Making MBO Work —
The Missing Link

“the greatest value from management by objectives and results

comes from its use as a form of participative management”

Management By Objectives (MBO)
has been less than the resounding
success in some organizations that
its advocates, myself included,
predicted. While there are many
reasons contributing to such expe-
riences, the one “missing link” that
seems to crop up most often is a
failure of key managers to recog-
nize that it is a human, not a
mechanical process.

Many organizations have imple-
mented MBO as though it were an
administrative procedure or re-
porting system. Where that has
happened, it should not come as a
surprise to learn that there is
something less than wholehearted
commitment on the part of most
minagers in the organization. It is
conceivable, of course, that intro-
duction of the steps in this process
in an arbitrary, mechanical

manner may produce a higher level
of performance on the part of
people further down in the organi-
zation . . . if for rno other reason
than someone “up there” finally
told them specifically what was ex-
pected. However, that is not
where the real payoff comes from
the use of this process.

The greatest value from Man-
agement By Objectives or, as I
prefer to call it, Management by
Objectives and Results (MOR),
comes from its use as a form of
participative management, In that
way, the steps in the MOR process
become the basis for -effec-
tive management communication
throughout the organization. This
article will have two parts. The
first will deal with some of the
basiec benefits that can come from
using the MOR process as a form of
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participative management —
benefits that have economic as well
as social advantages. The second
part will identify several specific
methods for effective MOR com-
munications — methods that can
be used selectively, adapted and
practiced by any manager in any
organization, with or without a
formal MBO system in effect.

Benefits

1. It encourages commitment
rather than compliance. Com-
pliance implies “doing it because I
have to.” Commitment means “do-
ing it because I believe in it.” The
boss can demand compliance, but
not commitment, and compliance
usually results in “doing what has
to be done, but not much more.”
Commitment is a voluntary action
and, more often than not, comes in




direct proportion to the amount of
involvement the individual has in
the decision-making processes.
The more influence I feel I have in
determining the things that will af:

fect me, the more likely I am to be

commltted to their -suecessful ac-
complishment.

Coneeptually, the major differ-
ence between an objective and an
as51gnment lies in who makes the
determination. An objective is
somethmg I set for myself, usually
with substantial input from my
hoss, my subordinates and others.
An a531gnment is something that is
given to me by my boss with the
expectation I will carry it out as
(;)e(:lfled There is a place for both.

bviously, it is neither practical
nor recessary to negotiate an
agreement on everything that has
to be done. However, if we want
real commitment from our people
we've got to give them “a piece of
the action.” The managerial risk is
somewhat higher, of course, when

we allow others to exerecise their’

dec1smn«mak.mg abilities. When
we consider the potential payoff
from substantially higher levels of
performance a realistic cost-bene-
fit analysis makes such a risk look
hke an outstanding invesfment.

‘2. I encourages innovation
balanced by reality. By challenging
t.hose who are mgmficantly affect-
ed -to make some. inputs. into pro-
posed eourses of action, we can tap
in to the creative potential that lies
within ~ everyone. Conversely,
h;ghly innovative ideas ‘are of
vail;ue only when they can be
achieved. Getting reactions and
suggested modifications  from
those who have to get the job done
can help to keep our planning ef-
forts in a realistic perspeetive.

I am frequently -asked if it is
more effective to start the MOR
process at the top, middle or bot-
tom of an orgamzatmn My semi-
facetmus answer is “Yes!” It can be
started at any level where there is
a respunsxble manager ‘who wants
to make it work. A suecessfol ex-

perience there can radiate in all
directions. More specifically, of
course, where there is a high level
of personal and continuing commit-
ment on the part of members of top
management, the chances for sue-
cessful organization-wide applica-
tion are substantially higher.

