
©  2011 

Common Themes Of  
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Agenda 

ÅPerspective 

ÅThe Emotions of Change 

ÅOP ï Key Factors 

ÅLeadership 

ÅInvestment in People 

ÅCustomer Focus 

ÅSystematic Processes 

ÅContinuous Improvement 

ÅManagement By Fact 
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Perspective 
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Core Principles:  Does This Fit Us? 

ÅVisionary Leadership 
ÅCustomer-Driven Excellence 
ÅOrganizational & Personal Learning 
ÅValuing Employees and Partners 
ÅAgility  
ÅFocus on the Future 
ÅManaging for Innovation 
ÅManagement by Fact 
ÅSocial Responsibility 
ÅFocus on Results & Creating Value 
ÅSystems Perspective 
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The Emotions      

 of Change 
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Compare Two Organizations 

1. Lots of Problems 

2. No Problems 
 

 

Which One Is High 

Performing? 
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Good Is The Enemy Of Great  
       Jim Collins 

Aren’t We Good Already? 

Discourage Discussion of 
Improvements 

We Don’t Know Where We Can 
Improve 

We Don’t Improve As Rapidly 
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How Good you feel you are 
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INTERPRETING ORGANIZATIONAL 
MATURITY 

 

Start 

Baldrige 
Recipients 

How Much 

You Really 

Know About  

World-Class 

Business 

Management 

Danger Area #3 

– If You Think You  

    Are Perfect 
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Emotions Of Change 

1) Status quo is unacceptable 
2) Move From óWhoô to óWhatô 
3) Reward those who are óon 
boardô and coach those who 
are not on the journey 

4) Remember - the confused 
mind says ónoô 

5) Donôt be slow-rolled 
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Organizational Profile Key Factors 
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WHAT?????????????? 
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Strategic 

Challenges 

Flow-Down 

Relationships Flow - Down  

Success  

Factors 

Competitive- 

ness 

Changes 

Strategic 

Advantages 

Measures, 

Goals,  

Scorecard 

Strategic 

Objectives 

Long-Term 

Action Plans 

Short-Term 

Action Plans 
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2010 Health Care - GSAM 
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Leadership 
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Leadership  

ÅPassion to improve 

ÅSimple 

ïValues 

ïRules 

ïProcesses 

ïExpectations of 

performance 

 



LESSON 14  

"Great leaders are almost always great simplifiers, 

who can cut through argument, debate and doubt, 

to offer a solution everybody can understand." 

Effective leaders understand the KISS principle, Keep It Simple, Stupid.  They 

articulate vivid, over-arching goals and values, which they use to drive daily 

behaviors and choices among competing alternatives.  Their visions and 

priorities are lean and compelling, not cluttered and buzzword-laden.  Their 

decisions are crisp and clear, not tentative and ambiguous.  They convey an 

unwavering firmness and consistency in their actions, aligned with the picture 

of the future they paint.  The result: clarity of purpose, credibility of leadership, 

and integrity in organization. 
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Leadership  

ÅPassion to improve 
ÅSimple 
ïValues 
ïRules 
ïProcesses 
ïExpectations of performance 

ÅMoray Eel Approach 
ïEspecially during óDefining Momentsô 

ÅHumility 
ÅHonesty 
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Where They Spend Time 

Yes No 

Urgent 
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No 
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Who - Spend Time With 

Yes No 

Decision Maker: 

Yes 

No 

A Few 

Years? 
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10+  

Years? 



©  2011 

Leadership Acid Test: 

Á Have the leaders made it clear what’s       

important? 

Á Have the leaders modeled the appropriate 

behaviors? 

Á Are the leaders leading or managing? 

Á Where do the leaders spend their time? 

Á What do the leaders reward (and 

condone)? 



©  2011 

Investment in People 

21 



©  2011 

Org 

Focus 

Up 

Down 

Internal 

Boss 

Employees 

External 

Community 

Customer 

Investment in People 
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Å4 Quadrants of focus 

ÅTime of Leaders 
ïApproachable 

ïAccessible 

ÅMeritocracy 

ÅPeople are trained and have: 

ïTools 

ïFreedom 

ïFocus 

 

 

Investment in People 
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Investment in People Acid Test 

ÅHave you ‘invested’ in your people with: 

ïTraining? Involvement?  Time?  Recognition? 

ïThe training and freedom to serve a customer? 

ÅDo employees feel valued? 

ÅDo employees have the tools they need? 

ÅHow do they know when they are doing a 
good job? 
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Customer Focus 
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Organizational Description (P.1) 

Å Organizational Environment (P.1a) 
ï Product Offerings = Products and Services 
ï Vision and Mission = Culture 
ï Workforce Profile = Employees (how they are 

segmented) and Their Requirements (of you) 
ï Assets = Technology, Facilities, Equipment 
ï Regulatory Requirements 

Å Organizational Relationships (P.1b) 
ï Organizational Structure = Structure and 

Governance 
ï Customers and Stakeholders = Customers 

(how they are segmented) and Requirements 
(of you) 

ï Suppliers and Partners 
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Customer Segmentation ? 
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Customer Requirements 
From a Live Application Document 

ñOur customers require 

high quality products and 

services which are 

delivered when they are 

needed.ò 
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Customer Requirements 
From a Live Application Document 
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Customer Segmentation 
Who Is The 

Customer, 

Segment Or 

Group? 

