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What is human
performance
technology?

From Training to Performance in
the Twenty-First Century:
Introduction to the Book Series

For most trainers und instructionul developers, the following request from
a client sounds familiar: “1 have a problem. Give me some training 1o solve
it.” We are taught to think that raiming is the answer 1o most human per-
tormance problems. But those of us who are veterans in the field have
learned from our own experience and from others’ resesirch and theories
thar most of the problems our clients bring us are not best solved by
training, or require some other solution in addition 1o training. What do
we do in the face of this contradictory evidence?

Wi chunge our view of the world, our paradigm for thinking abour how
to solve our customens problems. We look a1 practitioners in other fields
and sex how they recommend solving problems, and we try 1o Incorpo-
rate their ideas and interventions into our own “bag of tncks.”

W have heard and read about a wide armay of such interventions: human-
computer interface and workplace design: work process reengineenng
and sociotechnical systems; job aids, expert systems, and performance
suppart systems; motivation, incentive, and feedback systems; organiza-
tional design. cultumal change, and change management; measurement of
results to demonstrate bottom-line savings How do all these interventions
fit together? Is there a field that incorporates and relares them? Yes. It is
called Human Performance Technology (HPT)

What makes HPT different from trning, management consulting, and
other pracuces mmex ar improving the performance of people and orga-
nizations? According 1o Foshay and Maoller (1992, p. 702), HPT is unique
because it is “un applied field, not 4 discipline. it is strucrured primarily by
the real world problem of humun performunce (in the warkplace). It draws
from any discipline that has prescriptive power in solving any human per
formance problem.” Swolovitch and Keeps (1992, p. 7) have icomorated
a vanety of defininons of the field into their descriptions of HPT's unigue
approach to synthesizing ideas borrowed from other disciplines

HPT. therefore, is an engineering approach to attaining dexired
accomplishments from human performers. HP technologisis are
those who adopt a systems view of performance gaps, systematically
analyze both gap and system, and dexign cost-effective and efficient
tnrerventions that are bused on analysis data, scientific knowledge,
und documented precedents, in order 1o close the gap in the most
desirable manner.
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Rummler and Brache (1992, p. 34) explain that the view HP technologists
have of “what s going on in organizations™ s “fundamentally
different” from views held by practitioners in other disciplines. HP technol.
ogists conceptualize “what is going on” by looking ar and ussessing three
levels of vanables thar affect individual and organizational performance:
the organization level, the work process level, and the joh worker level

An HI rechinologist looks first at the total organization and ar such van:
ables as strategy and goals, structure, measurements. and management
{see Figure P10 Next an HP technologist looks ut work Processes car-
ried out scross functions within the organization and analyzes the gouls,
design, measurement, and management of those processes o determine
their effeciveness (see Figure P.2). Finally, an HP technol wgist looks at the

jib and the petformer, focusing on five variables (Rummler and Brache,
1992, pp. 35410

| The performer. Does the person have the physical. mental. and
emotional ability as well as the skills and knowledge needed to per-
lorm?

o

Inpuits to the performer. Are the available job procedures and work
flow, information, money, tools, and the work environment ade
quate 1o support the desired performance?

3 Ouipuss of the performer. Do performance specifications for the out-
puts exist, and is the performer aware of them?

4 Consequences of the performer's actions. Are consequences designed
o suppon the performance und delivered tn a umely munnes?
5. Feedback the performer recewes abour the performance Does the

periomer receive lTeedback, and if so, i it relevant, timely, scourate
and specific?

Figure P 3 illustrates the relationship between these principles

xi
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Figure P1. The Organization View of Work.

Sowrce Rurmunker and Beschie, 1992 p 5%

Figure R2. The Cross-Functional View of Work Process.
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Figure P3. The Job/Performer View of Work.
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Purpose of the series

Once we have changed our worldview and accepted the notion of HPT
Interventions into our paradigm of how to approach the resolution of

clients’ problems. we would really like o try to implement some of them,
But how?

L Instruction is not the answer 1o every challenge in the workplace

2 There are a wide armay of interventions that can be used 10 enhance
performance.

. The HP technologist cannot by expected 0 be an expern in every
intervention . . [Rossett, 1992, p. 98l

As Rossett points out, it Is not feasible for us to 1y experts in all these in-
terventions. First, because the fields from which the interventions come
are so diverse and constantly changing, it is virmually impassible for any
of us 1o learn everything about and keep current in all fields. Second.
there are very few resources out there to help us design and tmplement
mrfmlmnw-cnhancmg Interventions. Most books on the subject focus
on what the interventions are and why they are important, but contain
precious few specific Rurdelines, procedures, or rules for how 10 actually
cary out the interventions

S0, as practitioners we face sevenil gaps: between our grounding in the
truming” field and the recognition that we need 1o expand our worldview
to include other pvmmuncc-cnhnming interventions; between our desire
10 learn abour the other interventions and the difficulty of keeping cur-
rent in all the fields from which they derive. and between the desire o
try pctfmnmm:-cnhamrmg interventions and the lick of specilic, practical
guldance on how 10 do so

W

The series “From Training to Performance in the Twenty-First Century”
fries 1o bridge these gaps. First, the series s based on two assumptions:
(1) that training/instructional design/HPT practitioners are. for the MOSE
pan, currently limited to implementing training nterventions in the swork-
place. and (2) that most practitioners recognize the need to broaden their
worklview and range of interventions o embrace the approach describwd
above, The series is designed 10 serve as a bndge from training 1o other
areas of HPT

Second, the series is 2 transiation/how-wo-do-it series that tracks down and
summarizes the knowledge buse of the fiekds from which the performance.
enhancing interventions are derived and focuses on specific pracuical,
bow- techniques for implementing pcdnmmmv«rnlunctng nterventions
in real job situations

xXiv
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Organization of the

Audience

To accomplish our purposes, we have oganized the series into manage-
able chunks called Sets. each comprising two 10 five books that addness
a related set of performance-enhancing interventions. Each book covers
one performance-enhancing intervention completely

To implement the trunslation/how-to-do-it approach, maintain consistency
across the senies. and make the procedures as easy as possible o learn
and use, each book mukes extensive use of procedure and decision tables,
farms, examples (both successful and unsuccessful), and case studies.
Each book begins with a brief synthesis of the theoretical foundations of
the intervention, acknowledging different paints of view where they exist
This introductory material ts followed by chapters containing a wide vari-
ety of procedures thut show how 1o implement each intervention step by
step. Many job aids and forms are provided The book presents one or
more real-world case studies showing the entire intervention in practice,
complere with filled-our forms. It also provides g resource section that
contains blank forms for reproduction. Finally, an extensive hibliography
covers almost all the current thinking about the intervention

The “From Training to Perfformance” series is designed for three audi-
ences. The primary audience is trainers, training managers, and novice
HPT practiioners, who will use the books as an on-the-job reference and
wark tool as they move from applying training soliations to asing perfor
mance improvement interventions. The second audience is longtime in-
structional design and HPT practitioners, who will use the books for
continuing education in performance improvement interventions that have
evolved since they joined the filed. The third audience 1s graduate s-
dems in trining, instructional design, performance technology, organiza
tional development, human resource development, and management,
who will use the books 1o learn HPT techniques.

Each audience will use the series slightly differently. Trainers and traimn-
ing munagers might want 1o begin with the case studies to see how the
intervention really works, then go to the procedures and forms to try out
the interventions. Graduate students will almost cenainly begin with the
theorencal material and integrate it into their schema of HPT before mov-
ing on 1o apply the procedures and forms 10 real-world or simulated
performance problems. Veteran HPT practinoners might use etther of the
approuches. jumping back and forth between the procedures, case study
and theory, or focusing on the design and usability of the procedures
and forms that are of patticular professional interest to them.

It is the fervent hope of the National Society for Performance and
Instruction (NSPI) that readers will use the books in this series 45 3 con-
tinuing source of self-development, training for others. and. most imponant,
on-the-job reference ols, 10 provide clients with the most cost-effective and
efficient interventions for solving their business problems.
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Redesigning Work Processes:
About This Group of Books

What is the purpose * “Management wants us to get the work out faster Well, it won't get
of these books? any faster as long as the process s hurry up, wait, and then do it
uptin,”
* “Muanagement wants Murketing and Engineering to work together
more efficiently. Well, they can’t be effickent if they keep doing each
other's work instead of what needs to be done.”

* “Don’t those instructional designers know something about finding
out what people redlly do? Maybe they can help us analyze
processes (oo,

* “Don’t trainers know how 1o facilitate groups? Why don’t we put
one of them on the eam charged 10 redesign our process?”

These statements reflect organizations’ increasing swareness that
processes affect productivity, and their growing expectation that trainens
can contribute valuable skills to the process redesign

The term progess is used 1o represent all the activities that must happen o
produce 4 product or affer a service. A process is how things get done,
whether by people, machines, or hoth. Processes are not always designed.
They may be a hodge-podge of activities that evolved over time in response
1o immediate pressures and pessonal work preferences. How work gets done
may reflect an organization’s needs rather than its customer's needs. A
process is designed when there is a purposeful examination of whar must
happen and how 1o best do what s required 1o satisfy customer needs

The two books in this group will prepare the reader to purposetully ex-
amine processes and identify what is needed 1o make those processes
more efficient and effective. Both books provide 4 model that trainers
and Instructionul technologists may use 1o leverage their already strong job
and task analysis, facilitation, and project management skills

How do these books The two books in this group are 4 subset of the series From Training 1o

fit in the series? Performance in the Twenty-First Century. They focus on how 1o describwe,
analyze, and redesign processes. They give readers the procedures and
Ruidelines they need 1o be knowledgeable participants on Process ne-
design teams
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Designing Work Groups, Jobs, and Work Flow. by Toni Hupp (with Craig
Palak and Odin Westgaard), provides a basic understunding of how to
describe, analyze, and redesign processes used by intact work groups
within a specific function (see Figure P.4), The book will give readers a
better understanding of how to identify all the activities a4 work group
engages in. It includes procedures for capturing who does what and why,
when, how, and towan] what outcome they do it It also provides proce-

dures and guidelines for improving processes

Figure P4.
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Designing Cross-Functional Business Processes, by Bernard Johann, fo-
cuses on how 1o identify. describe, anulyze, and redesign processes that
bridge traditional functional or departmental lines (see Figure P5)

It w0, includes procedures for documenting what actually happens. It
also discusses specific steps readers can follow 10 make incremental im-
provements and major redesign changes in existing processes

Figure P5.
1]
| | ]
Furchon A Functior 8 Function C
|
- - - L e e - - Protucsy
e B i
T~ {0 (L
=R
Western Springs, Mlinois judith A. Hale
fanuary 1995 Topic Editor

ABOUT THIS GROUP OF BOOKS




Background of the
book

Preface

When competition “mises the bar” and “the way things have always been
done” won't cut it anvmore, people olten jump to the condlusion that
someone needs fixing Taining practiionens often go along with this leap
in logic. As the saying goes, if all you have 1s a hammer. evervithing looks
like 4 nail Unfotunutely, vou rarely change “the way things have always
been done” in an organization simply by retraining its people. When an
organization’s structure and work flow prevent it from reachung its goals,
training alone won't salve the problem

This pair of books explains how to design systems to it their environ.
ments’ demands and stakeholders' needs. Bemard Johann's book,
Designing Cross-Functional Business Processes, describes how 1o design
Large-scale, multifunctional processes involving more than one work
group. This book explains how to design a single work gn WP S PIOCESSCS.
composion, and individual jobs. Both books oxamine work Pros esows
— thut is, how wotk gets done, The difference is that Johann focuses on
how 1o design a big process, such as Research and Develapment or
Manutactunng. that cus across many work groups. This Book Tocuses on
how 10 design a4 smaller process, the process a single work group uses 1o
create its product or service. You'll find that you use many of the same
principles and wols to design a smaller, sigle-purpose process. This book
shows you design at 4 “grass-roots” level. 1t shows you how to design day-
to-day work flows, group structures, and job responsibilitios 1o maximize
local ownership and responsiveness.

In the months since work on this book began, reengineenng and Process
redesign have become among the hottest 1opics in the business press. Ar
the same time, colleagues close 1o the redesign. reengineening action note
the increasing frequency with which they're asked 10 mop up after
hotched redesign reengineering projects. These failed efforts typically
amount to glorified automation, downsizing, or redrawing of political
turf. While these perennial purges succeed in cutting head counts (albeit
temporanly). they fail 10 provoke » fundumental rethinking of the targeted
unit’s purpose, process, and people. They leave a dispirited work force,
exhausted and risk-averse managers. and a confused and inwardly fo-
cused organizatonal culture—hardly the stuff from which world-class
competition is made

L
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Audience

Overview of the

contents

This suuanion leads (o the notion that something must be missing in the
hundreds of books and articles on the subject. The first missing or un-
stated element s an ackn Wiedgment of the redo mentality prevalenr in
today's workplace. This s the type of thinking thar occurs when people
perform design, redesign, or reenginecning with the belief that if it doesn't
work, they or someone else can redesign or reengineer over and over
unul they get it right. This is not exactly the kind of thinking that should
be: found in an organization that seriously wants to improve the quality
of its operations. This book tackles that issue by providing the ools and
techniques to do design or redesign right the first time

The next missing piece in those books and aricles wrns out 1o be ex-
actly those rools and technigues needed 10 actually dowork group and job
design. Theones and success stories have their place. But if the 10ols and
techniques are missing, they leave people to thetr own devices to make
up their own. This book confronts that dilemma by giving you the toals
and step-by-step techniques you need 1o perform design or redesign ef-
fons competently and completely

This book can help managers, performance technologists, mstructional de-
signers. and work teams 1o think through the ecology as well as the econ-
omy of their work. It challenges readers 1o examine how well their
business units” purposes align with their customers’ needs. It challenges
doers 1o examine how well their technical process suppors quality, re
spansiveness, and ownership of their products and services It challenges
all to come up with structures and systems that maximize initative. own-
ership. and Nexibility. n short, it explains how o create jobs and work
Rroups that can sustain high levels of performance through leaner
processes and enhanced job ownership

The heant of this book focuses on the critical steps of any design effon.
be it instructional or process design. Those steps are analysts and design
With strong analysis and design work, implementation almaost alw ays
comes casily. Without it, you are almost certain (o face fallure

However, the book does speak to your needs before and after analysis
and design. Those needs Include scoping the design and then imple-
menting it The procedures contained in these chapters will hopefully pro-
vide insight into how those activities will play out in 4 work-group or job
design effon.

Designing Work Groups, Jobs, and Work Flow is organized into four sec-
tons. Section One describes how 1o decide on the mode] that's right for
your work group's needs, technology, and environment It expliing the
concepts and principles you need to design a better local system (work
flow, work group, and jolys)

XX
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Section Two describes how 1o fisst inittate and scope 3 work-group or
joh design project. Analyzing the chosen process is next, followed by the
design phase. Section Two ends with implementing the new process.
which should flow smoothly if you've given carcful attention to analysis
and design

Section Three provides a case study of the entire process in action
Section Four provides tools and job aids 1o guide your own design efforts

The ideas in this book are not new. This book merely applics the ideas
of intellectual forefathers and mothers (o the grass-roots level For the vi-
sion of self-designing systems | thunk Susan Albers Mohrman. Thomas
Cummings, David Hanna, William Lytle, Edward Lawler, and Gareth
Margan. For the vision of whole, unfragmented processes managed for
continuous improvement | thank authors Michael Hammer and James
Champy, James Huarrington, Lawrence Miller, William Pasmore, Geary
Rummler and Alan Brache, and George Robson For the vision of whole.
meaningful, involving work 1 thank authors Kichard Hackman and Greg
Oldham, Edward Lawler, Robert Tomasko, and my colleague Peter
Sorenson. For the vision of empowWenng govermanoe structures | thank an.
thors Peter Block and Edward Lawler and colleagues Steve Treacy and
Nin Voss. For job design ideas | thank Peter Sorenson. For examples and
case stuclies | thank Oclin Westgaand

For encouragement of mind, heart, and spirit | thank my husband and life-
long best fnend, Bob Hupp

Warrenville, lllinots Toni Hupp
January 1995
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What is this section
about?

