Excedllence
According to Plan

By Robert M. Frame and Warren R. Nielsen

For almost two decades organization
training and development specialists
have viewed themselves as operating
in a segmented continuum. At one
end are trainers in management and
technical skills; at the other end are
organization development (OD) prac-
titioners. In a few cases these two
development processes have been
merged. More often than not, however,
the professionalsin the two processes
find themselves in separate camps.

During the eighties a new segment
has entered this training, development,
and change continuum. Referred to as
organization transformation, this pro-
cessisatransition from apresent struc-
ture to anew one, from older related
systems to those for a new vision dic-
tated by forecasted environmental and
market conditions. The process con-
stitutes agenuine "willed future” for a
growing number of companies.

This extension of the development
continuum enables managers, execu-
tives, and change agents to assessmore
accurately the development needs of
their organizations and clients. It also
helps to differentiatethe various devel-
opment process tools available to res-
pond to these needs. The continuum
may be represented as follows: Man-
agement/Employee Development—
Organization Development—Organi-
zation Transformation. Or simply:
MD-OD-OT.

This article describes the concept
behind this continuum and then
shows how it has been applied to a
project in alarge newspaper. The pro-
ject resultsto date include a25 percent
increase in productivity and an over-
al improvement in reliability of 15
percent.
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The three processes

The three major development areas
in the continuum are not necessarily
sequential phases in a development
process. Indeed, in many organiza-
tions, the three processes occur
simultaneously and without synchro-
nization. The point here is that the
further one moves on the continuum
toward organization transformation,
the more the effectiveness of each
development process relies on its
careful integration with the previous
processes.
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Any organization launching awork-
place transformation effort will find
that the requirement to shiftits culture
from past and present states to an en-
visioned future state isfacilitated by—
and indeed can scarcely begin to suc-
ceed without—both effective man-
agement training and organization
development. But, in spite of the com-
pelling logic and increasing evidence
to support the MD-OD-OT linkages
along the continuum, these linkages
occur far too seldom in organizations
that otherwise are committed to im-
proveing skills, unit effectiveness, cul-
ture, and bottom-line performance.

In organizational transformation a
major assumption is that employees
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naturally seek results consistent with
humanistic values, provided that they
are allowed to experiment in creating
processes to achieve those results. This
leads to the OD-OT differentiation out-
lined in the accompanying figure.
Organizations recognized as top per-
formersincreasingly use processes that
focus on both. Successful organiza-
tions place primary emphasis on re-
sults. Their secondary emphasis is on
proven processes for achieving results
(OD) and related training (MD) in new
approaches, methods, and values re-
quired to support related changes in
behavior, operations, and culture (OT).
When a growth plan for an old or
new organization requires anew strat-
egy, the strategy often conflicts with
the existing culture, norms, values,
belief system, and underlying be-
havior. Executives face a critical deci-
sion: either to pursue an innovative
strategy and to change the culture to
match it, or to look for a strategy that
more closely matches the existing cul-
ture. Making this choice requires both
vision and patience. While vision helps
one keep an eye on both strategy and
culture, patience prevents short-term,
opportunistic decisions that may de-
stroy the culture-strategy aloy. Further,
when an external or internal crisis dic-
tates decisive action to ensure a turn-
around, the tough question is this:
what components of existing strategy
and culture need change, and to what
degree? The excellence studies of the
eighties demonstrate that the wrong
answer to this question can lead away
from lasting excellence and toward
mediocrity, even failure. Once the
question isanswered, though, the cor-
nerstone for transformation has been
laid, with significant implications for
both OD and MD process applications.
We have found at least six |eadership
skills that underlie successful use of the
entire development continuum:
e Visioning the future—creating a
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mental image of afutureorganizational
state out of a collage of facts, images,
hopes, dreams, threats, and oppor-
tunities; and building scenarios that
can transfer this image to followers.
¢ Creative insight—asking questions
that strike at the heart of problems and
opportunities, which enables the
design of successful solutions and
strategies.

* Versatility—anticipating change by
pursuing knowledge outside one's
field; enabling leaders to adapt com-
fortably to the change implicit in
creating the future.

¢ Sensitivity—doing unto others as
they would have you do unto them,
rather than always assuming that most
people value what their leaders value;
thus binding people together in acul-
ture where they feel truly energized to
achieve high goals.

¢ Focus—eliminating activity that
does not add value and investing avail-
able resources toward implementing
successful and lasting change.

* Patience—developing the ability to
control one's desire for instant, short-
term results; committing oneself to
long-term perspectives for the organi-
zation that bring future visions into
reality with care and high involvement.

Firgt, the case study results

During 1986 and 1987 we had the
opportunity to work with a state-of-
the-art printing plant at a prominent
American newspaper. We observed
and analyzed the impact of an inte-
grated change strategy employing the
MD-OD-OT continuum interventions.