“Yo-Yo" Pattern

I visualize the fermation of or-
ganizational ohje?ctives, ideally, as
following a “yo-yo" pattern. Top
management starts by shaping “a
big fuzzy ball” that identifies major
concerns and a general plcture of
the direction it wants the orgamza—
tion to follow. This “fuzzy ball” is
then “rolled down the string” al-
lowing those with a4 key responsi-
bility to help shape it. By the time
it is “rolled back up the string,” it
will look somewhat different from
when it started. Members of top
management now have the benefit
of inputs from gl those who can
make it work or not work and,
with this added data, should be
able to set a challenging, yet real-
istic, set of organizafional
objectives much more effectively
than if they had done so in isola-
tion.

3. It enables every manager to
be President. Before -you start
pointing fingers at “them,”
remember that “top management”
is something of a euphemism. It
does not neeessarily represent that
small select group that sits on the
uppermost point of the total organ-
izational pyramid. You, also, can
be “top management,” regardless
of your level in the organization.
This can be approached with what
is frequently referred fo as the
Ut President Concept.

Consider  yourself  to
president of your “company”
meaning that part of the organiza-
tion’ that you head wup, whether
that be a major department with
hundreds of employees or a small
operation. of two or three people.
Your bess reprewents the Board of
Diréctors, ‘'Your-job is f0 manage
your “company” the best way you

be
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know how. All you need- from the
Board is a license.to do it your
way. Most Boards are happy to
allow their President to manage
the “company” in any legal and
ethical manner that achieves them
the results they want.

Therefore, if the “fuzzy ball” re-
ferred to earlier comes down to
vou from higher wmanagement
levels, you can add your inputs to-
gether with those from key peaple
in your unit. If you do not have
that opportunity to significantly
influence higher level objeciives
that affect you, you can still ereate
a “fuzzy ball” of your own. Even if
most of your “objectives” appear
to be “cast in concrete” by the time
they reach wyou, theve is stili,
normally, a great deal of latitude
(more than most managers are
willing to admit] in determining
how to achieve them. By defining
the outer limits, you can “still make
it possible for your subordinates to
influence what affects them.

4, It encourages negotiation and
mutual agreement. In  most
objective-setting discussions, each
participant comes in with a some-
what different perspective related
to basic information, importance
and approach. This should be seen
as healthy. Complete agreement,
without some dissenting points of
view, eould lead to.grganizational
stagnation. Ideally, objectives
agreed: to will represent the best
thinking of all coneerned and will
be better than whal-any one per-
son would have come up with indi-
vidually, While différences should
be aired openly, negotiation must
lead to an agreement that all parti-
cipants understand and accept.

B, It reduces or eliminales lhe
need for the word “can’t.” When a
new suggested objective or assign-
ment comes along, there is a
natural  temptation for the
manager with a full workload te
say, or at least think, “I can’t do
it!” By having a realistic set of ob-
jeetives, particulaply if they have
been costed out ﬁrm}erlv, the man-
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ager is in a position to make trade-
off decisions or recommendations.
Since it is virtually impossible to
anticipate all requirements likely
to come along, it is almost
inevitable that a manager will be
faced with a re-evaluation of prior-
ities at some point during the pro-
jeeted period of time.

In fact, it is practically a cer-
tainty that actual accomplishments
will be somewhat different from
what was forecast at the time ob-
jectives were established. That
does not invalidate the forecast.
What the forecast does accomplish
is to provide us with a more valid
rationale for shifting directions if
later requirements suggest that to
be necessary. It means, however,
that if we do shift, it is with full
awareness that we are shifting and
that there is a good reason for do-
ing so. Furthermore, a clear
change in direction calls for a
renegotiation of the original agree-
ment. If a standard pattern is es-
tablished that new “objectives” or
assignments that come along are
expected to be accomplished in ad-
dition to those in the original
agreement, it is an open invitation
for the assignee to play games with
the original agreement in anticipa-
tion of the inevitable.