Overview

Section One will show how current work systems (work processes
groups, and jobs) become our-of-date and out of syne with their environ
ments. When they do, they can break and collapse, This section
confronts that issue by showing you

* Why current systems often fail

* How these Radlures end up at your doorstep

o Why training alone won't fix these failures

o What wall fix system fallures

* What principles 1o use to design a healthier system

* What components to examine when looking at a work group's local

MWSem

® What results healthier systems wplcally prodiice
Section One also describes how to decide on an onganizational model
that's right for your work group's needs technology. and envimnment It

explains the concepts and principles you need 10 know 1o design a

better local svstem (wirtk Mow . wanrk Rrokiyy Aandd s
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How is this section
organized?

Why current svstems often fall

How these fallures end up at
vour doorsten

Why training alone won't fix
these failures

What ol fix system failures

What principles to use to design

4 healthier system

What components 10 examine

when looking at 4 work group's

local system

What results healthier systems
typcally produce

Why Should | Read This Book?

* The need to design

processes, work groups
and jobs

The business cost of frug-
mentanon

The human cost of
fragmenianon

S0 what's the overall
e ihlem?

What this problem means
O vyou

Moving from training to
performance

Why design processes
groups, and johs

How 1o design processes
work groups, and jobs

What do well-designed work

processes. work groups, and
jobs ook like?

Getting the “Big Picture”
* The pans of the “big picture’

o The environment, demands

and goals

* The technical process

* The human structure and

SUPPOon sysiems

What Are the Results of
Improving Processes, Work

Groups, and Jobs?
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processes, work
groups, and jobs

What Makes a Work Group or
Department Effective?

The need to design

Why Should | Read This Book?

Today our organizations fuce acceleratung demands. These demands
call for

* Increasingly specialized products and services 1o address ever more
narrowly defined market niches

* Faster time-to-market
* Better quality

* More responsive service

And all these demands must be met with few er resources! It's no wonder

they overload existing cipacities

When organizations need to boost their capacity. they often wim 1o ap
prosches such as training, reorganization, and even cutting back product
lines. All these approaches treat a single slice of how an OrganiZation
works. They don’t align the whole system so that all its pieces pull in the
same direction. As Geary Rummier and Alun Brache wam ( 19900, *Pulling
any lever in the system will have an effect on other parts of the system
You can't just reorganize, or just train, or just automate. as I o w Cre
merely adding some spice o the stew, Each of these acti ms changes the
recipe” (p. 13)

Not only huve past approaches been precemenl, they have fragmented
work and obstructed the “Ing piaure.” Ever since industnalizanion began,
organizations have attempred 1o improve thetr capacity by breaking Large
clions into their simplest, most narrowly defined tasks and closely man
aging cach of the tasks. However, as a large effont becomes more and
more complex, the work of each contributor becomes more and more
fragmented. In addition, although managers closely manage work wiehin
cach namowly defined task, seldom do they munage the overall work flow

dcross tasks and funcions. The more Fragmentesd the work hecomes, the
greater the need for coordination
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The business cost of
fragmentation

Our old approach of hreaking work down into inc reasingly specialized
tasks cun twum into o coordination nightmure that single-handedly defears
the purpose of faster time-to-market, better quality. and more responsive
service. In Reengineering the Corporation, Hammer and Champy (1993)
discuss how this happens

Today. fragmented orpanizations display appalling diseconomies
o scale. quite the opposite of what Adam Smith envistoned. The
diseconomies of scale show up ot in divect labor, but in over-
bead If, for instance, an organization does 100 tnits of work an
hor: and each of s workers can do 10 units an bour the com
pany would need 11 people: 10 workers and | supervisor. But tf
demand for the ¢ ompany s owtput grew tenfold 1o 1OO0 units of
twork per howr. the company wouldr 1 weed fust 10 times the
number of workers plus one manager for each 10 new worksers

It would need something libe 196 poople: 100 workers, 10 suprer
tisors, | manager. 3 assistant managers. 18 people tn buman
resources. 19 people in long-range planning, 22 in audit and
comtrol, and 23 in facilitation and expxxliting

This diseconomy of scale is vt fust brarea ratic proliferation
and empire-butlding, Ratber, it 1s a consequence of what uv call
the Humpry Dumpey School of Organizational Management
Companies tale a natural frrocess, such as order fulfillment, and
hreak it into lots of little preces — the individual tasks that peaple
m 1be functional departments do. Then, the company bas to bire
all the king s borses and all the king's men to peste the frag
montod work hack together agam . These king s horses and king s
men bave titles such as auditor, expediter. controller, leaison
supervisor, manager, and vice president. They are simply the glue
that holds together the poople who do the real work — the credi
checkers, the inventory picikers, the package shippers. In man)
companies, direct labor costs may be down, but overboad costs
e up — weey up Most compeanies ioday, 1t other words. are
praying more for the glue than for the real work — a recipe for
froubde (pp. 29-30)

s fragmentanon of work exacts 4 toll. not only an the business us o
whole, bat on the individual worker as well
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Fragmentation of work can force workers to spend more than half their
wuking hours doing narrowly defined tasks with little idea of how these
tasks add to the end product or service. Because the worker does not
sce the finul result. he or she is cut off from intrinsic feedback
Fragmentation also typically separates thinking (planning and control-
ling) from doing; thinking 1s reserved for management. It provides little
autonomy and lintle opportunity to develop skills bevond 4 narrow range
of tasks. Studs Terkel (1974) evokes the impact that fragmented work can
have on the human spirit in his introduction 10 Working.

For the many. there is a bardly concealed discontent. The blue
collar blues ts no more bitterly sung than the white-collar moan
T'm a machine, " says the spor-welder. “I'm caged,* says the bank
teller. and echoes the botel clevis “I'm a miude. ™ urys the stewl.-
worker “A monkey can do what | do, " says the receptionist. “I'm
less than a farm implement, " says the migrant worker Blue collar
and whtte call upon the identical phrase “I'm a robot” (p xiv)

In the carly days of industrialization. fragmentation of work grew our of
the need to employ cheap, minimally skilled labor and loreign workers
i mass production. To minimize the need for advanced skills and lan-
guage fluency, industrial engineers — led by Frederick Winslow T avior
— broke down, simplified. and specialized tasks. Taylor called this ap-
proach “scientfic management,” and it's best exemplificd 0 wadinon)
assembly line work. Today, fragmentation and specialization continue. in
spite of an increasingly educated work force. In Work Reclesign, Hackman
and Oldham (1980) paint out the impact this las on the work force:

In sum,_ even as work organizations bave continued 10 get biggeer,
maore mechanistic, more controlling of individual bebavior, and
more task-specialized, the people who work i those organtsa.
tions have become mare bighly educated, more desirous of “in-
trinsic” work satisfactions. and perbaps less willing 10 accept
routtne and monotonous work as their legitimate lot in life.

We may now bave arvived at a point where the way most orgars.
zations function is in severe conflict with the talents and aspira-
Hons of the people who work in them. Such conflict manifests
iself in increased altenation from work and in decreased orga-
nizational effectiveness. as evidenced in sagging attendance and
productivity figures (p. 8)
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So what's the overall
problem?

Fragmented processes and oversimplified work can be symptoms of 4 mis-
aligned system. The systems that worked with 2 largely unskilled labor
force in 4 less competitive economy no longer work with today's more ed-
ucated labor force and highly competitive global econamy Change cre
ates problems of fit. When an organization’s demands, resources. or
constraints change but its internal design remains the same. it will <uffer
problems of fit. When a work group changes one aspect of its internal
design (for instance, to take advantage of new technology ) but fails 1o
adapt other aspects of its intemal design accordingly. it will suffer probs-
lems of fit

However, in many organizations, it's misleading to talk about ‘design.” In
fuct, it’s likely that no one consciously designed the current system: it
“just kinda happened.” No one designed reward systems 10 punish per
formance. No one designed the work process to pit one group of con-
tributors against another. No one designed a work process in which
heroes and heroines succeed more in spite of a convoluted work flow
than because of it These things happened in the absence of design

When you consciously design a system, you design mutually reinf neing
parts that can anticipate needs and adapt to changes. For the purposes of
this book, you can think of a system in three parns:

I. The environment und the demands and goals that it triggers

W

The technical process — in other words, how things get done

The human structure and support systems — in other words
how people are organized, how work gets distributed. and what
gets rewarded

"

Environmental changes. Environmental changes that often drve the need
for design include

* Increased competition
e Higher customer expectations
* Economic mrbulence

® Access 10 new murkets

Technical process. Conditions that often indicate 4 need for 4 better tech-
nical process include demands for

e Shorter cycle-times
® Less in-process inventory
® Less waste o downtime

* Integration of new technology
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Human structure and support systems. Conditions that often indicate a
need for a better human structure and suppont system include demands for

* More flexible deployment of the organizaton’s labor force

* More responsiveness, innovation, and ownership from production
and front-line employees

* More satisfying work

When you change any of these three areas, the others will change in re-
sponse. They may change by design or by default. but they will change.
To make all parts mutually reinforcing, vou need to change them by
design.

When the system'’s pans ane working at cross-purposes, it can I s trans-
parent that employees each assume someone else is 1o blame. 1t simply
never occurs to them 1o suspect a bad system. They conclude that others
lack skill. motivanon. or character. They figure that training departments
fix people, so they bring their problems o your doorstep

This finger-pointing can begin at any level. Upper management wonders
why it takes twice as long for the organization 16 bring a new product 1o
market as their competitors take. They decide that their employees need
better technical skills, or that management needs to eliminate un-
predictable human delays through automation In the luner case, they
ask you 1o train people o work with the automated system,

But when you investigate this alleged performance deficiency you hear
from the workers that their groups have met their numbers. They say the
other groups seem more interested in ducking responsibility and fixing

hlame than fixing problems. They suggest that you train the other groups
to be better “team players *

Meunwhile, the other groups” supervisors maintain that their priorities
seem to be constantly changing. They speculate that senior managers
seem incapable of making up their minds; they will establish a new di-
rection and then, at just about the time supervisors get everyone headeod
in the new direction, they change course. The supervisors suggest that you
trin senjor management in “leadership <kills *

No one succeeds in such a system. As Rummler and Brache ( 1990} warn,
“If you pit 4 good performer against 3 bad system, the system will win
almost every time. We spend too much of our time fixing' people whe are

ot broken. and not enough time fixing organization systems that are
broken™ (p. 13)
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Moving from training
to performance

When faced with the situations described above. many training practi-
tioners focus on finding out whether employees know how 1o do their
jobs. After identifying skill deficits, they design training or job aids o im-
prove those skills. But if they're working with a misuligned system, the
result could be a small improvement that still can’t match the competi-
uon. If the problem is a bad work process, such as one requiring multi-
ple sign-offs at key decision points, the answer is nor simply to teach
employees 1o do their jobs better. The answer is to design a new work
process and a corresponding authority structure to SUPPOT it

This requires 4 larger perspective than your average trainer's. It requires
4 human performance technologist’s perspective. A trainer typically fo-
cuses on how 1o improve individual perfformance. A human performance
technologist focuses on how to improve systemuwide performance.
Analysis examines things such as

* The environment's demands and customer requirements. (How fast
must 2 new product get to market? What do customers expect?)

* The technical process. (How much of the total time is spent on
value-adding tasks? How can the process be streamlined?)

® The human structure and systems. including allocation of authority
and responsibility, (Does decision-making authority rest with those
who have the best information with which to make the decision?)

These questions examine the whole system, not just the contributions of
individual players. In defining human performance technology, Stolovich
and Keeps (1992) say, “Human performance technologists take a sys-
temic (total system) approach 1o performance analysis and change, as
opposed to making piecemedl interventions” (p 4

In addition, to design congruent work processes, groups, and jobs, human
performance technologists apply principles of process improvement, or-
ganizational theory, sociotechnical systems design, and job design. These
practices are explamed below:

* Process improvement ensures that the work flow is streamlined and
unfragmented

¢ Organtzational theory ensures that a work group's form fits its
function

* Soclotechnical systems design ensures that the newly designed sys-
tem simultancously improves both business results and the quality
of work life. This requires that you involve employees in designing
the systems to which they contribute.

* Job design ensures that jobs build employee ownership and
nttive,
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‘design processes, When you design processes, groups, and jobs, you can get

and jobs?

* Better coordination and information flow. When you onganize
work around whole products or services, people who need to coop-
ente with each other are on the same team, focused on 4 common
goal. (In the pust, work has typically been omganized around func.
tions, putting people who need 1o cooperate with each other on dif-
ferent work groups pursuing funcuon-specific gouls.)

* Reduced costs and cycle times. When you streamline work flow
you remove or minimize non—value adding steps, This reduces
costs, cycle times, and opportunities for error, In addition. when
mature work teams plan and monitor their own work, you need
fewer manugers. The managers who remain can focus on Integrating
efforts across teams and developing business strategy

* Improved responsiveness to customers. When you organize
work around products. services, o customer groups. employees gt
gredter access to customers, become better at anticipating customers

needs, and provide better-informed, more responsive customer
seTvice

* More innovation. When you provide employees with the apportuy-

nity and responsibility to improve their products, services. and
processes, you shorten the distance between ideas and their imple-
mentation

* More value added through people. When employees produce
whole products or services, not isolated fragments, they have more
ownership in their job. Also, jobs that integrate thinking with doing
result in greater job satisfaction Finally, when munagers focus on
integrating instead of supervising, they concentrate on getting peo-
ple to work together across boundaries, not second-guessing indi-
vidual efforts. This focuses them on adding value, not on reworking
their subordinates’ work.

* More flexibility. When an oganization deploys 4 broadly skilled
work force it gets more flexibility than when deploys 4 narrowly
skilled one
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How to design

processes, work
groups, and jobs

To design a process, lead your clients in anticipating customer needs und
choosing the most appropriate method to produce customer-satisfying
products and services. Next, facilitate the streamlining and ermor-proofing
of that method's work flow. Finally, help design an information lifeline
that provides doers with the information they need to anticipate needs,
evaluate operations, and troubleshoot

To design a work group, help your clients find out who participates in their
process. To ensure an unfragmented work flow. organize these people
together on the same team. Next, help your clients design a structure that
gives people the authority to respond to needs and problems. Finally, help
your clients select coordination mechanisms 1o manage their boundaries
with other work groups so that work flows across boundaries without
encountering barriers, bottlenecks, hlind spots, or “black holes.”

To design fobs, help your clients group tasks into jobs that produce whole
products or services. Make sure these jobs unite thinking tasks, such as
planning, with doing tasks, such as assembling Also integrate support
tasks, such as checking and troubleshooting, with core production or de-
livery tasks. Finally. help your clients 10 esublish direct contucts between
jobholders and their customers, so that each jobholder gets firsthand feed-
back from customers.

This book focuses on organizational design ar a “grass-roots” level
However, organizational design at any level involves

* ldentifying which system you want 1o focus on

* Identifying the environmental demands on that system and the goals
it's expected 0o accomplish

* Determining how well its technical processes and corresponding
human structures and systems support it in reaching its goals

* Moditymg the technical processes and corresponding human struc-
tures and systems to make them more successful at accomplishing
what they're supposed to accomplish

From this definition you can see thut organizational design does nof mean
daing any of the following things in tsolation

* Restructuning

* Down-sizing or right-sizing

® Pruning the product or service line

* Memging, acquiring, or divesting

* Redrawing joh boundaries or redefining jobs

* Installing new appraisal and compensation systems

Each of these interventions only focuses on a slice of the systemwide
performance. onganizational design focuses on an entire system. It may
focus on a microsystem, such as a work group. or on a macrosystem, such
as an entire business, yvet it always focuses on an entire system.
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What do well-
designed work
processes look like?

A work process determines how work gets done. It consists of tasks,
which can be further broken down into steps and/or decisions. A well-
designed work process is streamlined and unfragmented. Tt is supported
by an information flow that provides doers with an accurate picture of
customer needs and process performance. A well-designed work process
should

* Be orgamzed around a whole product or service. Ut should wof be
obstructed by organizational boundaries, gaps, stalls, redundancies,
or other inefficiencies.)

* Produce a result that meets requirements efficiently, effectively, and
consistently.

* Consist of as few steps as possible (The more lengthy and complex
the process, the greater the chance that something will go wrong.
and the longer the cycle time, )

* Include as few non-value added steps as possible and spend mini-
mal time on any non-value added step. (A non=value sdded slep by
one that fails to produce a valuable change in the product or
service.)

* Minimize midprocess handoffs. (An efficient work process involves
as few people as possible. )

= Conuun built-in checkpoints so that contrbuton can gquickly detet
and correct problems,

* Minimize secand-panty checking (Contributors should be respon-
sible for checking their own work. Use second-party inspection
points only when there’s a sufficient cost-benetit justification.)