Through September 1987, the plant
has been setting new and significant
company records in such people-de-
pendent areas as productivity, relia-
bility, and waste control.

In the press room, productivity im-
provement is measured in terms of
thousands of eight-page papers per
hour. Productivity improved from 8.0
in October 1986, to 115 in September
1987—an increase of 43 percent in less
than one year. Currently, thereisno in-
dication that improvement will not
continue. It should also be noted that
the actual productivity improvement
has far surpassed, by as much as 80
percent, the established objectives for
the period.

In addition to improved pressroom
productivity, there has also been a
maj or change in reliability. Pressroom
reliability ismeasured in terms of half-

hour production targets met to satisfy
circulation department delivery sched-
ules. At various times the measure was
both above and below the stated ob-
jectives. There was, however, an over-
al improvement of 15 percent over the
beginning level in 1986. Thisimprove-
ment is even more significant in that
the increase in reliability is above apar-
ticularly high goal level—90 percent—
established near the beginning of the
change effort. The improvements in
productivity and reliability become
even more impressive in that they were
achieved by a workforce which had
less than two years' experience.

The MD-OD-OT interventions were
used in other units of the plant with
similar results. The plant's composing
unit, while maintaining union contract
rules, achieved nearly a 25 percent in-
crease in pages-per-hour productivity
in the first five months of 1987. Such
an improvement had never occurred in
the one-hundred-year history of this
newspaper.

Reduction of waste can have a signif-
icant impact on the profitability of a
newspaper. In this critical area the
printing plant has saved $40 more per
ton than the established goal and there-
by surpassed the budgeted plan, con-
sidered quite an aggressive one. The
annual average metric tons of news-
paper consumption is200,000, and so
the annualized cost savings achieved
through the reduction is projected to
be $8 million, equivalent to four to six
times the amount of annualized adver-
tising revenue needed to cover material
costs.

The interventions

The plant's management team at-
tributes these results to a specifically
designed and implemented shift in
their management process toward
a management-by-measured-results
approach, and the utilization of a
planned change strategy oriented to
the organizational culture. The change
strategy, of course, included elements
and methodology from management
development and training, organiza-
tion development, and organization
transformation.

For several years, the newspaper
management had been considering
changes in strategic plans to capitalize
on a significant investment in its
modern printing plant. They acceler-
ated their plans to improve manage-
ment after an unforeseen labor strike

involving three of its five production
union locals.

Facing the implications of tem-
porarily replacing approximately 1,000
employees (including a significant
number of supervisors involved in a
walkout over control of the hiring pro-
cess and related issues), management
initially hired a consultant to develop
and implement a top-down training
program in leadership and supervision.
A custom-designed management train-
ing program—12 subject areas in 10
eight-hour modules, covered one at
a time over twenty weeks—was devel-
oped and implemented. The training
was provided to all managerial and
supervisory personnel. The modules
included
« overview of management;

e interpersonal skills;

« leadership;

e teambuilding and team-oriented
leadership;

« situational leadership;

e problem solving;

« time management and delegation;
e coaching;

« summary and integration.

Parallel to the training program the
consulting team used another very
effective management development in-
tervention: a tailor-made assessment
center. The assessment center helped
to screen and select 19 new super-
visory personnel from among 130 in-
ternal candidates. It assisted in the
selection of individuals whose skills
and values were the most consistent
with the needs and vision of the new
printing plant.

Soon after the training program
began, the top management group
began to participate directly in aseries
of organizational transformation inter-
ventions. These activities resulted in
the development of
*« a new long-range vision of the
plant's future desired culture and
performance;
¢ an updated mission statement;

e a new operating philosophy out-
lining specific values and norms for all
plant personnel.

Key result areas—as opposed to ac-
tivities or processes—were then iden-
tified for the plant as awhole and for
each of its production and support
units. These areas were analyzed and
defined until they could be expressed
in terms of measurable end-results or
desired conditions over time. Finaly,
a measure for each areawas defined to
monitor and control performance.
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The documents relating to key re-
sults areas and the defined measures
provided the foundation for a new
management process. This process is
based on principles articulated and in-
troduced by Charles A. Coonradt in his
book The Game of Work and on
related training materials developed by
Y ager Associates. The concepts used in
the process contained sports-oriented
metaphors, such as "goal line," "out of
bounds," "field of play" and "end-zone
pay dirt." The processisbased on prin-
ciples that respond in practical ways to
the question, "Why, in sports and re-
creation, will people pay for the priv-
ilege of working harder than they will
work when they are paid?" The an-
swers to this question provided guide-
lines around which the plant's manage-
ment and employees developed anew
performance system. The system em-
phasized the following elements:

e clearly defined goals;

e unchanging rules;

« effective, accurate scorekeeping;

« freedom and choice in methods;
* immediate and ongoing feedback;
» self-administered results measure-
ment.