On the other hand, if it is clearly
understood, at the time of the or-
iginal agreement that any signifi-
cant changes are subject to
renegotiation, the subordinate
manager can say to his or her boss,
“I can meet the new requirements
and this is what it will eost.” It
may require the manager to
meodify, pestpone or cancel some
objectives in the original agree-
ment. By once again applying the
concept of cost-benefit analysis,
we are able to focus more of our at-
tention on what we can do rather
than what we can't do.

6. It provides a rational basis for
review and feedback on progress
toward objectives. In many, if not
most, organizations, reviews of
progress during the year tend to

be eceremonial “How are things go-
ing?” “Fine!” types of affairs, or
oriented toward individual prob-
lems — usually after the problems
have occurred. By following the
recommended practice of agreeing
on and adhering to a progress re-
view schedule, there is a built-in
mechanism for making sure that
both the boss and the subordinate
are brought up to date periodically
on what is happening related to
total performance. Furthermore,
such a review can be focused on
specifics rather than generalities.

7. It encourages inter-group
communication and teamwork.
The various steps in the MOR pro-
cess (roles and missions, key re-
sults areas, indicators, objectives,
action plans and controls) tend to
bring to the surface areas where
open eommunication and coopera-
tion with other groups or individ-
uals are both necessary and desir-
able. They also tend to highlight
areas where conflict or potential
conflict exist in such a way that
they can be more readily dealt
with and resclved. There is conflict
in every organization. Managed ef-
fectively, it can be one of the most
powerful tools available for
creative growth. Unmanaged, it
can be one of the most destructive.
A necessary ingredient for manag-
ing conflict effectively is the ability
to break complex operations down
into their component parts and to
focus on the specific contributions
various individuals er units must
make in order to achieve results.
That’s Management by Objectives
and Results!

8. It provides a common lan-
guage base. One of the problems
that separates management from
most of the other aceepted profes-
sions is a lack of a common vocabu-
lary. Mention the words accounta-
bility, responsibility, authority,
funetion, activity, objective or con-
trol in a group of a dozen managers
and you are likely to get 12 differ-
ent interpretations, any of which
could be correct. A common expo-
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sure of all managers to a specific
management - approach, MOR" or
any other, should reduce the
potential for - semantic eonfusion
among those who have te commun-
icate with each other on manage-
ment - concerns. The terms used
here are . certainly not the only
ones that could: be -applied, but
they are appropriate to the man-
agement - processes -being de-
scribed. Their use among people
Eecog‘nizing themin a similar con-
ext inevitably facilitates effective
communication.

9. It provides a tangible ration-
ale for budgeting/funding  re-

uests. It-is virtually a universal

ractice now for organizations that
“hold -the purse strings™ to insist
'on hard justification for proposed
expenditures, even when suppeort-
ing ongoing efforts. This applies
whether we are talking -about
higher level management, corpor-
ate or parent company heid-
quarters, congressional or legislat-
ive committees, approving agenc-
ies, foundations or local boards of
directors. Irrespective of the bud-
geting system used, the manage-
ment process.of breaking an opera-
ltion down inte its component
parts, together with an evaluation
«of both the benefits and the related
jeosts, can provide the kind of data
needed to support such budgeting
or funding requests.

There are many other communi-
cations advantages that can come
from applying Management by Ob-
jectives and Results in an organi-
zation, particularly when a partici-
ppative approach is used. We have
identified some of the more critical
orles here. However, they are ra-
ther academic unless they can be
put into action. Se, next, let’s see
'how we can make the communica-

“tions work.
Effective MOR Communications

In examining the various me-
thods of using Management by Ob-
jectives and Results (MOR) as a
cominunications medium, we will
approach it from five different per-

spectives: individual (one-to-one),
tntra-umit - (team - applications),
inter-group (both internal and ex-
ternal to the total organization),
organization-wide (particularly top
management role) -and: support or
staff units (special concerns). Each
of the many methods to be
identified here will be dealt with
very briefly in order to highlight
the various options available. We
recognize, of course, that an entire
book could be written covering this
area alone.