* Minimize reconciliation Aim to cut back on the number of refated
documents or contacts that must be reconciled (such us receipts,
invoices, and purchase orders). The fewer times conteibutons must
inpur information about 4 transaction, the less opportunity there is
for error. Combine related documents or contacts.

* ldentify a single point of customer contact. Construct information
source networks and provide computenized access 1o records so that

the customer contact person can casily locate answen 10 customers
uestions

* Tolerate as much environmental variability as possible.
* Make the most of both technical capacities and available human
capacities

The above guidelines are based on principles of process design ( Hummer
and Champy [1993), Harbour 11993), and Miller and Howard (1991]) and on
principles of sociotechnical systems design (Pasmore [1988])

CHAPTER ONE "



What do well- A work group is 4 group of people who share common goals. resources,

designed work outputs, and a common reporting relationship. A well-designed work

groups look like? group includes players with the depth and variety of skills necessary to
create a whole product or service. Their roles should integrate thinking
with doing, and suppon core production. The group's authority structure
should provide emplovees with the autonomy and self-control they need
to respond to the needs and problems nearest 1o their lines of action. A
well-designed work group should

* Be organized around a process that creates a whole product or
service (or at Jeast a discrete, meaningful part of one)

* Have a stnt-to-finish view of what it takes to satisfy its customers
It should have the information and power necessary 1o do whatever
it takes to meet customer requirements o msistently

* Have boundaries that do not present harriers to information flow,
coordination, and shared ownership of the product or service,

* Be constrained by only those rules and task procedures thar are
critical 1o the process's success

* Encompass all the skills necessary 1o produce its products or
services. The group's collective skill set should include both the
management skills needed to plan and control the process and the
technical skills needed to execute and maintain the process

* Consist of members who are each competent in multiple skills
required by the group’s work process, so that the work Lroup can
minimize handoffs and be flexible and adaptive

What do well- A job 16 all the tasks and responsibilities assigned 1o a single contributor. A
designed jobs look well-designed job is organized around a meaningful product or service
like? It unites thinking with doing, and supports core production. It provides

the jobholder direct contact with the customer. A well-designed job should

* Supply contributors with the information they need to take action,
make decisions, or seize opportunities that thetr wsks present

* Supply contributors with the information and resources they need o
spot and correct mistakes at their point of origin

* Provide vanety by requiring the use of & range of different skills
* Provide identity by creating a whaole, meaningful unit of work
* Provide significance by creating something that makes 3 difference

* Provide autonomy by allowing members 1o determine their meth-
ods, priorities, pacing, and so on

* Provide intrinsic feedback about performance. Intrinsic feedback
comes from the work itself, as well as its results
The above work group and job design principles are based on principles
of work design (Hackman and Oldham [1980], Tomasko [1993)) and on
principles of sociotechnical systems design (Pasmore [1988])
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What Are the Results of Improving Processes, Work
Groups, and Jobs?

When a work group designs a4 more organic system, it will have

* A grass-roots system that's self-regulating and more responsive to its
business context

* A work process that's fast. focused. and fexible

¢ A work group with the collective expertise to plan, coordinate,
control, and troubleshoot its own work

* Jobs that build contributors” ownership and commitment

Getting the “Big Picture”

To change the way a system works, you need 10 know the pans thar muke
up the system and how those parts work together. Without this frame-
work, you can get lost in detail, miss important connections, and end up

recommending a multitude of isolated tactics withour developing any
umfying sirategy or purpose 10 focus your effurs,

The “big picture” that you will analyze and design is the system. As men.

tioned eardier, for the purposes of this book, you can think of a system in
three pans:

I. The environment and the demands und goals that it triggers
2. The technical process—in other words, how things get done

3 The human structure and support systems—in other words,
how people are organized, how work gets distributed, and what
gets rewarded

In the sections thar follow you will tuke a closer look 4t each of these

parts.
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The environment,
demands, and goals

The environment shapes the work group's goals and provides the re-
sources upon which it depends. A work group’s environment presents
both external and internal demands. The external demands include the ex-
pectations of regulators and suppliers and the market's appetite for the
work group’s products and/or services Internal demands include com-
petitive strategies and employee expectations. Employees can have the ca-
pacity and expectation for either challenging entrepreneurial work or
routine. narmrowly defined work.

Different environments demand different approaches to work group design

A. Environmental conditions that call for an organic, involvement-
bredlding design: When the organization as a whole operates in a
growing or dynamic market or its competitive strategy focuses on
growing its market share, the work group needs a design that's
organic—in other words, one that's flat, fast, and flexible, with
relatively

* Unrestricted flows of information

* Dispersed planning and control

* Dispersed decision muking, based on expertise

* Flexible operating procedures that provide only minimal critical

specifications
Furthermore, when the labor force expects challenging und entre-
prencurial work, job designs must build ownership and initiative
B. Environmental conditions that permit a mechanistic. control-

onented design: When the organization as 4 whole operates in o sta
ble ar declining market, or is part of a highly regulated industry, its
competitive strategy typically focuses on maintaining or exiting from
its current market share. Under these conditions a work group can

get by with a traditional mechanistic design — in other words, one
that's hiemarchical, bureaucratic, and fixed, with relauvely

*  Restricted flows of information

* Hierarchical, centralized planning and control

¢ Clear chains of command, with narrow spans of control
* Rigid and detailed standard operating procedures

Given the mte of change in today's business environment. mecha-
nistic designs are becoming less and less appropriate. Consequently,
this book will not show how to build 4 mechanistic design

The above discussion is based on Lawler's (1992) description of decision
factors and on literature on organizational growth stages by Brandt (1982),
Churchill and Lewis (1983), Davidow and Uttal (1989), Greiner (1972), and
Tyebiee et al. (1983)
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» The technical

The technical process is the method the work group uses to produce its
products and/or services. It includes

* The specific requirements for each product or service

* The work flow — the steps 3 work group takes to produce its
products and/or services

* The information flow — the pipeline of information that the group
uses (o anticipate needs, evaluate operations, and troubleshoot

A work group determines the specific requirements of the technical
process by finding out what pant of the ovenall market demand us prod-
ucts and/or services are expected to meet. In addition, the group finds out
what role its products and services are expected to play in the organiza-
tion’s overall competitive strategy. The group also cxamines customer
profiles and feedback 1o anticipate needs and identify expectations

A work group develops the work flow of the technical process according
to customer demands. When customers expect quality, adaprability,
customer service, and/or rapid response time, the work flow must be
streamlined. unfragmented, and adaptable. To create this kind of work
flow, the group must first map out the most direct path from the cus-
tomer’s need 10 a need-satisfying product or service. Then they must
streamline. simplify, and error-proof this path. This typically involves elim-
inating gaps, stalls, redundancies, and any other non-vilue adding steps
from the current work process. It also involves building in ways for em-
ployees to detect and correct common problems at their source.

A work group develops an effective path for information flow by exam-
ining how the entire process works. A streamlined process typically
relies on employees 10 do their own planning, checking, and trou-
bleshooting. This requires 4 well-targeted information pipeline that gives
them the information they need to plan, adapt, and troubleshoot on the
spot. To create this pipeling, the group must first identify the informaton
that's needed ar each planning and decision-making point. Then they must
identify the most appropriate channel 1o move the information whene it's
needed, when it's needed. This typically involves finding and fixing
problems with the existing information flow. It also typically involves
opening direct information channels between employees and their inter-
mall or external customers,
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3.

The human
structure and
support systems

The human structure and Suppon systems determine the way people are
onganized. contralled, and rewarded. They consist of an arganization's

® Structures, lines of authe mty. and coordination mechanisms: These
determine how people are organized, directed. and coordinared

* Job design: This determines how work gets distributed into individ-

ual jobs

* Humun resource systems: These determine how people are se-
lected, trained, evaluated compensated, rewarded, and disciplined

* Values and norms: These determine what gets rewarded (both for-
mally and informally) and reflect what people believe s importam

Structures. To Support 4 streamlined, unfragmented process, a work
group must include employees from each specialty thar contributes to jts
process. To get the right people on s team, 3 work £roup must compare
s current makeup 10 the list of contributors to its process. It must find
ways to include those contributors who aren’t currently on the team

Lines of authority and coordination mechanisms. To create o streamlined
process, a work group minimizes or elimingtes rework. To do this, em-
ployees must have the authority to check and roubleshoot their own
work. Thase who are nearest 1o the line of action must be able 10 respond.
They must also be able to coordinate their interfuces with other groups. To
create this kind of authority structure. employees must first compare the
tasks they're responsible for to the (ssues they have the authonty 10 act on.
They must then work with their managers to align their responsibilities
with their authority. To find effective mechanisms to coordinate their in-
terfuces, they must first determine how o mplex and unpredictable those
interfaces tend to be. When the interface is simple and predictable, they
can coordinate it through mechanisms like standard operating procedures
and contacts between interfac ing managers. When the interface is com-
plex or unpredictable, they need 1o coordinate it thr wigh direct contact
between doers or by redrawing boundaries between work groups (this
could include overlapping Broups, as in matnx organizanons). (Based on
Galbraith's [1977) coordination decision critetia, )

16
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Job design. To suppon flexible processes in which employees take re-
sponsibility for planning, checking, and troubleshooting their own work,
jobs typically need to be more comprehensive. They need to integrate
thinking with doing, and support with production. They also need 1o pro-
vide ownership and challenge. To create these kinds of jobs, the work
group typically assesses its current jobs und enniches them so that each job
provides
e Variety, by using 4 broader range of skills

¢ [dentity, by creating a whole product or service or at least a mean-
ingful pan

* Significance, by creating something that makes a difference 10
others

* Autonomy. by providing individual discretion and responsibility

* Inmnsic feedback, so that employees can well from the work itself
how well they're doing

(Based) on Hackman and Oldham's [1980] principles of motivating work )

Human resource systems. To suppont more comprehensive jobs, employ-
ees and managers need new skills. To create the necessary suppon
systems for these enlirged jobs, wark groups need 1o firs identify the stall
requirements for each job, Employees typically need technical, manager-
ial, administrative, and interpersonal skills. Managers typically need
coaching, strategic, and resource-brokering skills After o work group
identifies needed skills it will work with human resources specialists to

create selection, training, feedback, and reward systems 1o build and
maintain these skills

Values and norms. To develop a fast, flat, flexible group, members nwst
value ownership, initiative, growth, adaptability, and teamwork. Not only
must the group's leader model and reinforce these values, the feedback
and reward system must reinforce them as well. This means the work

group must identify critical practices that demonstrate these values and
find ways 10 measure and rewaurd them

CHAPTER ONE 17



ey

Summary of Key Points

Organizations face demands for more specialized products and ser
vices of better quality, supported by better customer service. in less
time, all with fewer resources

Past approaches to improving organizational performance have frag-
mented work and have addressed only slices of whole systems,

These approaches have resulted in diseconomies of scale, alienation
from work, and sagging productivity,

Dissatisfaction with human outcomes typically precedes inadequate
business performance

Training practitioners often mistakenly try to fix bad systems by im-
proving the performance of contributors. This doesn't work

Human performance technologists align and fix whole systems
A whole system consists of

— The environment and the demands and goals it triggers
— The wechnical process—how things get done

— The human structure and support systems—how people are
organized, how work gets distributed, and what gets rewarded

The purpose of the kind of design this book presents is 1o create a
streamlined, self-regulating system that meets or exceeds environmental
demunds as it builds emplovee ownership and initiative.

A well-designed work process is streamlined and unfragmented. 1t is
supported by an information flow that provides doers with an accu:
rate picture of customer needs and process performance

A well-designed work group includes players with the depth and
vanety of skills necessary 1o create 2 whole product or service. The
group’s authority structure gives employees the autonomy and sclf-
control 1o respond to needs and problems nearest 1o the line of action

A well-designed job s omganized around a whole product or service
It unites thinking with doing, and support with core production. It
provides the jobholder direct contact with the customer

The result af all this design Is: better coordination and information
flow; reduced costs and cycle times: more innovation and greater
flexibility; and more vilue added through people

Design an organic, involvement-building system whenever: an « WA
nizaton's environment is changing: its strategy requires growth, in-
novation, or improved quality or service: and s workers must muke
midprocess adjustments
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Overview

.!wpose of this Section One defined systems and their components, described problems
‘section of misaligned systems, and listed benefits and principles of design This
L stection C\l’l.l"l\ how to .|]\]v|_\' the: principles from Section One to the de
sign of a single work group'’s processes compaosition, and individual jobs
Ihe procedures in this section provide the 1ools to

1. initiate and scope the design project

)

2. analyze the current system (e, work group)
3. design a new and better system
L implement the new system

In case-studdy Bashion exampies arc uned throughour Secteon Twes | v e

how the procedures are used and what the possible results might look
liKe

The hean of this book mimics the hean of any Jesign effort, Theretore,
greater coverage is given to anulysis and design than to initiation, <o PIng,
and implementation. Yet, those activities are important enough 10 war-
rant thetr own chapters and procedures
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How to use this
section

Initiation and scoping. Chaprer 2 describes procedures to allow you to
help & manager and work Broup decide if they should even begin a design
project. If it's decided that design is the appropriate intervention, the chap-
ter provides guidance in how 10 estublish a design project's purpose and
scope. Here is where vou define desired outcomes and make 4 prelimi-
nary assessment of the current system before scoping the overall design
project.

Analysis. Chapters 3, 4, and 5 will help you uncover the current system's
strengths and weaknesses. These chup(crs—l)cfmmg the Purpose and
Scope of the Redesign Effort; Environmental Analysis. Identifying Critical
Goals, Demands, and Constraints; and Technical Process Analysis
Understanding How the Group Creates Its Products and Services—present
the order in which you will analyze the current system. This sequence of
analysis allows the data to build on itself as you proceed. The procedures
allow you 1o find out what is and I not working in the current system,
By analyzing the existing system you

* Establish a baseline from which 1o measure future progress
* Preserve what's working in the existing system
* Change only what needs changing

* Prepare stakeholders to Jet 80 of the past and take ownership of the
design process

Design. Relying on the results from the analysis phase, you follow the pro-
cedures in Chaprers 6 through 8 1o guide the work Rroup in designing an
improved and fully functioning system These chapters mirror those from
the analysis phase. This will allow the design to impact the significant
problems you uncover while analyzing the system. Here you creite whole
systems whose pans together produce a result thar's greater than the sum
of what each pant could contribute on its own, A well-designed system can
result in

* Better anucipation and responsiveness to customer needs

* Better adaptation to environmental changes

Higher-quality products and services

Reduced costs and cycle times

Better coordination and Information flow

More flexibility and innovation

Better esprit de comps

Implementation. Chapter 9 ullows you and the work group 1o plan how
1o set the design in motion. Once it's planned. you're guided in the steps
of implementation, when you operationulize the design
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Analysis and Design: The Heart of Work-Group and
Job Design

The umportance of analysis and design cannot be overstiuted . The success
of the effort will depend on these two activities A closer examination of
how these phases of work-group and job design occur will make this
clear

Analysis involves examining the same three kinds of factors that you ex-
amine in @ prelimmary assessment. However, this analysis will be more
comprehensive and systematic than the preliminary analysis. Specifically,
you will examine
. The environment and the demands and goals that it triggens. This
includes

* Groups and forces that are outside of the immediate work
Rroup, bt influence 8 CGasch as external or Internal oot
andd suppliers)

* Business strategies, goals, and obectives

2 The technical process This includes

e Work flow

¢ Information flow

* Product or service requirements and deficiencies

3 The human structure and SUPPOrt systeoms s o baddes

* Structure, lines of authonty. and coordination mechanisms
how people are organized, dirscted, and coordinated

e Job design: how work gets distributed into individual jols

*  Human resource systems: how people are selected. trained,
evialuated, compensated, rewarded, and disciplined

* Values and norms: what gets rewarded (both formally and

mformally), as well as what people believe s imponant

Analysis ar this level will include process mapping and error tracking, in
addition to the kinds of opinion data included in the preliminary analy-
sis. If that sounds ume-consuming, it can be! That's why it's impornunt 1o
nurrow the design project’s scope to the “critical fesv” processes that make
the most difference in accomplishing the desired outcomes. (1 you skip
project scoping. you could be in for analysis paralysis!)

SECTION TWO 25



How do you get
involved?

What's required to
analyze the existing
work system?