As the top-down training program
progressed, the idea of self-directing
management began to take hold. It was
encouraged in natural workgroups,
and these groups began to make
specific decisions relative to desired
performance and performance man-
agement. An important element of self-
directing management was the design
and use of performance charts, which
the groups placed on bulletin boards
and other conspicuous places in their
working areas. These charts typically
reflected three elements:

« aperformance "goal line" related to
a defined measure for that unit's key
result areas;

e actual daily performance measured
against that goal;

« and a cumulative rolling average
performance trend line, to discourage
overreaction to typical peaks and val-
leys in production, reliability, quality,
and waste reduction performance.

Management, with assistance from
the consultants, tested the principle
that when performance is measured,
performanceimproves; and when the
results are fed back to employees, the
rate of improvement accelerates.
Measurable results to date appear to
support this principle clearly, and nu-
merous testimonials regarding im-
provement abound from individuals at

various levels within the plant.

At the same time, management has
worked to overcome what often can
be acritical defect in the application of
traditional management-by-objectives
programs: failure to link them to the
organization's reward system. Manage-
ment's work has been two-pronged: it
is expanding and developing non-
monetary reward options to recognize
performance at individual and work-
group levels; and also devel oping self-
funded monetary incentive systems for
non-management personnel, while

linking management bonuses directly
to unit key result area performance.
The first unit incentive system was
implemented in the pressroom. The
incentive plan recognizes that both
waste and quality control must be tied
together, lest one be improved at the
expense of the other. Specific goals
were set for the initial three years of the
incentive plan for controllable news-
print waste, with all hourly employees
and their immediate supervisors shar-
ing in the resulting savings. At the
same time, arelated newspaper quality
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component was factored into the in-
centive equation. The component
consisted of aquality scoring system,
administered by both the pressroom's
production process customer (the in-
serting and packaging unit) as well as
by pressroom management. Incentive
payouts for the first quarter of 1987—
the initial measurement period—came
to a 10 percent bonus; and current pro-
jections are that employees will real-
ize cumulative payouts by year-end
amounting to a 15 percent bonus.

Further evidence of the effective-
ness of an MD-OD-OT change strategy
has come from outside the printing
plant. In the first quarter of 1987, the
plant's pressroom won one of the most
prestigious newspaper industry annual
awards for color printing; it took top
honors among forty-four entries from
the U.S. and Canada in its category.

Though the results to date are im-
pressive, the management of the print-
ing plant expects even greater im-
provement in the future. To ensure
further gains, it isimplementing plans
to develop and maintain support sys-
tems which will sustain the basic per-
formance management process. The
plans include

e tying results even more closely to
both monetary and non-monetary
rewards at all levels;

e creating communication processes
to monitor and support the new
operating philosophy as it affectsin-
terpersonal and cross-functional ex-
pectations and relationships through-
out the plant;

e utilizing organization development
teambuilding interventions within and
between natural workgroups through-
out the plant and with other company
functional areas;

« expanding efforts to identify and
improve internal and external custo-
mer product and service quality and
reliability;

e participating in an evolving
company-wide strategy that eventually
will ensure integration of similar man-
agement processes on a company-
wide scale.

Summary and conclusions

The results from the case study pro-
vide significant evidence that a com-
prehensive, integrated change strategy
can be of particular help to consultants
and managers attempting to move or-
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ganizations toward improved perfor-
mance and excellence.

In this specific case, the manage-
ment-by-measured-results process—in
combination with parallel training and
selection (MD), teambuilding and other
participative approaches (OD), and in-
volvement of all employees in along-
range effort to change their company
culture, values, and management pro-
cesses (OT)—has generated impressive
payoffsfor both the employees and the
organization. Improvement in such
areas as productivity, quality, reliability,
and waste was evident early and has
continued as of this time. The manage-
ment of the printing plant sees only
further improvements, with win-win
results for all involved.

Hopefully, these results will provide
the impetus for those involved in man-
agement development and training,
organization development, and organ-
izational transformation to examine the
relationships in the MD-OD-OT con-
tinuum more closely. Integration of the
disciplines can produce measurable
improvements in organizational per-
formance and will assist managers in
moving organizations toward planned
excellence. Pl

“DO RIGHT with Lus Holtz of Notre Dame” !
isavailable in 16mm film or video cassette. For
purchase or preview information cal toll-free

1-800-635-9696

Washington Speakers

Bureau Video

310 S. Henry Street
Old Town Alexandria, VA 22314

Training & Development Journal, October 1988



