
2. KEEP FOCUSED
What are we here to accomplish? 

· Live our values, both those of the organization and our own. 

· Serve Customers—they're the whole reason the organization exists.

· Achieve Objectives—Reach important business objectives, those that make us valuable to our customers and ensure our future. 

Unfortunately, a lot of managers and organizations, tend to lose sight of these most important things.  They forget personal or corporate values and thereby create risk; they act as though procedure is more important than the Customer or the people with whom they work; or their work drifts off into marginal busywork that accomplishes nothing.  Their career trails off into a go-nowhere treadmill world.  They have lost focus, and the understanding of what it is they are here to accomplish.

In the next few pages, lets get targeted on the central fact that no manager can fail to be successful if they focus on values, Customers, and objectives.

A. Live Our Values

Values centered managing is an approach to controlling work and leading people that produces tremendous results.  It will make your job easier and it creates a climate that people will enjoy working in.

Managers operate in a rapidly changing environment.  All the evidence shows that the pace of change, and the amount of change, is increasing.  The closing years of the Twentieth Century have been referred to as an "age of discontinuity" in which change is no longer evolutionary, but revolutionary.  During earlier periods of evolutionary change managers had only to improve or refine their systems of control.  Increasingly today, managers are having to toss out complete systems, whole work processes and replace them with that which is entirely new.  Or they face the problem of having to deal with smaller changes, but in such volume as to be overwhelming.

In such a radical operating environment, how do you keep it all together?  As the German playwright Goethe observed:

For in these uncertain times,

The man whose mind is uncertain

Only spreads the evil wider and wider,

While the man of firm purpose

Builds a world to his liking.
What today's manager faces is a swirling vortex of forces with precious little to hold onto.  As a result, there is a lack of a natural order to things, authority is rejected, and labor and management both tend to withdraw into a passive dependency, waiting for orders.

Tom Watson, founder of IBM, observed this problem and was among the first to see that making clear what the mission and beliefs of the organization were could be an effective way to make people want to take risk and at the same time give managers good control and a sense of certainty in an uncertain world.

Everything about a business may change.  Its products may change.  Its customers may change.  Its organization structure may change.  The way it does business may change.  But there is one thing about a business that must never change—its beliefs.

                                                          —Tom Watson, A Business and Its Beliefs
The three beliefs that all IBM employees memorize and operate their business by are:

· Respect the Individual.

· Serve the Customer.

· Build the Best Possible Product.

Could any business, in any industry, go far wrong if all its employees adhered to these simple but powerful ideas in their performance?  Suppose an organization required that these be memorized, and then fanatically enforced these values in terms of using them as criteria for performance evaluation, merit increases, and promotion.  Suppose it was quick to terminate people who refused to live these values.  That is exactly what IBM does and why it dominates its industry. 

The Assumption
People can be trusted to figure out what to do, most of the time, in most problem situations, if they know what the central values are that you expect from them.  If that assumption is true, then it means the workplace needs a lot less in the way of directives, policy manuals, multiple approval signatures and the like.  What it does need is a short, memorizable statement that is the central set of targets that everybody must meet all the time, and an organization climate that makes these beliefs "the way we do things around here."

The Proof    

All excellent companies use some form of values centered managing.  Johnson & Johnson's Credo guided them through the Tylenol tragedy in such good fashion that their share of market rapidly exceeded that held at the time.  Here are some other examples:

· SERVICE through PEOPLE.  Walt Disney defined his business as a service, service in everything they do.  And focusing on people, both customers and employees, is how you do it.  Notice there's no mention of theme parks or movies—that's not their business.  Their business is service.

QSCV.  Ray Kroc, founder of McDonalds, said that the most important things to pay attention to were Quality, Service, Cleanliness, Value.  Number one in its industry, McDonalds knows that managing 200,000 teenage employees is relatively easy if you just keep them centered on QSCV!

What Does Our Organization Value?

If you work for an excellent organization, it has already provided the answer to this question.  (Insert your organization's values statement on the next page).  If there is no values statement readily available in the organization, then your task is to create one for your own area of responsibility. 

· Write down the words that represent the major tests of goodness of the products and services that come out of your department.  Another source of ideas are your personal beliefs about what constitutes good performance.  Yet a third source of words might have to do with the objectives of your department.

· Prune the list down to a working size of the most important concepts.  Try phrasing these, or see if a natural acronym like PRIDE (People, Responsiveness, Innovation, Dedication, Excellence) emerges.

Caveat 
In order for values statements to be more than slogans, they must:

· Either be derived by the consensus of the group, or come from the top executive responsible for the area.

· Be heavily communicated, particularly when the concept is introduced for the first time or when new employees first encounter it.

· Be sanctioned positively with rewards to those who exemplify the values, and enforced negatively against those who don't live up to them.

· Exist in a departmental culture, better yet in a corporate culture, where organization climate and leadership style is consistent with the values.

· Drive the organization, be more important in direction-giving than policy statements, and be used as a reference point in all decisionmaking.