There are three types of cireumstances under which you should perform
an analysis

L After the work group manager and members have reached agree-
ment about the design project’s purpose and scope

= Penodically after you have implemented 4 design, to see how well
It is accomplishing what you planned

V. Whenever the environment, te hnology, work structure, or Libor
pool changes significantly

To analyze the existing work system, the work RIOUP st
* ldentify customers, suppliers, and other outside influences

* Estimate their needs and impact on the future

* Track the steps and path that the work group takes to create its
products and services

* Break the aoganization down into work groups and their tasks into

|« )h\

* Evaluate the authority structure and SUpport systems (o ensure they
remforce doers in tiking action
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e T
: organized?

* Define desired outcomes Chapter 2 — Defining the
e Muke Pﬂ:llmlmry p\lmh\t‘ Jl'\d 5(()'!.' of the
assessment Redesign Effon

® Draft the purpose and scope
of the design project

* Finalize the purpose and Chapter 3 — Environmental
scope ol the design project Analysis: Identifying Criticul
o Identify outside influences Goals, Demands, and Constraints

on the work group

e Estimate customer
requirements

* Determine levels of customer
satisfaction

* Set goals and objectives for
future work processes

* Track the path that the work  Chapter 4 — Technical Process

group takes to create its Analysis: Understanding How the
products and services Group Creates (s Products and
Services
* Examine the omganization of  Chapter § — Human Systems
peaple and jobs Analysis: Understanding How
* Evaluate the authonty strue-  People and Jobs Are Organized
ture and support systems and Suppaorted
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Getting a better system usually requires the work Rroup to design o new
system and nof simply patch up their old one. As the old saying goes, “If
you do what you've always done, you'll get what you've always goren.”
The more paths the work Rroup considers to meet customer needs. the
more robust the ultimate design can become To ignite the spark of cre-
atvity and generate a variety of solutions, you need to break our of the
“logic boxes™ that constrain the way things have always been done. The
more vou break free of EXIstung assumptions, the greater the likelihood
that you can greatly Improve existing performance

The greatest risk of design is the failure 10 generate options thar are dif-
ferent enough from the current system that they justify the effort involved
to change. This “small change* risk is especially high at this point in the
design process. because team members have become accustomed to the
convergent, anulytic thinking they've been using 10 describe the current
system. Design, on the other hand. involves divergent, creative thinking,
o imagine a new system- In the design chapters you will see how 10 serve
a5 a catalyst to the design process. You'll see how 10 guide the work group
in designing

I. Goals that meet the demands of thetr environment

2. A technical process that's fas focused, and unfragmented

3. Human strucrures and systems that reinforce initiative and teamwork
and build competence and flexibility

How do you get There ane three types of circumstances under which the work Hroup may
involved? begin designing a new system
i Once the work group has performed all of the procedures in the
analysis phase
2. After the group has identified problems with 2 newly designed sys-
tem, (In this case, redesign only those elements that aren't working. )
3. When reengineering has occurred within the work group's division
(or other superordinate level) Reengineering often makes the exist-
ing system obsolete, so it's usually more effickent 10 design a new
system than 1o modify the existing one
What's required to To design a work system vou
design a work system? L. Set goals to meet your environmental demands
2. Design a technical process o meet your Rgoals
3. Design human structures and systems that reinforce your goals and
fit with your environment, technical process, and work force
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is the design
organized?

Set goals for the design

Determine the scope of the
design

Challenge assumptions and
generate aliernatives o the
current process

Design a new work flow

Set specifications and mea-
sures for products and
services

Develop an improved infor-

mation flow

Identify the effect change
will have on structure, au-
thonty, and coordination

Design new structure and
authority and coordination
mechansms

Select approprate job-design

options

Draft selection criteria,
feedback, assessment, und
reward svstems

Design selection practices
and training systems

Finalize human structures
andd systems design
specilications

Draft action plans
Finalize action plans

Implement and consolidate
action plins

Chapter 6 — Goal Design
Matching Work Group Goals
Environmental Demunds

Chapter 7 — Technical Process
Design: Bullding Speed, Focus,
anl Integration into the Flow of
Work

Chapter 8 — Human Systems
Design: Building Inmiative and

Teamwork into Jolw

Chapter 9 — Implementation
Managing the Transition from
Plans 1o Reality
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Defining the Purpose and Scope
of the Redesign Effort

To imtiate and scope a design project, you must help a manager and a
work group define what they hope to produce and estimate what's getting
in the way of producing it. If they decide that process-related problems
are geting in the way. help them set the purpose and scope of the de-
sign project. If they determine the process is ot the problem, you can
recommend another intervention, like training.

If you're asked 1o provide training for problems thar seem intrinsic to the
way the work s done. vou're probably facing processrolated problenss
These problems tend 1o occur across the work group, affecting good and
had performers alike. Their symproms include

* Slow cycle nmes

* Poor product or service quality

* Poor responsiveness ot Insulficient Capacity w aa

* Conflict across performers

* Apparent incompetence across appropriately qualified and resvarded
performers

When problems seem o be process-related or when reorganization,

reengineering, or design has been completed at a higher level, it's ap-
propriate to assess the work's design

This chapter explains how to help a manager and work group decide
whether to begin a design project. It also explains how to establish a
design project’s purpose and scope. Initlation and scoping provide o firs-
cut analysis of the current system. Even at this preliminary stage, analysis
involves looking at three factors

I The environment and the demands and goals that it triggers
2 The technical process — how things get done

i The human structure and support systems — how people are
organized, how work gets distributed. and what gets rewarded
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How is this chapter
organized?

32

To perform these activities

* Describe an ideal future

Wi ud- Process

* ldentify desired business

results

* Determine desired quality of

work life

* Reconcile conflicts between

desired quality of work 1ife
und desired |1us|n(--\ n-\ul(x

e Compare actual product and

service results to planned
resulis

* Esumate customet

requirements

e Estimate supplicr

requirnements

* Estimate current quality of

work life

* [dentify gups between

current and estimated

requirements and outcomes

¢ ldentify the most imponam

shortfalls in the svstem

® Ser abyectives for what

should be produced as a

result of the processes

® Describe the tasks and roles

involved m the design

l\l‘ LSS

o ldentify resources and

constramts that could impact
the design process

* Dralt purpose and scope

Follow this procedurs

Procedure 2.1 — Define Desired
Outcomes

Procedure 2.2 — Make a
Preliminary Assessment

Procedure 2.3 — Draft the
Purpose and S ope of the Design
Project

SECTION TWOD



* Review Procedure 2.4 — Finalize the
—Critical process prob- Purpose and Scope of the Design
lems Project

—Objectives for business
results

—Work processes selected
for design

—Resources and
construints

—ldentify ways to
overcome obstacles and
constraints to design

~—Reach consensus on
processes 1o change
* Identify ways to overcome
obstacles and constraints 1o
design
* Reach consensus on process
to chunge

As you saw above, the first procedure has the work group define its de-
sired outcomes. Then the group makes a preliminary assessment of its cus-
rent process. It's important 1o note the reason for this: 1f you begin a
design project with a focus on problems, you limit the parameters around
which the design will be based. In other words, you end up looking only
at the deficiencies and problems in the process. But if you start with a
focus on outcomes, you're free of any such parameters. You are free to
consider all the possibilities, all the what-ifs. in deciding whar a new
process will ook like. In addition, when you start by visioning, vou allow
the group to start out with pasitive, proactive thinking. In contrast, when
you start by defining problems, you can start the group out with nega-
tive, defensive thinking.
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Meetings

A predesign conference and three sets of meetings are required to design
the human structures and support systems. The table below explains their
sequence and purposes

The work First (the Preparing the manager 1o discuss
group’s predesign structures and distribution of
maAnager conference) authority with his or her group
Expanded Second Structure, authority, and coordina-
group tion mechanisms

Expanded Third Job design

Rroup

Expanded Fourth Setting design specifications

group

Results Once the procedures in this chapter are complete, you will have achieved
the following outcomes:
* A clear picture of what's desired
* A management decision on whether design is necessary and
whether the work group’s current system can produce the desired
outcomes
* A management decision on whether the system needs fine<tuning or
an overhaul
* A clear and compelling vision that will inspire hope and generate
collective support for change
¢ Participant commitment to the design process
* Definition of the design project’s purpose and SCope
¢ A preliminary project timeline
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1991, Chapter 4. “Writing the Chaner,” describes how 1o Write & pur-
pose stalement (pp. 87-102)

Miller, L. M. and Howard, |, Managing Quality Through Teams Atlanta
Miller Consulting Group, 19xx. Chapter 2, “Customer Focus,” describes
how 10 determine customer requirements (pp. A1—-i2)

Mohrman, S A and Cummings, T G. Self-Designing Orgarizations
Reading, Mass.: Addison-Wesley, 1989, Chapter 5, “Valuing,” describes
how to establish vision and vilues (pp. 59-66)
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Purpose of this
procedure

When to use this
procedure

Define Desired Outcomes

As Bob Mager (1984) has wamed. “If vou're not sure where you're going,
you're liable to end up someplace else " This &s as true for process and
work design us it is for instructionul design. To define desired outcomes,
help the manager and work Broup 1o envision what they want for the fu-
ture. Include both business results and desired quality of work life
Business results address customer expectanons (such as product or service
quantity, quality, and timeliness), Desired quality of work life addresses
employee needs (such us their need for information, feedback. and stim:-
ulating work )

Clients may ask vou 10 develop training 10 address problems that typi-
cally occur at predictable “problem Spats” in the product or service cycle,
regardless of the skills or expenience of the performer. These conditions
often indicae process-related problems Symptoms include

* Work flows thar don't flow, Work that gets bogged down or
disappears into bureaucratic “black holes

* Work that “slips between the cracks™ when it passes to other work
Rroups

* Decisions based on factors that have little to do with customer
satistaction (such as the way things have always been done)

* Fragmented products or services (when the work group's work flow
produces only a fragment of the product or service, such as
tightened screws or marked-up documents)

* Responsibility without mesponding authority (such as when work
Kroup members must adjust 1o ¢ hanges in inputs but arent allowed
to change standard operating procedures)

* Ongoing, unresolved conflict, (Problems that. ar first glance, appear
0 be personality clashes are often upon closer examimition, due to
madeguate structures and systems. )

When a Client asks for advice or truning 1o fix problems that seem
process-related, it's a good idea o involve the manager and work group
i definmg whiat results they'd like to see. Your role Is to facibiate creanve,
freewheeling meetings that stimulate contributors 1o imagine themselves
and their work process ar its best
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you start L. Have the work group’s manager list the parameters that will deter-
mine or constrain desired outcomes, such as

¢ The internal or external customer groups the work Broup must
serve

* Customer requirements for the products or services the group
produces

* Business strategies and objectives the group must suppornt
* Nonnegotiable resource limitations

2. Prepare for a brainstorming mecting. Create an activity that gets the
group o visualize what success will look like five years into the
future. (Two good books on brainstorming activities are Jdea Power
by Arthur B. Van Gundy [New York: AMACOM, 1992, and
Thinkertoys by Michael Michalko [Berkeley, Calif . Ten Speed Press,
1991). Another classic is 7he Winning Trainer by Julius E. Eitington
(Houston: Gulf, 1989].)

3. Schedule a meeting and inform participants the purpose is to imag-
ine what's possible in their work process, without limiting them-
selves 1o what currently exisis
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I Make sure the group under-

stinds all work-rebuted peins-

meters and Hmits

< Lenerate initial descriptions
of an ideal future work

'lrl K LSS

3. Determine the business e
sults the group hopes 1o
accomplish over the next

yolur o two

Ask the manager 1o present all
the parameters he or she listed
before the meetng

Facilitate questions or concerns

Have paticipants mugine they
are successiul in accomplishing
evervthing they hope to accom
plish and in supporting the

organizanon’s business strategy
Ask them to describe what

they re producing and whart the

work process will ook, sound
and leel like

Ask these questions
e What customer groups do
VOU SWant to serve?

o What products and/or ser-
vices do you want to provide
tor each customer groupy?

* What customer requirements
do you anticipate?

* Wi competitive advantage
tor unique selling position)
do you want your products
mnd services (o have com
pared 10 your compentons?

* What perfformance indicators
are most critical to meeting
requirements and maintain.
Ing o4 competitive advantage?
Consicder

—ualiny

—Quantiny

—Timeliness (ovele time)
—COnsistency

— Procluctiviny

— Flexibility

— L USTOMeT satstiactuon
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. Determine the quality of Ask these questions
work life that will best &
support the desired business
results over the next one (o

How quickly and often must
you change your work rou-
Unes 1o respond 1o your

WO years Customers’

* How complex is your work
amcl the technology vou use
to do i?

* How interdependent are the
prins that you each con-
tribute to your collective
products or services?

* How much growth do you
look for in your job? How
long can vou do an average
job within this work groun

without becoming bared?
5. Reconclle any conflicts be- In cases with conflicting out-

tween the quality of work comes, ank tiC Kroup (o agroec un
life that the group desires which conflicting outcomes must
and the group's desired be resolved to support the

business results group s desired Dusiness resalis,

6. Compare the desired busi- List uny conflicts
ness results and the desired
quality of work life with the
parameters that the manager
compiled before the
meeting

Negotiate changes 1o parameters
OF DULCOMES 48 Nnecessany o
reconcile conflicts

Document all findings

Exhibit 2.1 describes the procedire’s steps und the type of documenta
tion that might result from each one
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Exhibit 2.1 Defining Desired Outcomes

Steps Information to Gather Documentation
2 Process results Genene list of hoped-for results
3 Business results
31 Customer groups to be serviced Specific group names. demy raphic
information
3.2 Product or services to e provided by group  Speaific goals. Fach group must be
included or dropped from list in 3.1
33 Customer requirements Spectil requirements that make the group
unigue
34 Competitive advanmge(s) A list
5% Performunce indicators A list. May include quulity, quantity
timeliness, consistency, or other attributes
that would provide a o mpetitive edge
4 Internal quality of work-life conditions
4.1 Adaptability Identification of anticipated need 10
adjust production speed or nature of
deliverables
.2 Complexity List of equipment, software, and process
seps (with branches)
15 Interdependencies List of who must rely on whom and in
what way(s)
1.4 Growth needs
S Reconalianon of what the Broup wants List of incompatibilities
and what seems to be required
b Comparison of results of this process with List of conflicts and requirements for
what was expected before these results resolving them
were generated
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of this

Make a Preliminary Assessment

Designing work processes, groups, and jobs tikes time, money, and the
involvement of the entire work team as well as s suppliers and cus
tomers. To decide whether to make an in-depth analysis, the team and
its manager need o make an mitial estmate of how well the current de
sign s working If there's little dissatisfaction and the existing design looks
adequate 10 meet anticipated requirements, there's no need to go forward.
If there's mignificant dissansfaction und/or the existing design looks inad-
equate to meet anticipated requirements, then it's worth it to make @ more
in-depth analysis. By involving suppliers and customers in making this
assessment, you prompt them to voice their dissatisfuction as well, and
vou bulld momentum among work group members for change

Your assessment should provide the work team's manager with the infor
mation he or she needs to decide whether to make the more thorough
analysis thar the design process requires. IF this preliminary anslysis re
veals many shortfalls, advise the manager that it's often more efficient
and productive to design a whole new work process than it is to patch
up each of the individual problems with the current system

After the team has identified the outcomes they'd like to see. it's time to
help them compare those outcomes o the anes they 1 cuwreny acliey-
ing. In addition, whenever design, reengineerning, or restructuring occurs
within the work group’s division. it's appropnate o do a prefiminary as-
sessment of the work group
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Before you start . Compile this documentation
* Procedure 2.1 data

* Existing plans, reconds, and repons about the work Rroup’s
products and services

2. Determine
* What priclucts and/or services the group offers

* Who its customers are. what they need and expect, and how
saustied they currently ane

¢ What goals or objectives currently exist for these products and
Services

* How important they are 1o the Organization’s overall business
Strategy

3. Gather only as much information as you need to make an educated
guess abour the current design’'s adequacy. This should nof involve
detailed observation, formal sampling. or surveying

1. Schedule interviews to ask the work Broup’s manager, experienced
work group members. and g few representative customers and sup-
phiers 10 assess the curment system. Emphasize that the purpose of
this information Rathering is 1o ger o rough idea of whether the way
they're doing things now will get them where they want o go, and
that vonsequently the interviews will focus on what's happening,
not on who's to blame. NOTE If ume is shor You may substitute a

focus group of expenienced work group members instead of inter-
viewing each individual membser

Y BPevelop s umetable 1o complete this procedure
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L CT—

1. Compare actual results 1o
planned results

o

Estimate current and antici-
pated customer require
ments

3. Compare curment products
and services to customer
requirements

1 List current and anticipated
supplier requirements (what
the work RIOUp reguires
from their internal or exter.
nal suppliers)

Ask the work group manager
and expenenced members this
question

* Are the products or services
reaching the goals or objec-
tives that were set for them?