1.

individual
Individual (one-to-one) is the
most - frequently-used application
of the:MOR process in which an in-
dividual manager uses.part or all of
the steps (roles and missions, key
results areas, “indicators, objec-
tives, action plans and controls) to
comimunicate on a one-to-one basis
withthe boss and/or each key sub-
ordinate. Place yourself, mentally,
in either the boss or subordinate
role in studying this application.
The same process applies, regard-
less of the side of the desk on

which you- are sitting.

a. Negotiation

1. Roles and missions
charter, purpose, job deseription
— any statement that establishes
the nature and scope of the ongo-
ing effort to be performed within
the unit) should be drafted or, if
one exists, reviewed and modified
by the subordinate;, and agreement
reached with the boss as a feunda-
tion for all work the suberdinate
will be held ‘acecountable for. Any
unresolved questions should have
objectives set for dealing with
them. Both should have copies of
final agreement for reference.

2. MOR Agreement (key results
areas, indieators, objectives), or
whatever parts of it are to be ap-
plied. (substitute whatever word
labels are appropriate if a different
approach is being followed), should
be drafted by the subordinate, fol-
fowed by discussion, modification

(unit -

as appropriate and final agreement
reached with the boss prior to the
start of the forecast period which
the agreement. is to cover. Both
should ‘have copies-of final agree-
ment for reference.

b. Problem discussions should be
initiated by either the boss or the
subordinate as soon as problems,
eurrent or potential, related to ne-
gotiated agreements become ap-
parent to either party. Discussion
should focus on what the problem
is and what should be done to take
care of it — not on fixing, or trying
to escape from, blame for the prob-
lem.

¢. Progress reviews are conducted
periodically during the foreeast
period, - preferably “at pre-deter-
mined times {monthly, bi-monthly,
quarterly) established as a part of
the agreement. These should be
seen as an opportunity for the sub-
ordinate to bring the boss up. to
date on everything, good and not
so good, affecting the suberdin-
ate's area of accountability. The
written agreement serves as -a
logical review document to ensure
that the tetal picture is covered.
Diseussion of specific problems,
when brought up during a pro-
gress review, should be seen as
secondary to a mutual assessment
of the current situation as related
to progress toward objectives.

d. Renegotiation of unit roles and
missions and/or parts of the MOR
Agreement sheuld take place at
any time there is a significant shift
in priorities, organizational direc-
tion or = uncontroellable . circum-
stances that impact heavily on the
subordinate’s -ability to meet ob-
jeetives (for example,: loss of key
personnel, “unanticipated short-
ages of parts, ete.). In order to.en-
courage prudent risk-taking on the
part of subordinates, there must
be. an “escape hatch” for desling
with the unexpected. Otherwise,
the subordinate will only set “safe”
objectives.
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e. Performance reviews are con-
ducted at or near the end of the
forecast period in the agreement.
A one year time period is the span
that is most frequently used in or-
ganizations. However, six month
or quarterly spans are not uncom-
mon, particularly at lower levels in
the organization. Although relat-
ed, this is different from perform-
ance appmisal Qur concern here is
with assessing total performance
against agreed- upon ob]ectwes for
the purpose of improving our ef-
fectiveness in the next forecast
period, not for coming up with a
“score card” on an individual.
While, obviously, this perform-
ance will be a major factor to be
considered when appraisal time
comes around, the two should not
be tied together or the value in fu-
ture planning is liable to be re-
duced, if not lost altogether. It is

entirely appropriate for a new
agreement to be negotiated at the
same time as, or shortly after,
completion of the performance re-
view, using that analysis as a
partial data base for setting new
objectives. At any rate, unless
there is a clear case of incompe-
tency, this should not be seen as a
time for recriminations or excuses
but, rather, a learning period for
both parties leading to increasing
the managerial effectiveness of
both of them.