All people at work want to win and to feel good about themselves.  Everyone wants to feel that they are giving their lives to something meaningful and important.  To the extent that we can feel pride in our work and in our business there will be a sense of purpose and satisfaction.  Any work environment can be transformed into an arena in which proud men and women are caught up in a great cause.  Serving others who need what we do, and living our values—effective managers know that's what business, and life, is all about.

Your Personal Mission Statement

One final suggestion in this area of values definition and centering:  It is recommended that you create a single sentence statement of what you conceive your personal mission at work or in life to be.  Perhaps it is to be the best at your profession, or to change the world, or to eradicate a disease.  No dream is ever achieved if it cannot first be conceived in the mind, then believed in the heart.

Does that seem too much the stuff of fantasy or an over romanticized view of the work of management?  Perhaps.  But the studies of effective managers found they all had clearly defined their own life and work mission.  Have you?  Mission statements are usually only one or two sentences, a personal challenge to the best that is in you.

· Conceive!


· Believe!

· Achieve!
B. Serve Customers
"The Customer is King."  So wrote Marshall Field.  If we lived in a medieval society and were summoned to the throne room, and the king said, "Jump!," what would be our response?

The Customer is the boss.  And serving the Customer is the primary objective of all management activity.  Effective managers keep this first fact in front of themselves and their organizations at all time.  As one corporate president said recently, "The choice is clear.  Either serve the Customer, serve those that are serving the Customer, or get out."  

Tough?  Yes.  Demanding?  Yes.  Ambiguous or out of focus?  No.  Yet this tough-minded clear thinking is markedly absent in many organizations.  Organizations abound who clearly do not value their Customer, and whose executives wonder why they are beset with competitive problems and shrinking market share.

Over 200 years ago in Philadelphia, John Wanamaker founded the world's first department store.  He said something about the Customer which is almost universally known:  "The Customer is always right."  Linguists tell us that it is important to study what a culture chooses to memorize, for in these sayings lies the core of a nation's value system.  One thing is for sure, whether the Customer is right or not, they think they are, and they control the dollars that pay our wages.

A Harvard Business School study queried top corporate executives as to what they thought the primary objective of their business was.  The majority response was to "make a profit."  A minority of executives reported that they thought their primary objective was to serve the Customer and thereby to create a market for their products/services.  To them, profitability, a necessary outcome, became a measure of how well they were doing as servants to the king.  Guess which group made a higher profit?  Organizations that were focused primarily on economic results achieved less than those that sought first to please the paymaster.

The Customer is our partner, not an annoyance or simply a cashbox.  

Who is Your Customer?
The usual definition of the Customer is the bill paying person at the end of your organization's product/service delivery pipeline.  The problem with such a limited definition is that most people in organizations have little or no direct interaction with the Customer.  As a result the service orientation gets lost, and departments begin to focus on turf, procedural controls, internal problems and a host of lesser issues.  This organizational drift eventually results in rigid, non-serving entities whose original purpose becomes lost.

Whoever is the beneficiary of your talent and effort is your Customer.  For example, this broader definition means that staff units come to view line units as customers, not simply as higher status or higher power groups.  It means, in the words of David Packard of Hewlett-Packard, that "executives really work for their employees," because it is they who are in closer proximity to the King.  

Whoever is the beneficiary of your talent and effort is your Customer.

Operational Steps to Better Serve the King
Set Up Customer Information Inputs 

1.
Give greater credence to reports from sales or any other units that directly interact with the final Customer.  What do these groups say is needed?  Believe what they tell you and do it immediately.

2.
Spend time with the Customer.  At least once a week, every member of management should be spending a minimum of half a day with customers.  Learn their problems, find out where the glitches are.  Believe what they tell you and do it immediately.

3.
Practice "naive listening."  Forget for a moment your expertise and what you think you know about your specialty.  Listen naively, as though you didn't know anything about the subject, to what your Customer is saying.  Assume only that they have no reason to lie to you.  See what needs he reports.  Naive listening allows the Customer to teach you what your business really is. 

4.
Put backroom people on the line.  Get people who don't normally have direct Customer access into places and assignments where they can see the end result of their labor.  Make it a required project that they study their job so that improvement changes can be made.

5.
Call yourself up.  Call your department and play the role of a Customer, or have someone do it for you.  How well did your group do?  Call yourself again, this time make it a more complicated problem, be a little irritating.  Now how well did your group do?

Measure & Report Where We Stand With the Customer 
1. Set up Customer evaluation measures.  A Customer Satisfaction Index (CSI) should be posted in every department.  Survey customers weekly, at most monthly, and plot the results on a big board everyone can see.  It's astonishing how many organizations measure productivity, quality, profitability and a host of other parameters of organization performance, but fail to measure the most important thing—the Customer's satisfaction.  By all means, don't neglect other measures, but keep the primary focus in front of all Associates.  When the measure shows bad scores or a declining trend, ask the Customer what's wrong.   Believe them, and fix it immediately.