Ask the work group manager and
customers these gquestions

e What does the internal or
external customer require
from the produca or service?

= Caven current trends, what
will they expect in the
tuture?

Ask the manager, customers. and

work KI\NI" membemn thoese

questions

* Do the current prochucts and
Services salsty your current
requirements? Will they

satisfy your future
rEYULEINCLS,

* If not, what product service
specifications need 10
change?

Ask the work group muanager and

expenenced members these
questions:

* What mput specificanons do
you set for your suppliers?

o What input specifications will
you s¢1 in the future?

(continued on next page)
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5. Compare your suppliers’ cur-

rent inputs to your current
and future specifications

6. Esumate current and antici
pated supplier capabilities
and needs

Estimuate current and antici-
pated guality of work life
(such as safety, retention
work satisfaction, profes-
sional growth, and emplovee
involvement and initiative)

Ask the work group manager

and expenienced members these
queshons

* Does your supplier consis

tently meet your cument
specilicatons?

Will the supplier be able 1o
consistently meet your antici-
pated specifications in the
uture?

If not. what inpur specifica
tions need to change?

Ask suppliers and the work

group manager these questions

Are supplies consistently pro-
vided on ume and 1o specifi-
cation?

Are the supply chain require-
ments Giir?

If not, what needs to be
changed?

Ask expenenced work group

members these questions

How invalved are employees
in making decisions about

ther products or services?

How much initiative do they
take in preventing, spotting
indd resalving problems?
How well do their jobs sup-
port professional growth
satisfaction, und retention?

e Given trends in vour envi-

ronment and Libor pool
how satisfactory will the
guality of work life in your
group be in the future?
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8 Compare cumrent quality of
work life to desired quality
of work life Gdentified in the
previous procedure, “Define
Desired Outcomes™)

9. List any gaps — areas in
which current performance
will mor support anticipated
requirements or desired
quality of work life

10. Determine other process-
related problems or
performance issues
respondents are aware of

Ask the work group's manager
and experienced team members
these questions

* Whar changes in quality of
work life are needed 1o ad-
st 1o anncipated changes in
customer expectations, work
tasks, and the labor foree?

* How do these changes
compare with the curremt
situation?

Ask work group manager and
members this question

* In what areas do current

results fall short of desired
results?

Ask the work gre wp manager and
members this question
* Have other problems oc-
curred in your day-to-day
work that, in retrospect
appear to be connected 1
the issues that you've
identified here?

Exhibit 2.2 idemtifies the primary and secondary sources of information for

this procedure
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Exhibit 2.2 Preliminary Assessment Matrix

activity

Manager

Work Group

Suppliers

Compare actual results
10 plannied resqlts

Estunmmare customer
equirements

Lompare current products
OF SETVICES 10 Customer
fl‘llllll’l'l”('"l\

Identity reguirements for
suppliers

ludge quality of supplicr
Lyruts

Specily curnrent conditions and
quality of work life

List unticipated conditions und
tpality of work hife

Petenmine gaps between

current and anticCipated quality
of work life

List other process-related
Pt O wntbcipated

problems

Primuary sousce

Secorcdary

SRy

*t'u»l‘kl.ll\

SOy

Seconclary

source

Sevoncan

SO

Secondary

SMince

<ondary

sARImce

Primary source

Secondary

MMy

Secondary

SO

Prinury source

Primuary source

Primary source

Primmary source

Primuary sourcy

Prmary source

Seconckary

S

Secondan

MNINe

Primary source

Primary souree

Seconclan

Sy
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you may
know

to use this

Draft the Purpose and Scope of the Design Project

Dunng the preliminary assessment the work group will probably have un-
covered lots of ways the current system fails to reach s desired
outcomes. Now you must get the work group's manager to pnontize these
problems and wdentify the work processes they affect. Since yvou rarely
have time to redesign all the work processes the work group uses, it's
important 10 find the “critical few™ that matter the most 10 meeting cus-
tomers’ needs. After the manager has tdentified the processes of most
concern, you can help him or her determine project goals, resources, and
constraints

Use this procedure once a work group's manager has decided to pro-
ceed with a design project. But make sure that you're clear on the out-
comes the manager and team expect from the project. Never emburk on
designing a work system without first reac IINgG agreement on expesti-
tions In addition, as you proceed with the design process, whenever
things change significantly enough to invalidate the existing agreement,
you should renegotiate and revise the project's purpose and scope

The difference between waork process and RIoup process
Work process How the work group produces its products or services

A sequence of steps and/or decisions that resalts in o procluct or
SCIVKe
Group process How the work group establishes and maintains inter-

personal relationships. The interpersonal methods group members
use 1o communicate with each othet
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Before you start

o

Review your notes about desired versus ucral outcomes. List the
most important ways in which the current system fails 1o produce
the work group’s desired outcomes

Ask the work group’s manager to set aside time for two half-day
meetings and a single two-hour meeting. In the two halfday meet-
mgs you will work one-on-one with the manager to determine the
project’s purpose and scope. In the two-hour meeting, the manuger
and work group members will review the project’s purpose and
scope and suggest any adjustments they believe are NECESSATy

Have the manager bring to the first meeting
* Goals and expectations he or she has of the design process
® Crireria that will indicate when godls have been complished
* A list of available project resources and constraints
* A calendar of events that could impact the design process

Scan this book to identify the design tasks that the design process
will involve. (For a list of design factors, see the introduction to
Section Two of this book ) Establish your own estimates of how
long it will take to do these tasks in your organization Typically this
kind of process can take from six to eighteen months or more. de-
pending on the size of the work group, the seriousness of the prob-
lems, and the comprehensiveness of the design project

Develop a umetable to schedule and complete these meetings
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to do

In the two hall-day meetings with
the work group's manager

I Share your list of the most Ask {f he or she sees these as the
important ways that the most important shortfalls
current sysiem falls to pro- Revise the list as he or she
duce desired outcomes SURRESS
2 Ask the manager 10 idennfy
the work processes in which
each of these problems
OCCurs
3. Idenufy hugh-impact, signifi- Ask the manager to select

CANt Processes process(es) that:
® Are Jovist eflective and offy
cient ar producing desired
outcomes
* Have the greatest impact
on extermal costumer

satisfaction

* Provide the best balance of
potential payoll and success
The mare you change the
way things are done in the
current system, the bigher
the potential payoff, bur the
fower the probubility of
SULOeSs
. Help the manager set

objectives for what these

processes should produce

in order to reach desired

business results

5. Ask the manager 1o identify Help the manager set objectives
the quality of work life that s for quality of work life

maost critical to meeting the

objectives in the previous

step

fcontinued on next page)

CHAPTER TWO 49




6. Describe for the manager
the tasks and roles that the
design process typically
involves

Ask the manager 1o identify
resources and constriints
that could impact the design

[rocess

8. Identify concerns ubout the
objectives, rales, resources
and constraints that have
been dentified

For a list of design tasks, see the
introduction to Section Two of
this book

Identify the time frume within
which the manager expecs
changes 10 occur The process
will take more time if you have
ambitious objectives, senous
problems. or a comprehensive
project. The manager's time
frame can nammow down the work
processes thut the project
Addresses

Ask the manager how comfon-
able he or she i with this
purpose and scope agreement

Jomtly agree upon ways to

adddress the concems

Make sure you are comfortable
with the manager s level of
commitment

IF it seems that the manages
intends to delegate his or her
contribution to the design
process, call this to his or her
attention. Explain that this roje
cannot be delegated

If the manager cannot partcipate
do nor continue with 4 desien

project

Extubir 2.3 lists common roles in the design process
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ibit 2.3 The Roles in a Design Project

To provide this information,
expertise, or authority:

Skill in work-system design

Knowledge of the business.
politics, and culture of the
organization

Ability to set direction ancd
authonze goals. assignments
and resources

lsmrwlvdgc of the information
needed to suppont planming and
decision making for the group's
work process

Knowledge of the group's work
pnx‘e.\s

Knowledge of customer
requirements

Knowledge of supplier
capabilities

Knowledge of information
systems available 1o the work
Rroup

Knowledge of the human
resource systems that apply to

include this pro]o? team
member:

Consultant

(Typically, external consultants
who specialize in work design
have more experience in the
design process than fiternal
consultants. If you're relatively
mexpenenced in work systems
design, you may want 1o work
with an external consultant on

your first tew work design
projects.)

Sponsor (The work group's
manager will typacally 61 thae

role.)

Internul consultant

Work group’s manager

Work group’s manager

Work team members

[nternal or extermal customer
representative

Intermal or external supplier
representative

Information aystems
representitive

Internal human resources
consultant
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Purpose of this
procedure

When to use this
procedure

Before you start

Finalize the Purpose and Scope of the Design
Project

Reuaching agreems

NEon 3 work design project’s se e

& very similar 1o
termining the scope of

an instructional design proge
reach agreement on what the work

of the project at its outset
to Bailure

cr It is essential ¢
RTOUp manuger and members Xy

Withour this agreement the pProject s doon

Peter Block €(1981) calls this the point of maximum leverage for the cone
sultant (pp. 41-103). He savs that if you fail 10 negotiate shared input
and control during this stage, you will lose opportunities for impact for the
life of the project. Since one of the most important purposes of design 8
o enable work g Wps 1o adapt their processes and systems to chunging
needs and constraints, it is essential thit you establish the

ir ownership m
the outset Only when thi e

who must implement the system have tuken
anung it can they provide the support and trows

bleshooting necessary to overcome the barriers to change that are bound
O anse

an acuve role in cre

In design projects nvolving large work g

Toups (tmore than twelve work
feam members) it's 4 good ide

@ 10 spell out your agreements in a design

W 10 construct 4 design charter see Gelinas
and James, Collaborative Organization Design (Chap. C-4)

charter For information on ho

Once you have a draft of the project's purpose SOpe you are ready o

finalize the project plan. To do this you need to help the group negotiate
*nd reach a consensus on the details uncovered in Procedure 2 3 With
that done, the g up can draft a preliminary project timeline

I Schedule a meeting and inform parucipants they will

* Review and reach a consensus in the project's PuUrpose, scope,
and objectives and the roles they will play in the project

* Consider their manager's resources and constraints in ther
discussions

-

Lreaie o preliminary project timeline

2. Inform the group that to reach a consensus on an ISSUE. evervone

must be able to live with the choice that they're considering
However, a consensus does noe mean that it must be
chowe. Also let them know that, without a «
manager’s choice will stand or the

evervone s first
mnsensus. either the

design project will not go for-
ward If the project does not 8O forward, the nu

problems that the preliminan Assessment reve
ily getting the work Rroup's mput

inager may address
aled without necessar-
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{2

M

Review and discuss the prob-
lems the manager considers
most critical

Review and discuss the man-
ager's objectives for business
results and quality of work
life

Review and discuss the
work processes the manager
selected for redesign

Describe the tasks and roles
that the design process
typically involves

Review and discuss the
manager s resources und
consiraimts

Facilitate problem solving
about ways to cope with
or overcome obstacles and
constramis.

Ask the work group how they
see these problems

Revise problem descripuons as
needed to reach an agreement
between the manager und the
work group

Facilitate negotanons between
the work group and its manager
until they reach consensus on
outcomes and oectives

Ask the group whether changing
these processes would make
enough difference m reaching
their desired ourcomes 1 make
it worth their time and

commitment

If not. ask them o identify the
processes that would justify their
effons

Fac l“ﬂ.l'l‘ e tiation betwesn
the work group and its manager
unil they reach a consensus on
processes worth changing

See Exhibit 2.5

List

o Additnonal resources and
constraints the group is
aware of

* Obstacles to fulfilling design
project roles

feontinued om next page)
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Review the manager's Facilitite the group in identifying

calendar of events that could  who will contribute to each sk

impact the design process Help the group create a first draft
ol a project timeline

Ask members for theis
commitment to fulfilling ther

roles
8 Identify and resolve Ask group members how
converns comiortuble they are with the

ARrecment

Jointly agree upon ways 1o
address thetr concerns

If o seems that the work team
cinnot reach an agreement 1o
which they're comminted, do not
contnue with a design project

Exhibit 2.4 Is a gap verification checklist for use in completing this
procedure
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xhibit 2.4 Gap Verification Checklist

B¢ the date column o record either the date the step was accomplished or GF it's in the futune)
Ben you expect it to happen. The comments section is very imporant in this process. Each full
ep should be formally documented in some way. Use the comments section to indicate how that doc-
mentution was accomplished and how the documents can be retrieved

Description Date Comments

Salicit problem stutements from
nunager

Wark group — review munager's
statemnents with manager o determine
which are most imponam for hin/her

Review und discuss (with manager)
munager's obgectives and aspirations
for quality-of-work life

Compare nunager’s priorities with
those of the work group,

Mest with manager 1o reach
consensus i arcas where there is
disagreement

Ask pumnager 1o selecr processes s'he
would like 10 have redesigned

Ask work group members if they
agree with the manager’s assessiment
If not, what would they sugges?

Continue 10 negomate in this way until
agresment s reached

Describe the tasks and roles you
expect for the design pricess

List resonirces
List constramms

Conduct problem solving sessionts)
as appropriate 1o develop possible
alternatives lor action

Select (Workgroup as a group)
alternative most likely 1o sucoesd

Review orgamnizanon. division. und
depantmental calendars 1o discover
possible tme constraints

Develop draft of proposed schedule for ‘
the progect for review by management
Review dll clements s far 1o ascertain

that no problems or concemns remain
that nay resist resolution
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Environmental Analysis:
Identifying Critical Goals,
Demands, and Constraints

To create a better system, a work group must first be clear on what's
expected. Expectanons can come from internal or external customerns
suppliers, regulators, and competitors. These outside influences set the
standlards the work group must meet or surpass

This chapter provides the tools and steps to answer key questions about
the enwironment, demands, and goals

* Who influences what the work group prosluces:

*« Whit do they influence, expect, or provide?

* How satisfied are these outside influences with 1he group s peosd
UCTS Or services’

* Whar goals should the work group set in response, both now and
for the future?

is this chapter
ized?

Follow this procedure

* Interview/survey customers Procedure 3.1 — Determine
e Estimate customer Customer Requirements and
recuirements Levels of Satisfaction

* Determine levels of cus
tomer satisfaction

e Ensure the work group’s
survey results coincide with
the orgunization’s strategic

plans

e Estimate the impact of Procedure 3.2 — Set Gaals and
outside groups or forces on Objectives for Work Processes
work group processes by Analyzing the Business

e Ser goals and objectives for Environment

future work processes
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Tools to analyze
the environment,
demands, and goals

Results

The following tools will help the work group gather information about
the forces that influence it the we forces' effects ar expectitions, and the
Broups resulting goals and objectives

Structured interview. An interview based on a list of questions. The (Jues-
uons typically ask for opinions abour a central issue or concern

Survey. A list of questions., usually with defined answer categories so you
can easily quantify responses Whenever you believe that interview find-
ngs might not be representative of your entire customer population, you
may use surveys to find out how representiative your interview findings
are

Business environment matrix. A mutrix in which you list influential
Kroups or forces, what each one expects, what each one provides, and
what goals this suggests, both now and for the future. (See the Business
Environment Matnx. Resource A in Section Four )

NOTE:  (f you have no expenence in interviewing or survey design, see
hooks such as Madl and Telepbone Surveys: The Towal Design
Method by Don Dillman [1978] or 7he Competent Managers
Handbook for Measuring Uniit Productivity by Odin Westguard
11985).)