2.
Intra-Unit

Intra-unit (team applications):
Ironically, the two kinds of groups
that seem to function most fre-
quently and most effectively as a
team in many organizations are the
small group of senior managers
who make up the top management

group at one extreme and small
groups of professional and techni-
cal specialists reporting to a first
line supervisor at the other. The
reasons for the latter are fairly ob-
vious since most such groups are
built around a similar or related
set of skills and something of a
common purpose. The top manage-
ment group, on the other hand, has
to be somewhat schizophrenic in
that its members, in most cases,
are both individual heads of major
functional units and members of
the policy-making, strategic plan-
ning group for the total organiza-
tion. It is in this latter role where
this group is more likely to operate
as a team.

While the same dynamics can
and frequently do work at any
level in the organization, there
tends to be greater diversity of
both interest and purpose at mid-
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dle levels which makes operating
as a team more difficult. My reason
for raising that issue, however, is
to point out that, regardless of the
level in the organization, the appli-
cation of Management by Objec-
tives and Results as an intra-unit
or team effectiveness process is,
essentlally, the same. Differences
are, primarily, ones of scope and
magnitude.

a. Roles and missions determina-
tion frequently serves as an effec-
tive initial team effort. Identifying
both the philesophical and opera-
tional issues that must be resolved
at the unit level provides an oppor-
tumty for group members to share
their perceptions and their feelings
about key factors that affect the
way 'they work together. While
this may be a time- consummg ef-
fort at the outset, it gets at issues
that are often taken for granted
and rarely discussed. There are,
generally, far more differences in
points of view among members of a
so-called team than mest of them
would predzct (Try asking each to
write, mdependently, their  an-
swers to the questions: What
busmess are we in? Why do we
e}ust" Who are our customers?
Then, have each read them to the
rest of the group.- Don’t be sur-
prised if there are some rather
substantial variances.}

This, perhaps more than any
other step in the MOR process, is
an example of where the process of
gettmg there. is far more critical
than the final product.. While the
result ‘should ‘be a Wcarkmg state-
ment of roles and missions that all

members will - subseribe to and '

suppor‘L the * elearmg of the air”
on cornitroversial or misinterpreted
1ssues is essential for continuing
team effectiveness,

A retreat or planning conference
away from the normal business lo-
cation with substantial time
flexibility is usually much more
conducive to open discussion and
resolution. A third-party facilita-
tor or-consultant can be particular-

ly helpful here. Also, while agree-
ment on a final statement might
come as a result of an extended
meeting, it is more likely to re-
quire two or more such meetings
before an acceptable draft is devel-
oped. The cost, in. terms of the
time of people, may be moderately
high. However, the potential bene-
fit from having all members of the
team pulling in essentially the
same direction is phenomenal,
making it one of the best invest-
ments the group could make.

One cagtion: don't allow the
group members to get so involved
in endless semantic discussions on
specific wording to be used that
the coneepiual value is lest. You
are far better off coming out rela-
tively quickly with ah imperfect
statement thai ean serve as a
working tool, with an agreement
to re-evaluate and modify it after a
given peried of time, such as six
months,

b. Key results areas, tndicators
arud objective's forihe unit (ortheir
equivalent in your terminology}

can be developed from among team

members whose individual contri-
butions form -a common thread.
These could incorporate only those
areas where they will be function-
ing as a team or they could be ex-
panded to cover the total eontribu-
tiens of the unit. A frequent varia-
tion on this is where the unit head
uses other members of the team as
aresoyrge in the determination of
his or her own key results areas,
indicators and objectives. In the
caseof he top nanagement group,
e objectives are
’:*be finalized through such
& provcess.
c. Action plans and controls are
laglcal areas of: participation for
nbelt"s where they pla,y