2.
Read and post every Customer complaint.  Let all in the department see it on the wall.  Respond to each complaint within 24 hours, tops, and post every compliment as well.  Broadcast in every way possible that Customer service is what you stand for.

3.
Let the Customer teach you your business.  3M reports that more than 50% of their new product and service innovations come directly from following up on Customer complaints.  "Listen, believe, and do," says Sam Walton of Wal-Mart Stores.  Often the suggestions are for seemingly little things, not for revolutionary changes.  Don't fall into the trap of thinking that little isn't important.

Increase Our Value to the Customer
1
Be prepared to work on small suggestions.  Don't be surprised to find out that often customers ask for small improvements.  Can it be made easier to use?  Could the sequence be changed?  Could it be packaged differently?  Often large complex technology and organizations are judged by small details.  Attention to the small yields gigantic results.  Don't make the mistake of dismissing as inconsequential items that customers ask for.

2.
Add value to present products.  Management success is based on continually improving what is offered, not in serving the same stale program over and over.  Whatever product or service you're offering is not limited to just what it is now.  What else could it be?  What could be added to make it fill another need?  If you don't know the answer to these questions, ask your customers—they will have the answers.

3.
Tie rewards to Customer service.  There ought to be a lot of rewards in the uncommon organization, but the biggest trophy, the grandest plaque, and the trip to Hawaii ought to be reserved for those who served their customers the best.  Setting up a reward system  is a powerful and symbolic way to teach the organization's values.  Staff units should be performance graded, possibly even have their merit raises determined, by their Customer units, a truly effective way to get a Customer orientation going!  Some organizations use the CSI as an input to determining merit raises or bonuses.

Said Walt Disney, "If you're not in the service business, you're not in business."  Unless you believe this, you might as well skip the rest of MANSYS.  For no matter how excellent the rest of a manager's performance, success won’t be there if serving the Customer isn't the heart of one's management philosophy.

C. Achieve Objectives
Work is either worth doing, or it's not.  Work that is worth doing falls into one of the seven Key Results Areas (KRAs):
 

· Customer Satisfaction—The Customer is that individual or group of people who are the direct recipients of the services provided by this position.  In some cases, this may be an outside, paying customer.  In some cases, such as in a staff department, the customer might be other line managers or company personnel.  Finding out what the customer needs, and satisfying those needs, is a key result area.

· Quality—Quality of product or service is a concern of every position. The market does not want junk.  How to maintain or improve standards of quality is an essential result area.

· People growth—Growing other Associates, growing ourselves, adding to the capabilities of those around us is a major result need for many jobs, and a prime requirement of all management supervisory positions.

· Organization climate—Improving the "feel of the place,” the working atmosphere, or the corporate/unit culture is always a must.

· Innovation—Finding new and better ways to do things is absolutely necessary in an ever-changing dynamic business environment.  It is not uncommon for managers to complain that many times their employees don't seem to provide them with ideas or suggestions.  Through MANSYS this can be clearly stated as a key function and responsibility of the job.  

· Productivity—Maximizing output with the amount of input resources available is a key component of most jobs.  To improve organizational efficiency or systematize work flow is a key result.

· Economics—Nearly every job is required to impact on economics: sales, expense control, or profitability.  The economic lifeblood of the organization is a concern for every manager.

Organizations that succeed first determine what their customers (collectively called the market) want them to provide in each of these KRAs, and then establish specific stretch goals.  A stretch goal, sometimes called a BHAG (Big Hairy Audacious Goal) fires the imagination and gets everybody working toward accomplishing something really big and important.    

Example:  When President Kennedy said that the United States would land a man on the moon within a decade, he didn't ask, "Do you think we should go?"  He said, "We're taking the trip!"  Everybody in the nation began talking.  "Can it be done?  What if we’re unsuccessful?  Hey, we're Americans—of course we can do it."  The goal got an entire nation focused, and then pride took over.  Let's beat the deadline, and we did by eighteen months!  BHAGs are fun.  Why?  Because everybody likes to achieve, but not just any goal, it has to be a big goal.

What Are Our Corporate Stretch Goals?
The KRAs can be viewed as a subset of various BHAGs.  An organization could set a BHAG in each KRA area, but these are often grouped—that's just a matter of organization or format, not substance.  For example, many organizations pursue a strategy called Operational Excellence that usually has four BHAG areas.  Here's how the KRAs often get grouped under that scheme:

Operational Excellence

BHAG Area


Key Result Areas Included


High Satisfaction

Customer Satisfaction


High Quality


Quality


Low Cost


Productivity, Economics


Best People


People Growth, Organization Climate, Innovation 

Insert your organization's BHAGs on the following page.  They should be challenging, but also doable.  Each manager needs to consider how they can contribute to these overall targets.  Make them a topic in staff meetings.  Post the targets where people can refer to them on the Communication Center.  What must we do as an organization?  What must we achieve in our department?  Identify the things you need to do

Then, make them happen.
My Mission Is To....


__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________








� Later sections of MANSYS [Work Gating, Planned Performance] discuss how individual managers have to deal with KRAs on a departmental basis.