By analyzing the environment demands, and goals, the group will reach
agroement on

¢ The demands the gre Mp's customens place on it

* The level of satisfaction customers have with the group's products
OF Services

* The group's goals and objectives for the future

Once the group reaches agreement on where it needs to go, it can then
examine how it should go about getting there. In the next chapter the
group will analyze the technical processes at currently uses 10 reach its

Jt'\hl\.lli'nl
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For More Information

Beckhard, R and Hamis, R T, Organizational Transttions Managing
Complex Change (Reading, Mass. Addison-Wesley, 1987) Chapter 4,
“The Change Process: Why Change? describes how 10 define the im-
portance and urgency of forces driving the chunge (pp. 20-44)
Chapter 5, “Defining the Future State,” describes how to wlentify the
ultimate goal of change as well as midpoint goals (pp. 45-56) Chapter
b, "Assessing the Present.” describes how to define the present state
and determine readiness for change (pp. 57-70) Chapter 10,
“Commitment Planning and Strategies, Responsibility Charting,” de-
scribes the responsibility charting process thut you will use in this
chaprer (pp. 104-113)

Dillman, D. Mail and Telepbone Surveys: The Total Design Method
(New York: Wiley, 1978)

Hammer, M. and Champy, |, Reengineering the Corporation (New York
Harper Business, 1993), Chapter 3, ‘Rethinking Business Processes”
describes principles of process design (pp. S0-64) Chapter 4, “The
New World of Work,” describes principles of work tesign (pp. H5-82)

Hanna D P Designing Organizations Jor High l'wjurmauu'c](mmng.
Miss.: Addison-Wesley. 19851 Chaptor 2. “An Ovrganirations
Performance Model,” and Chapter 3, “The Assessment Process,” de-
scribe the assessment process (specifically, pPp. 45-91)

Kepner, C. H. and Tregoe. B B 7he New Rational Manager ( Princeton,
N.J.: Kepner-Tregoe, 1991). Chapter 2, *Problem Analysis.* explains a
problem definition process (pp. 32-506)

Lawler, E. E The Ultimate Advantage (San Francisco Jossey-Bass, 1992)
Chapter 2, “Choosing the Right Management Style,” explains how to
select appropriate design components for the business strutegy, envi-
ronment, work process or technalogy, and labor force (pp. 25-48)

Lytle. W. O. Starting an ( Igantzation Destgn Effort (Mlamfield. N |
Block Petrella Weishord, 1993). Chupter 1, “Need Determining Why
Change Is Necessary,” describes how to identify need (pp. 1-12)

Lytle. W. O. Socio-Technical Systems Analysts and Design Guide Jor
Linear Work (Plainfield, N. .- Block Petrella Weisbard, 19931, Pan 2
“Analysis of the Business Environment,” Past 3. “Technic al System
Anulysis™ (p. 22), Part 4, “Social System Analysis.” and Pan 5,
Summary of Analyses,” describe. in detail. how 1o o implete this same
kind of analysis for an entire business or business division (pp. 5-98),

Mohrmuan S A and Cummings, T G Self-Designing Organizations
(Reading, Mass Addison-Wesley, 1989) Chapter 6, "Diagnosing,” de-
scribes how 1o identify gaps between the curment and desired situation
(pp. 67-84),

Westgaard, O. and Hale, | 7he Competent Manager's Handbook for
Measuring Unit Productivity (Chicago: Hale Asse xures, 1985) describes
components of survey and interview design
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Procedure 3

Purpose of this
procedure

When to use this
procedure

Before you start

Determine Customer Requirements and Levels
of Satisfaction

Customers (internal and external) have a great impact on work RIOUPS.
They are the ones who set the requirements for a work group's products
and services. This procedure will dllow you to determine what the cus-

tomers requine of the work group and their level of satusfaction with the
wark group's products or services

Use this procedure after you have negotiated the design project’s pur-
pose and scope and determined who the work group’s customers are

I Reétneve and review the descriptions from your preliminary assess-
ment thut identified

* The work group’s product or service outputs
e Customers of the products or services

e Customer requirements and satisfaction level with these prod-
UCES OF services

The importance of these products or services to the organiza-
tion’s overall business strategy

* Exmisting goals or objectives for these products and services

2. Highlight the information that's relevant to the work processes

selected by the work group manager and members as the focus of
the design project

Ensure work group members receive general training in the con-
cepts discussed in Section One of this book and in how the design
process works and their roles in it. Training should include

* The concepts and principles of whole systems
* Principles of process, work group, and job design
*  Analysis tools and procedures
* Design options and choices
e Management and group expectations ol how the group will
— Plan
— Sdlve problems
— Muke decisions
— Give and receive feedback
— Handle conflict

1. Develop a timetable to complete the procedure
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to do

tw

N

]

Review with the work group
your preliminary assessment
findings ubout the work
processes selected for this
project

Assign structured customer
interviews for cach member
of the work group.

. Review customer answers

with the work group,

If the group indicates low
confidence that customer
answers dre representative of
the entire customer popula-
uon, survey i representative
sample of customerns on the
same subjects

Revise descriptions of cus-
tomer requirements and
satisfaction levels from the
preliminary assessment
Confirm that the work
group’s new descriptions
coincide with its manager's
understanding and with the
strategic plans of the organi-
zation

Ask the group if there are any
significant changes to muke o
the findings.

Ask the group to draft interview
questions to determine if the
existing descriptions of customer
requirements and levels of
satisfaction are accurate

Ask the group to indicate their
confidence level in regard to
the answers

Ask the group o reflect what
they leamed in the interviews
and surveys in the revised
descriptions.

Ask the manager to

* Confirm descriptions of rele-
vant goals and objectives by
companng them to his or her
plans for the work group

* Compare the group’s actual
performance (from perfor-
mance records) 1o the mun-
ager’s plans. List differences
between the two

* Talk informally to the man-
agers who drafted the
Organization’s strategic plans

Exhibit 3.1 shows a flowcharn of this procedure
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Exhibit 3.1 Determining Customer Satisfaction

qssesment ‘
Andings with
work group ¢

No Ask werk grovp
; ol 1o dralt inlerview e
b custamen
\
|

Madily
auesument
ouicomes o

changes

Yes '

Derve sample
of customer

1
Derive sampie
and asugn 0
work group
membes

»

Work group
1NN viewy
oM

Keview
answery with
wark group

62 SECTION TWO



Yes
Develop survey
instrument based
‘ o0 Inlervigw
Questions
|
4 ' 1
Revise customer C?'#"a survey of
18quiremanty ond '9"“‘"":;"
safisfoction levels ’:"""‘* .
| -
: |
! '
. Compore with
managec's Review onswers
Umndm with M group
and plans

Get okay 1o begin
oction sheps
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Set Goals and Objectives for Work Processes by
Analyzing the Business Environment

Purpose of this This procedure has you analyze the external business environtment to de-

procedure termine just how much external groups or forces impact the work Rroup.
From that data, the work Broup will be able 1o set goals and objectives
for future interactions with thase groups or forces

When to use this Use this procedure after you have identified all of the external groups or
procedure forces that impact the work group and determined whar those forces re-
quire of the work group

Before you start I Retrieve the descriptions of customer requirements and satisfuction
levels obtained in Procedure 3.1,

| 29

Retnieve the descriptions from your preliminary assessment
(Procedure 2 2)

3. Obtain a copy of the Business Environment Matrix worksheet. (See
Resource A in Section Four,)
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I Conduct a meeting with
the group manager and
members

Have them share their con-
firmations or revisions of
relevant information from
the preliminary assessment.

L]

3. Estimate the impact of out-
side groups or forces on the
work processes you're
analyzing.

4. Determine how well the
cumrent strategy and goals fit
with anticipated changes in
the environment

5. Determine if the work group
s flexible enough 1o deal
with the anticipated rate of
change in the environment

6. Determine how well the
Rouls and objectives of the
immediate work group fit
with the business strategy
and the goals and objectives
of the division (or other
superordinate unit) 1o which
the work group contributes

List and reach 3 consensus
on necessary changes to
goals and objectives for the
selected work processes

Ask all participants 1o point out
any “ahas™ that the confirmation
process revesled

Copy the “Business Environment
Matrix™ onto a flip chart. (See
Resource A in Section Four)
Facilitate the group in completing
the matrix

Facilitute discusskon and rooord

answers

Facilitute discussion and record
answers

Facilitate discussion and gec ol
ANswers

Ask the group (o revise Its godls
and objectives

Exhibir 3.2 shows 3 sample of a parually completed business environ-
ment matrix (for a cabinet-making o smpany, which will be used in various
subsequent exhibits 1o illustrate procedures)
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Exhibit 3.2 Business Environment Matrix

External Group/Force

1

)

3

Customers

Materials suppli-

ers (lumber and
linishes)

Huardware and

ool services

What They Expect

Delivery un
ime

Quuality crafting
Fair price
Durable,

good-looking
products
Orders on a

regular basis

Proms
payment (within
60 days)

What They Provide

hp(‘(\
Place und time
for delivery

Two-week
delivery

High-quality
maternals

Fair financial
AITUNZeMments

Goals SCurrem and
Future,

Maintain and
mcrease quality

levels

Reduce delays in
delivery to 48 hours
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Technical Process Analysis:
Understanding How the Group
Creates Its Products and Services

Better results almost always require @ better technical process. You'll re
member from the introduction to this section that the rechnical process
includes the

* Work flow
¢ information flow

* Product or service requirements and the deficiencies resulting
from them

The key 10 quality improvement, responsivencess, and reduced cvele time
Is managing this process. Process management involves finding the most
direct path from customer need to a need-satislying product or servive
As oganizations become more and more bureaucratic. they tend 1
less and less direct paths. To find a better path, i helps to see your stun-
Ing paint. The preliminary asscssment gave you some ikl (though soft)

data. This analysis goes much further in discovering what process im
provements will be most beneficial

oW ll'. L

Purpose of this In this chapter, the work group wall use various procedures to trace its cur-
chapter

rent path and locate where problems occur This chapter provides the
tools and steps to answer key questions about the techmcal process

* How well is the work process designed to accomplish the RIOUP S
goals and desired outcomes?

* How well does the amangement of work space suppor the physicuil
work flow?

* How well does the information flow suppont the work group in
performing their tasks in an informed and timely manner?
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How is this chapter
organized?

fo perform thes

Identify the work group's process

of receiving inputs and creating
outputs and the associated
recquirements

Analvze when and where the
wark flow of the RIOUP Crosses
mto other work groups

Analyze when, where, and
what types of information flow
through the prixess

Determine how the work s done
in relationship 1o the physical
environment

® Anilvze the things that make
up a procduct’s or service's
cycle time

* Spot non-value wdding
uctivittes and deluvs

* Give the entire work group
an oppotunity to provide
input into the descriptions
from the first five

prrocediures

s Secure a BIOAP COonsensus

about the work process

* Cave the entire work group
an oppartunity 1o identify
indd describe process-related

problems and root causes

rollow this procedurs

Procedire 4.1 — Determine
Process Inputs and Ourputs
Iher Requirements. and Process
Bouncliries and Flow

Procedure 4.2 — Cresite a4

Relationship Map

Procedure 4.3 — Derermine the
Flow of Infarmation through the

Process

Procedure 4.4 — ldentity Work
Flow over the Physical Space
Procedure 4.5 (jnmplvu' K
cycle tume analysis

Procedure 4.6 — Review and
Revise First-Dmft Process
Descriptions

-

— Fing! the
Problems with the Current

Procedure 4

Technical Process
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Technical anulysis should be conducted as efficiently as possibile
Fherefore, you should start with small group meetings with experienced
members 1o druft the preliminary work. Then vou can guide the entire
group in reviewing and revising it In addition, it's essential thar vou in.
volve the entire group in finding problems in the current work and infor-
mation flow. (If you ried 1o do this it small groups, you'd end up with
scapegoatng, and little agreement on problem definitions )

Consequently, the technical analysis should involve rwo sets of meetings
with both the small group and the large group. The table below explains
their seguence and purpose

Small group First set

Establishing process inputs
outputs, boundarnies, and
rEquUIreTIents

o h.u‘n-‘“ procens stops

¢ Credting o relationship map

Muapping the information
”l "W

Mapping the physical
strocTures surroundimg the

work flow

Second sct Completing the cvele time
analysis
Entire waork First set Reviewing and revising first-draft
Rroup descriptions
Second set Finding problems with the
current technical process

Each set can consist of one or several mectings depending on the
* Amount of time participants can devore 1o each mecting
* Complexity of the process
* Extent of experience the members have

e Extent 1o which they agree abou how work gets donge
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Tools to analyze the To gather information dhout the work flow. infi wmtion flow, and process
technical process deficiencies. dgain you will use strucrured Interviews. In addition the fol-
lowing tools will e useful

Work flow Work-flow chart. A diagram of
the major steps that it takes to
produce u product or service

Relationship map. A <traified
flowchart It shows when the
Work process crosses depanmen.
tal or work group boundaries
{Each row of the chart represents
a department involved in produce
ing the end product or service
Diagram the work flow <o that
each action appears in the row of
the department that performs it.)
This ool makes it casy o spot
convoluted work Nows

Cycle time analysis worksheet.

A worksheet on which v ne list

* Major steps or events of a
work process, including
delays

* The type of u« uvity thar each
Sep or event entails. such as
Opemnons., transportation
Storage, and inspection

® The amount of time each
step of event typically takes

This ol shows how much time
the work process spends on
non-value adding steps or
events. (See the instructions and
worksheet in Section Fe it
Resource B

Work space map. A diagram of
the work area with the work flow
mapped out over the physical
space. This toal mukes it easy o
Spot physical barriers to the work
flow

70 SECTION Two

B




Information flow Information-flow chart. A du
pram of the Mow of information
across the work process, When
you compearne work flow 1o nfor

maton flow. vou cun find
information gaps (places where
someone must make decisions
about waork without pelevant
informaton )

Specifications for

e Products List of state-changes. 1o pro-
duce a product, workers change
raw muaterials into finished goods
Whemever materials change mieo
a morecomplens stite. a state
change occurs. (For example
g materials typically in-
clude the following stute-changes
from andlysis documents to train-
I Outhine 10 Iest=Urt ntcndls
to finished deliverables. )

* Services List of key decisions or inter-
actions. To produce a service
workers notice indications of
need and create corresponding
services. In the process, key deci-
SHONs Oor interauctions ocour (rather
than stute-changes)

Wherever a sunte-change ar key
decision or interacthon ocours.,
specitications can be set. The
work group can measure the
product or service against these
specifications 1o tell whether it
1s stll in line with customer
requirements

feontinued on next page)
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Depanures from specifications Product/service records, These
indicate how well inputs and
outputs meet standards and
customer requirements
Variance analysis worksheet.
A variance is a defect, a place
where a measurable output fails
1o meet stundards. A variance
analysis worksheet s 2 matrix for
onznizing cntical information,
including

o Cause of the varance

e Where it's found

e How it's fixed

* Who controls its occurrence

(See the Varance Analysis
Worksheet in Section Four
Resource C For more informa-
tnon, see Miller, 1991.)

Results Alfter analyzing the technical process, the group will reach agreement on

* The bamers and bottlenecks in the work process that keep the
group from meeting its goals effectively and efficiently

¢ The best way to armange work space in supporn of the work flow

* The information and the time needed to perform work and make

decisions

Once the group finds what's wrong with the technical process, it's ready
to examine human structures and systems. A faulty technical process als
most alwiays creates conflict, and conflict often creates problems with the
group’s structures. Consequently, by finding problems with the technical
process, the group can locate potential *hot spots” in its human struc=
tures and systems,

12 SECTION TWO



For More Information

Chang. RY. “Continuous Process Improvement.” nfo-Line (published by
the American Society of Training and Development, October 1992)
Explains the tools and steps of process analysis.