f‘wmce there am,
,rﬂl_ternatwe ways

eotie’ # i.v"{?:ﬁ or ubqrdma,tes.,
their ackive participation at this

‘serves-4. dual purpose ‘of provi

stage becomes erucial. Even where
the “real world” limits the amount
of impact they may have on the ob-
jectives themselves, they can and
should have some influence on how
those objectives are to he
achieved. The same thing applies
in  establishing controls. In
addition, since we ° should be
looking for the most economieal
and -effective means, team mem-
bers can help devise common con-
trol methods that will serve all
their needs, reducing or eliminat-
ing duplication and wasted effort.
d. Intra-unit. critigue is an ex-
tremely powerful communieations
tool where there is a relatively
high level of trust among group
members. Here, in addition to the
development of total unit efforts,
each participant alsc uses the rest
of the group members as a sound-
ing board for any or all of his or her
MOR Agreement. Such participa-
tion could range froni simple feed-
baek and: helpful ﬂuggestlons ug:n t

more, this hel;m to 1dent1fy are
where mutual suppert i§ needed. or
where potential contlict: exists; in
such a way that they ean be dealt
with positively.

e. Intra-umit review is an exten-
sion of the intra-unit- critique- in
that- it encourages one or more of
each individual's progress reviews
to-be conducted with the group ra-
ther than. the boss alone. 5

a broader feédback base and
ing gther group members: infor
ou.what i3 happemng Tohe ¢
tive, the frequency of this ki
review sh be linited to |
such meetings from turnmgr
ritualistic “show and: tell” exer-
ﬂ’]"a“ﬂﬁ

3.
Inter-Group
Inter-group (both- internal and
external to the total organization}:
It is a rare organizational unit
whose work does not -seriously
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affect or is not heavily affected by,
the work of several other units.
These could include peer units in
the same organization, support or-
ganizations, customer/elient/user
groups, suppliers, unions, compar-
able units in other organizations,
etec. The concerned unit should
clearly identify those others with
whom a significant amount of close
cooperation and communication is
essential. Then, using one or more
of the following means, work on
improving it.

. Roles and 'missions, MOR
Agreements, and/or selected
objectives should be shared with
other units that are significantly
affected. This sharing could range
from a detailed discussion, analysis
and negotiation between the unit
‘managers and key members of
their staffs to a simple exchange of
documents aceompanied by what-
ever clarification may be required.
The purpose is to keep both units
aware of mutual support needs so
that neither is surprised by the
other.

b. Aection plans and controls should
identify other units affected, what
will be done in connection with
them, and who will be accountable
for seeing that it gets done. In
many objectives, a modest amount
of advance communication or nego-
tiation with other units could save
vast amounts of wasted effort
because of inadequate or late sup-
port from these other units, not to
‘mention the inevitable recrimina-
tions and hard feelings.

¢. Conflict resolution between
units can be dealt with much more
openly and objectively when the
focus ean be on specific areas of in-
fluence, objectives or action plans.

here will be conflict between
units. The truly effective manager
has learned how to turn that con-
flict into a positive, rather than a

estructive, force, Many of the ap-
Eroaches to conflict resolution sug-
Eested in the technology of Organi-

ation Dlevelopment will work

even more effectively where there
are clear statements of roles and
missions, objectives and action
plans in existenc:u
Organization-Wide
Organization-wide (particularly
top management role): As men-
tioned earlier, members of the top
management group have to be
somewhat schizophrenic sinee they
wear at least two separate “hats”
in the organization. When they are
filling their roles in organizational
policy-making and strategic plan-
ning, they must relate more
directly to factors that impact the
total organization, even when that
action may be at the expense of
coneerns within the funetional
units they head up. In the long
run, of course, such a posture
should inerease the value and ef-
fectiveness of their funetional units
as well. Organization-wide imple-
mentation of Management by Ob-
jectives and Results could be an
example of such an application.

