement recommended changes.
	12/31

	10.
Determine extent of stock-out conditions.
	3/31

	11.
Review, monitor, and modify system as needed.
	


	 SEQ CHAPTER \h \r 1Sample Action Plan


 SEQ CHAPTER \h \r 1KEY AREA – SELF DEVELOPMENT

Indicator                 


Goal


New techniques learned      

To learn and apply to my job the techniques

                         
        


of behavior change by 31 January 19__.

	 SEQ CHAPTER \h \r 1STEPS IN ACTION PLAN
	TARGET DATE

	1.
Review time availability and past learning experiences.
	

	2.
Review available books, seminars, and workshops.

a.
Consult personnel department and others re: interest in or experience with various sources.

b.
Do reference check of three most likely information sources.
	

	3.
Develop a list of “bottom line” results that others in similar positions have accomplished.
	

	4.
Obtain approval and commitment re costs, benefits and timetable for agreed-upon method.
	

	5.
Obtain agreement on help needed to monitor plan and accomplish goal.
	

	6.
Identify likely checkpoints for corrective action and revision.
	

	7.
Describe chosen method to knowledgeable other person.
	

	8.
Revise as appropriate per comments received.
	

	9.
Carry out study phase as scheduled.
	

	10.
Carry out application phase (as modified in Step 8) in low-risk, low-stress situation.
	

	11.
Analyze effectiveness of application efforts.
	


	 SEQ CHAPTER \h \r 1Key Ingredients of an

Effective Action Plan


 SEQ CHAPTER \h \r 1An effective Action Plan:


!
is directly related to a measurable goal;

!
is directly related to meaningful, observable, measurable indicators;

!
provides for interim feedback to enable corrective action, including revision of plans, indicators and, finally goals;

!
specifies the criteria for final evaluation;

!
includes a written activity schedule (network, critical path, PERT char, etc.) to highlight the beginning date, target dates for each significant step, final completion date, and the impact slippage in any part of the plan;

!
states activities included in such a way that those involved can tell when they are completed;

!
identifies those activities which can proceed simultaneously and those which require the partial or full completion of an earlier step;

!
details who is ultimately accountable for accomplishment of the goal and who is directly responsible for specific segments of the planning process;

!
is developed in significant uninterrupted blocks of time devoted to the five separate steps of problem definition, cause analysis, development of alternatives, evaluation and selection of a course of action;

!
is based on an analysis which starts with the “ideal” goal and works backward, identifying the required interim steps and resources, and then moves forward again to assure that all necessary deadlines and resources are within reach;

!
identifies communication and collaboration needs between individuals and departments;

!
provides for sufficient initiative and involvement by those work team members who may be affected by the plan that the plan is not only technically excellent but has their full commitment – this may include involvement in any part of the five-step problem solving process;

!
includes “stretch” – it is difficult but not impossible;

!
helps work team members learn to learn how to be more effective and confident in tackling future problems.


Covered in Our Plan?

	 SEQ CHAPTER \h \r 1Action Plan


 SEQ CHAPTER \h \r 1What is your goal?
(accomplishment verb)
(single specific end result)

by: (time period or date)
at
(maximum investment)

	Action Steps
	By When
	By Whom
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