Galbruith, ). R Organization Design (Reading, Mass. Addison-Wesley,
1977), pp. 174-184. Describes how 1o select coordination mechunisms
based on the information-processing requirements of the task

Goal’QPC. The Memory Jogger. A Pocket Guide of Tools for Conttnuous
Improvement (Methuen, Mass.. 1988). Explains the tools and steps of
process anulysis

Hackman, | R and Oldham, G. & Work Redesign (Reading, Muss
Addison-Wesley, 1980). Chapter 4. “Motivation through the Design of
Work.” describes principles of job design (pp 71-98) Chapter 3
"Diagnosing Work Systems,” describes how 10 assess existing jobs and
provides nomms for the Job Diagnostic Survey (pp. 99-129)

Hammer, M. and Champy. |. Reengmeering the Corporation (New York:
Harper Business, 1993). Chapter 3, “Rethinking Business Processes,”
describes principles of process design (pp. 50-64). Chaprer 4, “The
New World of Work." describes principles of work design (pp. 65-82)

Hanna, D. P. Designing Organizations for High Ferformance (Reading,
Mass : Addison-Wesley, 1988) Chaprer 2, “An Organisation
Performance Model.” and Chapter 3, “The Assessment Process.”
describe the assessment process (specifically, pp. 45-91)

Harbour, |. L “Improving Work Processes.” Performance and
Instruction, February 1993, pp. 5-10. Provides principles of process
design and explains how to analyze processes and cycle fime

Miller, L M. Designtng for Total Quality (Atlanu: Miller Consulting
Group, 1991). Chapter 3. “Surveying the Environment” (pp. 61-86),
and Chapter 5, *Technical Systems Design” (pp. 105-143), describe
how to conduct business-environment and work-process analysis

Miller, L. M. and Howard, J. Managing Quality Through Teams (Atlanta
Miller Consulting Group, 1991), Chapter 3, ‘Managing the Process,
describes how to map out work flow, analyze cycle ume, and identify
cntical information about variances (pp. 43-66). Chapter 9, “The
Problem Solving Model,” describes how to identify problems and find
Causes (pp. 145-159)

Rummler. G. A and Brache, A. P. Improving Performance (San
Frunsisco: Jossey-Bass, 1990), Chapter 5, “The Process Level of
Performance,” describes how 10 map out work flow (pp. 44-63),
Chaprer 10, “Improving and Managing the Processes of the
Organization,” describes how 1o analyze processes (pp. 115-139)

Smith, P. and Kearny, L. Creating Workplaces Where People Can Think
(San Francisco: Jossey-Bass, 1994). Presents detailed procedures for
optimizing productivity and creativity through design of the physical
workplace
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Purpose of this
procedure

When to use this
procedure

Before you start

Determine Process Inputs and Outputs, Their
Requirements, and Process Boundaries and Flow

Work groups follow a process (or processes) when making products
performing services The process. depending on the product or serv
can range from simple to complex. In all cases, work Rroups receive
puts 1o perform their required work. That work is then done within ¢
houndaries and according to some flow to create the final requined out

This procedure will allow you 1o determine the w wk group's process
feceving inputs and creating outputs and the associated requirements.

After you have analyzed the environment the work group operates withing
the demunds placed on it, and its goals, you're ready to map the processes
the work group follows to meet its goals. In addition. whenever vou want
to check 10 make sure a4 new process is staying on track, or when the

work group’s context changes signific antly, it can be helpful to remap:
the work process

L. Confirm with the work g wps manager which work processes w
analyze. Since process mapping can be tedious, ask the manager (o
select the hughest-priority process 1o begin with, That Process
should

* Have the greatest impact on external customer satisfaction
* Provide the best balance of potential payoff to probahle
success. The more you change the current system, the bigher
the potential payoff, but the lower the probability of success
Negotiate for half-day sessions, at 3 minimum. in which to do this
work. The most efficient way 1o structure the nitty-gnirty. first-draft
work of process mappmg s 1o conduct small group meetings with
one or two expenenced work group membess. It's not efficient 1o
do this Kind of detalled work with the group as a whole. Gain

commitment from the selected participants to complete all first-draft
actvities.

L

3. Inform participants ahead of time of the focus of the meeting
estblishing process inputs, outputs, boundaries. and requirements.
and flowcharting process steps

4. Distribute a list of the principles of process design (from Section
Onel 1o the entire work group. Ask them to review and highlight
principles that seem to be missing or violated by their existing
technical process Ask them to bring their highlighted list to the
problem-findling meetings for the entire work Rroup,

I

Develop a timetable to complete the procedure
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to do

L. Conduct a meeting with one  Record answers for the questions
Or two of the most expen. Delow
enced members of the work
group

Determine process * What does the work group
P
produce (or what services
does the group provide)

to

3. Determine process * Where does the work
boundaries, process begin and end?
4 Determine process inputs. * What inputs does the work
process begin with?
5. Determine process interim * If you traced the creation of
outputs, @ speinic product (Or ser-

vice) from beginning 1o end,
what pans, things. or deci-
sions do group members
produce along the way?

6. Determine process output & Whit paarpsomses rivse 1he
requirements. group’s product (or service)
fulfill?

* To meet customer expectations
and product (or service) spect-
fications or standurds, wht
critena must the ultimate
Prociuct o service meet?

Determine process input * To meet work group

requirements. expectations and input
specifications, what criteria
must the mputs meet?

5 Determine interim output * To meet work group expec-
requirements, tations and produce a final

product (or service) thar
meets its assocuted reguire-
ments and specifications,
what criteria must be met by
the parts, things, or decisions
produced along the way?

fcontinued on next page)
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Y. Given the above dam and To allow you to add and delete
the knowledge of the PATC-  steps as needed, write the steps
pants, flowchar 4l the SEps  on large self-stick notes, one to g
used to produce the selected  note, and amange them in se-
pProcess’s end product (or quence on a wall or ather Large
service) blank surface

At the beginning of the flowchan,
place a box thar lists Process
nputs. (f the inputs come from
SEPARIe sources, use separnite
npur boxes for each. )

Al the end of the flowchan, place
a box that lists the end product
or service. (If there are multiple
Products or services, use separate
autput boxes for each.)

Between the beginning and the
end of the flowchart plice boxes
listing the major steps of the work
Process, one 1o a box. (It is valu-
able to add things such as the time
needed to perform each step.)

10, Document the 1l wohan for save the flowchan as s, if Possi-

future reference. ble. (You will need to use the

self-stick notes on the flowchan
In Procedure 4.2.) You might also
have someone copy it onto
smaller paper or enter it into d
computer for future reference
One person should be assigned

(o maintmin gl documentation
from the analysis phase

Exhibit 4.1 shows the types of information that might be abtained using
this procedure, and Exhibit 4.1.1 shows a partially completed flowchart
that might result from this procedure
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Activity

Convene meeting with most

expenienced work group
members

Determine process outputs

Determine process
boundanes.

Determine process inputs

Determine interim process
Outpuls

Determune process output
requirements

Determine process inpist
reguinrements

Determine interim output
requirements

Flowchan the process

Document the fowcharn for
future reference

bit 4.1 Desired Outcomes Worksheet

Specifics/Outcomes

An agends that lists outcomes for the meeting
¢ Currenlt process outputs
* Process boundaries

Process inputs
* Intenm outputs
e Oulput requirements
* Input requirements
* Intenm output requirements
* Flowchan of overall process
List of the things and services the group produces

along with assoctuted intrinsic results such as
customers satisfuction and product loyalty.

The final sction and event (performed by people
outsice the work group) belore the work group can
begin its work. The final action and event the work
group performs before the output leaves the

W ukplut v

List of resources and things needed 10 perform the
work, including marenals, equipment. tacilitv, and
special circumstances, such as sterile conditions.

List of antifacts und conditions that mark (serve 10
document) the events of the process. In effect. the
results of each action taken by the work Rroup

List of the environmental, social, and economic
wants of the customers. Customer expectations of
all sorts, both experiential und health- and safety-
related. Internal specifications for the product (or
service )

Specification of the expectations of the work group
as customers of those who supply inputs

List of criteris 1o be met by pants, things, or deci-
sions produced along the way to meet work group
expectations and produce a final product (or ser-

vice) that satisfies its associuted requirements and
specifications

A visual representation of the inputs, process (with
interim outputs), and outputs of the process,

Flowchan in a formar and style both the waork Rroup
members and management will find Casy o interpret
and use
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Let’s use a simple example (o illustrate this jdea
Suppose a small cabinetmaking company has bee
lange law firm 1o build custom-made

The job is much larger than anything
It doesn't require new equipment, <
work 15 being done for 4 spe

and those 1o follg
n comnussioned by
bookcases for the fimys law il
the company has ever done befo
kills, or procedures. However, th

cified price, not 10 be exceeded, and thers
1 4 penalty clause if the bookcases are delis e

red Lite. The company o
afford 10 waste time OF resource

s I does, it stands to lose a substy
sum and will probably 2O Iunkmpt They have 10 do the jab right t

fiest time and they have to deliver the bookcases on time |If they are s
cessful, they will make a verv nice profit

The key for the cabinetmakers s 1o make the best possible use of thele
technical process. So let's analyze their techmical process. Understand
are thinking of the cabinetmakers as a single work group. In fuct, in small
cabinet she ips, not only are the workers a single group, they are cross
traned so each worker can do any job that needs 10 be done

cabinets Its purpose I8
} view of the operation

a5 We contmue to investigate this little operation.

as suid they (the cabinet=

Work flow Exhibit 4.1.1 shows how the cibinetmakers make
1o quackly provide an overull (hig-picture
The detils will come out
A caveat is needed at this point: no one h
makers) shoukd change the way they deo things
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Exhibit 4.1.1 Work-Flow Chart

COMPANY MANMAGEMENT
| INVENTCRY /RECENVING / SHIPPING
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Create a Relationship Map

Purpose of this
procedure

When to use this
procedure

Before you start

By visually depicting the process, the relitionship map will provide
greater undenstanding and help pinpoint process steps where « hange will
be most beneficial

Use this procedure when you need to determine
o If the process is convoluted
* How logically the work process flows in and out of other groups
* When and where the work flow of the group crosses into other

work groups

After you have identified all of the inputs, outputs, boundaries, and ne-
quirements and flowcharted the steps in the process, the relationship

map can be casily oreated

I. Assemble all your findings from Procedure 4.1 and ask participants
to review them before this meeting

Inform participants what this meeting will accomplish

3. Assemble working matentals, including a large blank wall surfuce
or whitebourd, self-stick notes of different sizes and colors. and
colored markers

4. Develop a timetable 1o complete this activity
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1. Create a relationship map
template

2. lLabel the map

3. Re-create the work-flow
chan from Procedure 4.1,

Draw horizontal rows or bands
across the length of the surface
and add a vertical line along the
left side 10 use as a column o
the other depanments or groups
involved in your work group’s
process
At the top of the map, above
rows. list the process name.
Using self-stick notes, in the left
column and starting at the wop
row, label the namets) of the
department(s) and groupl(s) that
provide the inpats into yomee
RIOUD S Process
Label each row with the numes
all the other departments or
groups invalved in the process,
one name per row ([lse the
process Howchan from
4.1 10 place these groups in the
relative order, top-down, n
which they are involved in the
process. )

Label the st row with the de-
partment or ﬂﬂ"llp ll‘l‘ﬂ\'in" your
group’s output (the customers of
the final product or service),
Transfer the self-stick notes from
the work-llow Charn w the iclas
tionship map, placing the notes
in the proper row depending on
the department or group
responsible for the step

Make sure the work flow follows
the same sequence on the new
map.

Add any additional details (time,
tools, equipment, ete.) not found
on the work-flow chan labels.

(continued on next page)
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4. Review the relationship map
tor completeness

5 Document the completed
map for reference in later
stuges of analysis and in the
design process

Ask these questions

® I anwbing missing from the
work process steps?

® Are any other work groups
or departments involved?

An exact copy of the map shoulkd
be written on paper or entered
Inlo a compulter,

The map should be given to
the individual responsible for
muintaining documentation

Exhibit 4.2 shows an example of 4 panially completed relationship map
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ibit 4.2 Relationship Map
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Purpose of this
procedure

When to use this
procedure

Before you start

Determine the Flow of Information Through
the Process

As with the work-flow cham and relatic mship map, by visually portraying
the information flow, you will gain a greater understanding of the role
information plays and how greatly it impacts the work process

Use this procedure when you need 1o know

* When, where, and what types of information flow through the

pProcess

* If the work group receives the nght information ut the right time

* If the work group can easily extmct critical information from all #

It is more efficient 1o chan the information flow after you have flow

receives

= I mcoming and outgoing information Is accurate

* What the information sources and destinations are

charted the steps in the work process and created the relatic mship map

2

Assemble all the findings from Procedures 4.1 and 4.2 and ask par-
teipants to review them before this meeting

Give participants advance notice of this meeting (two (o four weeks,
depending on the size of the work process being analyzed). Inform
them of what this meeting will accomplish and ask them o keep
o of the information used in their work process. Ask them to
record information sources, time when information is needed.
amounts of information needed, and anything else information-
speditic that you feel 15 relevant 1o this wark group.

Assemble working matenals. including « large blank will surface
or whiteboard . self-stick notes of different sizes and colors. and
colored markers

Develop a timetable to complete this activity
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to do

1. Post large copies of the
work-flow chan and relation-
ship map on the wall

Identify where information
is needed to make decisions

[ 9]

3. Identty what information is
needed 1o make the deci-

sions or perform the work

4. Document these findings for
reference in later stages of
analysis and in the design
Process.

For both the relationship map
and work-flow chan, ask partici-
pants to write the locations
where dectsions are made on one
color of self-stick note

On a three-point scale ranging
from major decision to minor
decision, ask them to also e
cach of those decisions by
placing a number on its self-stick
note

Place each note on its appropri-
ate location om each chan

Using a different color self-stick
note. ask participants to identify

whcre such lhm”rs un ph.uu. |~
ports, standards or specifications.
and other documents are used in
the process

Place each note on its relative
location on each chan

The completed posters should
be given to the individual
responsible for maintaining
documentation

Exhibit 4.3 shows an example of a partially completed information-flow

chan
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Exhibit 4.3 Information-Flow Chart

The Now of information for o

Ir cabinetmakers is much simpler than for other kinds of operations,
But it illustrates well the

basic patterns that EXISE N most organizations.

The only diule Bue situation between the we K group and Management oceurs in the first phise of con-
struction, where special problems might occur ¢ nce the work is Progressing “normally.” infc wmation

IS processed by Manigement and decisions are mude before the wark Rroup is informed or given a
chance 10 provide further Input
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Mapping the flow of work over the physical space provides additionsl
insight into ways to improve the work process, By analyzing how the
wark is done in relatonship 1o the environment where it is done, you

process

This procedure is most useful when previous analyses show the work &
accomplished in a large physical setting or Nlows through numerous
SeLNgS.

"

Identify Work Flow over the Physical Space

be able to determine if the work space is best suited 1o the work

You may find it useful to read Smith and Kearny's Croanng

Workpiaces Where People Can Think (1994)

Obtan a copy of the floor planis) of the space where the work
OUCurs

Distribute copies of the floor plants) to pamticipants before the
meeting. Ask them to truce the work flow, as they see it on their
copies. Retneve the completed floor plans before the meeting

Observe the work group and trace the work flow on 4 copy of the
floor plan(s)

Diagram each person’s rendition of the physical work flow on a
master capy of the floor plan(s). Use a different color for each
person’s version. Enlarge this copy to post on a wall,

Develop a timetable to complete this activiry

Post the copy of the master

floor plan on u wall

Point out any significant Ask the participants to reach a
differences between each consensus on the work flow
person’s rendition of the through the physical space

work flow

. Document these findings for  The completed floor plants)
reference in later stages of should be given 1o the
analysis and in the design individual responsible for
process maintaining documentation

Exhibit 4.4 shows a sample floor plan of a work space, and Exhibit 4.4.1
shows an example of a pamally completed physical work flow
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Exhibit 4.4  Floor plan
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4.4.1 Physical Work Flow Diagram
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(Ccontinued on next page )
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EXhibif 4.1.1 {fcon)

Work flow is indicated by the circled numbers
1. From storage 10 first work arest or holding .
< o second area or b iding
3. .10 third work ares
t. wlofourth work area or assembly

3. 10 assembly

0. 1o hIinishing

1O Curing

B 10 storage in finishing awaiting shipping

Materidls are brought from the loading dock to the lumber rucks, the finishing room tool cabinet,
and the main shop ool cabinet

Scrap is removed twice each day and taken to the scrap accumulation area on the loading dock:
Sawdust and wood scraps are sold 1o Jersey Clime Recycling

Harriens are caused mostly by people having to maneuver lage preces around other people. This prob-
lem is nonexistent when there are fewer than four people working at one time There can be a prob-
lem bringing new stock into the shop if a crew is working at the time. Deliv eries should be scheduled
during off hours or slow periods such as lunch
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Complete a Cycle Time Analysis

This procedure allows you to analyze the things that make up a progd-
UCt’s or service's cycle time. This allows you 1o spot non=value adding
activities and delays. To improve cycle time, the new process will elimi-
nate or reduce these things

This is a critical procedure in work process design Al findings up to this
point will provide input into the cycle tme analysis

1. Schedule a meeting involving one or two expenenced wark group
members

Give participants coples of the results from Procedures 4 1—4.4 10
review before the meeting

[N

3. Make a copy of the Cycle Time Analysis Worksheet (See Resource
B in Section Four.)

4. Develop a timetable 1o complete this activity
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What to do

I. Post copies of the work-flow  Tell the participants to refer to

chart and relationship nap
on a wall,

[ %)

Following the directions 1o
complete the Cycle Time
Analysis Worksheet, (See
Resource B in Section Four.)