a. Corporate roles and missions
determination and interpretation
is a responsibility of this group. By
first identifying the eritical phi-
losophical and operational issues
that need to be resolved, the top
managenient group should formu-
late a tentative statement of roles
and missions for the total organiza-
tion, probably using a retreat or
planning conferenece away from the
normal business location, as sug-
gested under Intra-unit (team ap-
plications) earlier. This fentative
statement can then be tested with
other managers in or out of the or-
ganization, modified as approp-
riate, and put into final form. This
should then be disseminated
throughout the organization, pref-
erably with interpretive discus-
sions conducted by members of the
top management group who were
involved : in. its formulation. The
roles and missions statement itself
plus the interpretive discussions
with members of top management
can go a long way toward opening

up communications throughout the
hierarchy in addition to clarifying
organizational direction and the
expectations of top management.

b. Corporate objectives can be
formulated in a similar manner to
corporate roles and missions, ex-
cept that a more organized ap-
proach to getting inputs from
others is necessary in order to vali-
date the objectives. The “yo-yo”
pattern suggested in the first part
of this article fits such an organ-
ized approach conceptually. Prac-
tically, such an input process must
be facilitated in a short time span,
preferably 30 days or less, if it is to
work effectively.

Corporate objectives should re-
flect both the short term (usually
related to the fiseal year} and the
long term (usually beyond the fis-
cal year — using a rolling five year
plan, for example). Once they are

“. . . an extraordinarily important
document. . . . Any social system
that says to a large slice of its
young people, ‘There is no room
for you!” and to the overwhelming
bulk of its elderly, ‘You are con-
strained to suffer 15 years of pre- -
death!’ is an abomination.”

—Stephen K. Bailey
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finalized, corporate . objectives
should be disseminated throughout
the organization as quickly as pos-
sible, with top management inter-
pretation as necessary, so that unit
managers can prepare  their own
objectives in support of, or consis-
tent with, those of the total organ-
ization.

¢. Documentation and reporting
systems are necessary ingredients
of an organization-wide application
of MOR. This does not mean that it
has to become another “paper
mill.” It can, if managers' allow it
to, but that will relegate it te
another procedural exercise rather
than a dynamic management
process. Documentation and' re-
ports that go to top management
or that are distributed througheut
the organization should be limited
strl(:t]y to those that are of direct
coneern to those receiving them.
So- called “information copies™ tend
" to mu1t1ply like amoebas, particu-
larly in large organlzatlons

By and large, supervisory con-
trol must be built on a relationship
between a manager and his or her
immedlate supermr This means
that most of a given manager’s re-
ports should go no further than one
level above and one below. Top
management can - control the
“paper mill” by limiting their docu-
mentation and reporting require-
mén‘é;q strietly to those ‘things in
which they must become direetly
involved. By doing that, they are
?lser communicating a very power-
ul motivational ‘message — that
they trust their managers to man-
age.

d. Periodic communications from
top management to the rest of the
organization can and should be a
regular part of an organization-
wide MOR application. This would
include progress reports on certain
corporate objectives and informa-
tion on new developments affect-
ing corporate roles, missions and
objectives. By building this form of
communication- around these

10

concerns):

corporate documents, managers
throughout the organization-have a
common - frame of reference and
can feel more a part of the total op-
eration.

5.

Support or Staff Units
Support or staff units (special
- Obviously, the same
factors deseribed above in relation
to other organizational units apply
equally well to the management of
a support or staff unit. However,
there are two special concerns
related toc MOR, one that would
apply toall such units and one that
would apply to those with a speeif-
ic organizational responsibility re-
lated to MOR implementation.

a. General support services are
those services provided to other
units within the total organization
where, in reality, they are the
unit’s customers-whose needs must
be satisfied. Corsequently, many
support  units see themselves
largely in a reactive mode of oper-
ation - for example, the personnel
unit that responds to requests for
filling staff vaeancies or the data
processing unit that programs and
produces a new analytical repert
when requested. While a- certain
amount of reaetive serviee is in-
evitable, an increasing number of
support units are adepting a much
stronger antmlpattrry posture.
George Odiorne, in a recent ad-

dress (ASTDRegion 8 Conference,
Seottsidale, Arizoma, October 1,
1975), suggested that staff organi-
zations should be setting many of
their objectives six months in- ad-
vance of the line organizations
they serve, so that their services
are readily available when they are
needed, not lagging behind. In or-
der td-do that, maiy support units
should have a key result. area
called something:like “Anticipated
Needs Assessment.” Objectives
flowing cut of that would relate to
the development of early-warning
information gys 'ms, involvement
in advanee planning efforts of their

customers, and staying ahead:of
the state-of-the-art.