P1b(2) 

What Are The 

Customer 

Requirements? 

P1b(2) 

Perform vs. The 

Customer 

Requirements? 

7.1 

Is The Customer 

Satisfied?  

(and dissatisfied) 

7.2a(1) 

Is The Customer 

Loyal? 

7.2a(2) 

1 

Figure 7.1-1 
Figure 7.2-1 

Figure 7.2-2 

Figure 7.2-9 

Figure 7.1-2 

Figure 7.1-3 

2 

Figure 7.1-4 
Figure 7.2-3 

Figure 7.2-4 

Figure 7.2-10 

Figure 7.1-5 

Figure 7.1-6 

3 

Figure 7.1-7 
Figure 7.2-5 

Figure 7.2-6 

Figure 7.2-11 

Figure 7.1-8 

Figure 7.1-9 

4 

Figure 7.1-10 

Figure 7.2-7 

Figure 7.2-8 

Figure 7.2-12 

Figure 7.1-11 

Figure 7.1-12 

Figure 7.1-13 

What  

The  

Customer 

Says 

How  

The  

Customer 

Acts 

How  

The  

Customer 

Feels 
How We  

Respond 
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Customer Focus Acid Test 

Á Do you know who your customers are? 

Á Do you know what they want? 

Á Does everybody know their 

responsibility, and have they been 

trained? 

Á Have you documented the 

inputs/outputs from your customers? 

Á Do you customize the actions for key  

 customers? 
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Systematic Processes 

32 
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ÅA set of sequential tasks 
performed by a process owner 
(i.e., Hiring) 
 
that transforms inputs like 
written requirements and 
raw materials from suppliers 
 
into useful outputs such as 
documents, services and 
manufactured parts for 
 customers 

Tasks Output Input 

Requirements 

Resources 

What Is A Process? 
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ÅA set (or sequence) of more than one 
process used to achieve more than one 
process can achieve (i.e., Human 
Resources) 

What Is A System? 
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Systematic Processes 

Defined 

Stable, 

In control  

Repeatable 

Measured: 

Å  In -Process 

Å  End-of-Process 

Improved 
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Systematic Process Acid Test 

Are processes systematic?... 

1.  Are the processes Defined? 

2.  Are the processes Measured? 

3.  Are the processes In-control? (or 
stable, or repeatable) 

4.  Does the process have Improvement 
cycles? - This can only be effectively 
accomplished if the first three items 
exist. 
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Continuous Improvement 

37 
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What Separates The Winners? 
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Whoôs Job Is Improvement? 

39 
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Improvement Approach 

40 
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Improvement Approach 
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Improvement = Survivability 

Type of 

Change 

  

Who Is Involved? 

 

 

 

 

Level of 

Change 

Suggestions Everybody 

Formalized 

Continuous 

Improvement 

Everybody 

Breakthrough 

Improvement 

All Leaders Within Their  

Span of Control 

Sacred Cows Senior Leaders 
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Continuous Improvement Acid Test 

Å Is everyone involved? 

Å Have the tools been taught? 

Å How fast does bad news travel 

up? 

Å How acceptable is Status Quo? 

Å Can every employee discuss 

improvement? 
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Management By Fact 

44 
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Balanced Scorecard 

Lagging Leading 

Measures are: 

Run The 

Business 

Change The 

Business 

99% Now 
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Operational In-

Process 

Measures 
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Comparative & Benchmark Data 

Factors To Consider In Developing Comparisons and Benchmarks 

Organization 

Level 

Benchmark 

Process 

Cost To 

Benchmark 

Impact Numbers Of 

Comparisons 

What Is 

Benchmarked 

Types of 

Comparisons 

Normally 

Available 

Probability of 

Obtaining 

Exact 

Comparisons 

Leadership 

Team 

Formal 

Benchmarking 

High Organizational 

Breakthrough 

Few Organizational 

Success Factors 

Macro Business 

Ratios (Financial 

and Non-

Financial) 

High 

Function 

Owners 

Industry/Function 

Comparisons 

Some Functional 

Improvement 

1 ï 2  Per 

Function 

Functional Best 

Practices 

Macro Functional 

Ratios 

Medium 

Process 

Owners 

Similar Process 

Comparisons 

Low Continuous 

Improvement 

Many Process Best 

Practices 

Process 

Performance 

Low 

Sub-Process 

Owners 

Peer 

Comparisons 

Low Continuous 

Improvement 

All Sub-Process  

Examples/ 

Peer Practices 

Sub-Process 

Performance 

Very Low 



©  2011 

The Management by Fact Acid Test: 

In God we trust, all others bring data 
 

Á Are performance indicators comprehensive? 

Á Data used in meetings to discuss an issue or 

to make decisions? 

Á Are Data displayed in a manner which is: 

ÁLocal - (Collected at the source) 

ÁFriendly - (The people collecting the data  

    understand it) 

ÁDirty - (The people collecting the data use it) 
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A Recap 

48 USCG Leadership Development 

Center 
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A Recap – Using QNM 

Thought #1: 
Å If you want to feel good – you will not act 
Å If you want to improve – you will act 

Thought #2 
Å Use a systematic approach 

Thought #3 
Å Remember why you are doing this 

Thought #4 
Å Remember who is doing this 

Thought #5 
Å Nothing (and nobody) stands alone: 

Å Integration (Up/Down) and Alignment (Across) 

 
 
 