Furthermere, support- organiza-
tions that set their. objectives in
antieipation-of, rather than in reae-
tion to, their customer’s needs:are
in a much stronger position to in-
fluence the direction those needs
should take.

b. MBO - advisory services are
those informing/training/consult-
ing/reviewing services designed to
assist managers in the organiza-
tion in the “implementation ‘and
maintenance of MBO. These ser-
viees are frequently provided by
organizational units responsible
for training, personnel, organiza-
tional planmng/development ad-
ministrative services, or by special
MBO support groups. Such groups
can perform an extremely valuable
service provided -they see their
role as primarily advisory or sup-
portive, not administrative.

Providing information designed
to increase understanding of the
proeess as it is being applied, con-
ducting or providing training for
managers in the necessary . skills,-
agsisting . individual or small
groups of managers in applying the
process. to their own operations,
and providing a sounding board to
help managers evaluate and more
sharply define their: own objec-
tives, can make a major contribu-
tion to effective MBO implementa-
tion. Where such groups have tak-
en on the role of administering,
directing, approving, screening or
monitoring the ME'-related ef-
forts of other managers in the total
organization, the result has been,
wiore often than not, the creation
of a new bureauctacy which either
usurps the responsibility that
nianagers should aceept for them-
selves or makes the MBO process
Vu'tually impotent as a positive
ool Par} of the mis-
support group should
emselvies out of 2 job.

be to work th

The MBOQ Adviser concept, as
introduced in England and

Training and Development Journal, February 1976
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practiced in many other parts of
the world, advocates the selection
of individuals with line manage-
ment experience for a limited-time
assignment in that role, following
which they will be returned to a
line management position. An ap-
propriate indicator of effectiveness
for an MBO advisory group, after
initial implementation, might be
“number or percentage of manag-
ers satisfactorily practicing MBO
without our assistance.” The basie
mission of such a group should be
to help managers perform their
own management work better, not
to do it for them.
In Summary

Management by Objectives and
Results (MOR) is a human, not a
mechanical, process. Consequent-
ly, the six identified steps {roles
and missions, key results areas, in-
dicators, objectives, action plans

and controls), or whatever varia-
tions on those are applicable in the
process you are following, must be
seen as providing a means for in-
creasing the understanding and
commitment of the people who
must work within that framework.
Effective communications at every
step along the way provide the
catalyst for bringing that about.
In the first part of this article,
we examined many of the signifi-
cant benefits that can come to an
organization that practices MOR
as a form of participtive manage-
ment. Next, we looked at several
different ways in which MOR can
be used to increase the effective-
ness of organizational communica-
tions. Please recognize, however,
that the ideas presented here are
designed more as stimulators than
as prescriptions. Only when you
have adapted it to your own partic-

ular style and situation will it work

for you. (USECED

(Adapted, with permission, from the
Sforthcoming Management by Objectives
and Results in the Public Sector by
George L. Morrisey, Addison-Wesley
Publishing Company, Reuading, Massa-
chusetts, 1976.)

George L. Morrisey is president of
MOR Associates, a consulting firm based
in Buena Park, Calif., and the author of
Management by Objectives and Results
(Addison-Wesley) and several other
books, tapes, teaching materials and ar-
ticles in the field of management. An
active ASTD member, he was a winner
of the 1972-73 ASTD Award for
publications relevant to the training and
development profession. His background
includes more than 20 years as a practie-
ing manager and key specialist in both
the public and private sectors. His latest
book, Management by Gbjectives and
Results in the Public Sector, is sched-
uled to be published in Spring, 1976.
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