3. Perform these calculations

these throughout the meeting

Ask the participants to reach a
consensus on all the activities
listed, the categories selected.
and the time noted,

* The total amount of time i
takes to produce the product
Oor service

* The amount of time the
product or service spends in
value-adding activity (such
as “Operations”)

* The amount of time the
product or service spends in
non-value adding activities
{such as “Transportation.”
“Storage,” “Inspection,” and
“Delay™).

® The percentage of the total
time that the product or
service spends in non-value
adding activity

Extubit 4.5 shows an example of a panially completed Cycle Time

Anilysis Worksheet

92
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Activity

Broel work team about the project and critical aspects
Set up eguipment

Set matenals movement panerns through warking area and scrap
movement awdy trom working ares

' Design and develop templates for 4 x B stock
|. Train bandsaw Operaton

FNI) PREPARATORY STEPS

Lay out template on stock

Cut stock (per bookcase)

Inspect cut

Allow Tor rework

Rough-in joints

=
Sand

Apply prefinish
Inspect

Allow for rework

’W;m tor oll to penctrte

| END LAY-OUT AND CUT
Preassemble and complete jointing
QA inspection

Glue, clamp and fasten

Clean glue, ete, from plece

I QA inspection

T"mr sand and buft

P_Ch'.m waork areu
—ENT) ASSEMBLY

1 Prithe

Apply first coat lacquer und buf)

Wit for tuck

Apply second through fourth coats

Wit for tck

Exhibit 4.5 Cycle Time Analysis (Cabinetmaking Company)

Activity Type Time

Q)

)

o

QO

(0]

B
QO

D

Spent

15 min
) min

200 min

7S min
S0 man

10 min

MY v
5 min

20 ovvin
30 min
10 min
10 min
5 min

20 nun

15 nun

5 min
S min
15 min
3 nun
S min
25 min
15 thin
5 min
15 min
0 min
A0 min

N min

fcontinued on next page)
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Exhibit 4.5 Cycle Time Analysis (Cabinetmaking Company) (con

Activity

Buft with Limbswiol

QA Inspection
Apply final cout
Wait for hard gloss
Final bufi

END FINISHING
Cure

Floal inspection

Move to shipping

Activity Type

Time
Spent
30
5 min
10 mun
W min
10 mmn
NA
20 min

IS min
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Frocedure 4.6

Purpose of this
procedure

When to use this
_‘ptocedure

Before you start

What to do

Review and Revise First-Draft Process Descriptions

This procedure gives the entire work group an opportunity to provide

mput nto the descriptions from the first five procedures. This will also

allow you 1o get group consensus about the work process

This step should immediately Tollow the smull group meetings with the ex-

perienced group members

I Schedule a meeting involving the entire waork group

LS

review before the meeting

Give participants copies of the results from Procedures 4.14.5 10

3 Develop a timetable to complete this activity

1. Post copies of the work-flow
chan, relationshup map, n
formation-flow chart, and
physical work flow diagram
Review the process's bound
aries, inputs, outputs, and
requirements

Iv

=

2 Facilitate the group in reach
ing consensus on these
things

5. Have one of the members
who participated in the
flowchaming explain the

o Work-flow chan

* Relationship map

* Intormution-flow chan
* Physical work flow

. Facilitate the group n reach-
Mg consensus on the steps
and flow of each of these

Tell participants they will refer to

thrse lhn-u”hu-ul the: mwsining

Ask if there are any general
GQuesions of concermnas

If the work group cannot reach
CONSENSUS ON customer require-
ments, IUs g good ides to have
them observe customers using
the product

Ask Tor genceral questions or
concerns

I the group cannot reach consen-
sus on these things and time
permits, have the group selea
TWo members to ohserve the
work process in action. Have
them pay careful anenton 10
state changes in the process,

This allows them to see
overlooked steps or delays
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Purpose of this
procedure

When to use this
procedure

Before you start

What to do

SECTION TwWo

Find the Problems wi
Process

This procedire Rives the
describe

place blame on others,

This set of meetin
when information is
OF IWO 10 pass between the
members 1o absorks and

1. Schedule

2. Give participants 4 Jist of the

them 10 highlight those principles that see

lated in their current work
3 De

I Post LOpes of the work-flow

chart, relationship map
mivrmanon-flow ¢han and
physical work fi
on 4 wall

w diugram

D sc Lans

e principles thar
BTOUD members found 1o by
missing or violated in the

Ccurtunt work Pricess

th the Current Technical

entire work
process-related problems ar

gs should closely ollow the p
fresh in the work RIoup memi

WO mectimes. how evet
asstmilare the infe wmation

4 meeting involving the entire work group

pfl ESs

velop a timetable w complete

RTOUp an opponunity to idenrify and

W oot causes. It s Hot intended 10

rocedure 4.6 mecting,
wrs' minds. Allow 4 day

1o allow the group

this activiry

tell particip,

s they will refer 1o
these throughour the meeting,

Make sure the tocus of the

discussion is on Process design

Be sure 1o keep the group fo
cused on describing problems
and finding roor citses nat on
fincling ~guilry parties ” Keep re
minding them that the more they
blame rather thun describe, e
more likely critical information

W et withheld and thetr time
Wistexd




3. Locate mismatches between  On the relationship map,

process and group highlight places where the work

boundaries process crosses boundaries from
the work group 1o other
depantments

Ask how to control the quality,
quantity, consistency, and nme-
Imess of the process's outputs:

* What additional major steps
in the work flow couled be
included within this work
group’s bounduries?

o What things does this work
group currently do that do
not contribute 10 its products

OF servicon?

4. Facilitate the work group in Ask the group to think through
completing a variance analy-  the steps in the work process. Ar
Sis worksheet. (See Resource  each step ask (hese questions:

C in Section Four.) * What can go wrong? (This is

the cause of the variance )

* What effect does this have
on the output? (This is the
variance.)

* Where does the defect first
get noticed?

* Where does it typically get
fixed?

* Who controls whether or not

the defect will occur®

5. Ask the group 1o examine Ask members to find and
the work flow (on the work- highlight
flow chart and relationship

* Convoluted sequences
map),

(where the work flow takes
a4 winding or indirect path)
* lllogical, missing, or
redundant steps
(Continued on next page)
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Ask the group to examine
the cycle time analysis

Ask the group to examine
the physical work flow diy-
Rram and notice how work
moves jacross the work
Space

Ask the group to examine
the information-Now chan

Ask members 1o find and high-
light non-value adding activities
such as inspection, transportation,
storage, and delays

Ask members o find and high-
light barriers o the work flow

List the information needed 10
support each step in the
work-flow chart (not the informa-
tion-flow chan)

Ask members to compare the two
charns,

Ask members to find and record
places where work RIoup mem-
bers dan't get the information
they need. Look for problems
such as

* Insufficient information
* Unnecessary information
* Confusing information

* Indirect information (infor-
mation that doesn't go
direcily to the member of the
work group who is responsi-
ble for doing that step).
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9. Summanze and discuss Ask how well the work process
i diesigned 1o ace omplish the
desired levels of

* Quality
o Quantity
* Timeliness

- (Znnsnlmu)
* Flexibility
¢ Customer sansfaction

Ask how well the ammangement of
work space supports the physical
work flow
Ask how well the information
flow supports the work group in
performing thoir tusks s an
informed and timely manner

10 List and reach consensus on  Prioritize problems by how much

aspects of the technical they:

process that need to change e Block the group from

reaching its desired out-
comes
* Impact customer satisfaction

* Are within the group’s power
Lor the groupy's manager's
power) o change

Exhibit 4.7 shows an example of a partially completed variance analysis
worksheet
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Exhibit 4.7 Variance Analysis Worksheet

Variance Cause Where found? How fixed? Who controls
its occurrence?

Saw trave - :

AW tmvels more | wo i trying to | Band saw Hud to rework Individial
than I/B . out- | ) w0 quickly | operations pieces worker
side line on tght
Cunves

ag T Spray nozzle re- Had 1o refinish S ey (riss
Nag in inter pray nozzle re B & B cabinets ' Supervisor (nmust
mediate cout leases 160 much two cabinets set nozzle aper-
application lacquer ture)

-

— —
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Purpose of this
chapter

Human Systems Analysis:
Understanding How People and

* Jobs Are Organized and Supported

In the previous chaprer you identified problems with the technical
process. However, even the most streamlined technical process cannaot im
prove quality, responsiveness, and cycle time if it's based on top-down de-
cision making and narrowly skilled jobs. In this chapter, the work group
will analyze its human structures and SUPPort systems, inchuding

* Structure, lines of authority, and coordination mechanisms — how
people are oganized, directed, and coordinated

* Job design — how work gets distnibuted wto individual jobe

* Human resource systems — how people are selected, mraned. eval-
wated, compensated, rewarded, and disciplined

* Values and norms — what gets rewarded (hoth formally and infor-
mally), as well as what people believe 1s impaortant

Well-designed human structures and systems unite thinking and doing,
engage work groups in goal setting and self-control, and are built on en-
riched, multiskilled jobs. In these procedures the wark group will fiesd
out where their human structures and systems fail to support their de-
sired outcomes, These procedures provide the tools and SIeps 10 answer
key questions about human structures and systems

* How well does the work group s structure support decision making
nearest 10 the line of action?

* How effective i coordination of the group's work? Is work coordi-
nated so that the group can make seamless and tmely hand-offs?

* How effective are existing human resources systems (such us selec-
tion, training. and reward systems? Do they suppaon the level of

ownership and teamwork necessary to reach the group's goals and
achieve its quality of work life?

How well do existing values and norms support the group's goals
and desired outcomes?
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How is this chapter 5 2
organized?

* Determine if individuals and Procedure 5.1 — Identify anc
groups outside the immedi- Onent Outsiders Who Might Be
ate work group will be Affected by Structural Change
affected by 4 new system

* Determine how they will be
dffected

* Brief the outsiders on the
findings to date,

* Identify what the expunded Procedure 5.2 — Analyze
Rroup must have control Sructures and Humun Resource
over in s work process Systems

* Discover if there are mis-
alignments between the
responsibility and authority
of the group members,

* Specify where coordination
problems impact the process,

* Determine skill and incentive
deficits in the group

* Determine job components Procedure 5.3 — Examine Job

—Skill variety Designs

—Task identity
—Task significance
—Autonomy
—Intrinsic feedback

* Identify the most significant Procedure 5.4 — Prioritize
problems in the work Prablems
Process

* Select problems to resolve
that have the greatest impact
on improving the process

102 SECTION TWO



Like the technical process analysis, the human structure and SUPPOT sys
tems analysis requires a group effort. Therefore, for this analvsis vou will
hold three group meetings. In addition. group members will perform in-

dividual assessments of job designs. The table below explaing the ac

quence and purposes of these meetings

Current work
group

Expanded
group — bhoth
the original
waork group
and those
identified who
might be
affected by

C hullgc\

Individual
ASSessments
Expanded
group

First Identifying those outside the
group who might be affected by

structirnl charges

Second Analyzing structures and human
sYStems

Third Individually examining ioh
designs

Fourth * Summarizing findings

* Prioritizing problems
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Tools to analyze

the human structure
and support systems

To gather information about the group’s structure, job designs, vilues,
norms, again you will use structured interviews In addition. the follow

g ols will be yseful

Organization of people

Skill or incentive gaps in the
current work group

Comparison of group
o work process
To determine
how appropriately people are
grouped, compure the steps that
the work group does to the steps
that their entire work process
includes. The more steps that
other groups do, the more
mapproprate the grouping.

Responsibility chart. A marrnix
(Created by Beckhard and Harris
[1O871) that lists

* Work process steps or
decisions

* Names of contributors.
including work group
members. munagers, and
resource sulf

* Level of responsibility for
wach step or decision

This ol makes it easy to spot
divisions between responsibility
and authority and between doing
and decision making

(See the Responsibility Chart in
Section Four. Resource D)

Skills and incentives matrix. A
muatrix that identifies

* Skills needed 10 do each step
of a work process

* The presence or absence
of each skill in the current
work group

* The consequences (rewards
and punishments) that influ-
ence the use of each skill

(Sere the Skills and Incentives
Matnx in Secton Four
Resource E)
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Degree to which jobs promote Job diagnostic survey. A surves
ownership and initiative that assesses how involving indi
vidual jobs are. It mates johs on
five dimensions
1. Skill viriety — the variety ol
skills an employes uses on
the job

e

Task dentity — the extent

to which the job produces 4

“whole" identifable output

3. Task significance — the jobr's
perceived imponance

o AUIonomy — the amount of
discretion that the job allows
an employee

5 Itrinsi feodback — the

extent to which the jobs itself

provides indicators of how

well the employee has done

(Based on a public-domain
survey cresdted by Hackman and

Oldham [1980].)

After analyzing the human structures and support systems, the work group
will reach agreement on

* Who needs to be included in the ongoing process of job design

* What the group needs control over to provide its products or
services

* Misalignments between the responsibility and authority levels of
members

* Coordination problems in the process
* Skills and incentive deficits in the group

* Job design factors affecting the process

The highest-impact problems to solve
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‘
For More Information

Beckhard, R and Harris, R T. Organtzational Transitions Managing
Complex Change (Reading, Mass Addison-Wesley, 1987) Chapter 4,
“The Change Process: Why Change? describes how to define the
importance and urgency of forces driving the change (pp. 29-44).
Chapter 5, "Defining the Future State,” describes how 10 identify the
ultimate goal of change as well as midpoint goals (pp. 45-56). Cha
0. "Assessing the Present,” describes how to define the present stte
and determine readiness for change (pp. 57-70) Chaprer 10,
“Commitment Planning and Strategies,” in the Responsibiliry Charting
section, describes the responsibility-charting process you will use in
this chapter (pp. 104-113)

Galbrauth, |. R. Organization Design (Reading, Mass. Addison-Wesley,
1977). Describes how to select coordination mechanisms based on the
information-processing requirements of the task (pp. 174-184).

Hackman, |. R and Oldham, G. R. Work Redesign (Reading, Mass
Addison-Wesley, 1980) Chapter 4. "Motivation through the Design of
Work,” describes principles of job design (pp. 71-98), Chapter 3,
"Diagnosing Work Systems,* describes how 1o assess existing jobs and
provides norms for the job diagnostic survey (pp. 99-129),

Hanna, D, p Desigrung Organizations Jor High Performance (Reading,
Mass.: Addison-Wesley, 1988) Chapter 2. “An Organization
Performuance Model.” and Chapter 3, “The Assessment Process.”
describe the assessment process (specifically, pp. 45-91)

Lawler. E E The tltimate Advantage (San Francisco. Jossey-Bass, 1992),
Chapeer 2, “Chousing the Right Management Style,” explains how 1o
select appropriate design components for the business strategy, envi-
ronment, work process or technology, and labor force (pp. 25-48),

Lytle, W. O. Socio-Technical Systems Analysis and Destgn Guide Jfor
Linear Work (Plainfield. N1 Block Petrella Weishord. 1991). Pan 2,
“Analysis of the Business Environment” Part 3, “Technical System
Analysis™, Pant 4, *Social System Anulysis™; and Par 5, “Summary of
Analyses”; describe, in detail. how to complete this same kind of
analysis for an entire business or business division (pp. 5-08)

Miller, L. M. and Howard, 1. Managing Quality Through Teams (Adanta:
Miller Consulting Group, 1991). Chapter 3, ‘Managing the Process,” de-
scribes how to map out work flow. analyze cycle time, and identify
critical information about variances (pp. 43-66). Chapter 9, “The
Problem Solving Model,” describes how 1o identify problems and find
causes (pp. 145~159)

Mohrman, S A. and Cummings, T G Self-Designing Organtzations
(Reading, Mass. Addison-Wesley, 1989) Chapter 6. “Diagnosing,”
describes how o identify gaps between the current and desired situa-
tion (pp. 67-84)
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Identify and Orient Outsiders Who Might Be
Affected by Structural Change

of this This procedure asks the current work group 1o identify those outside the
work group who might be affected by changes to its work process, and
the ways in which they might be affected. Those outsiders will then be ori-
ened 1o the findings 1o date and asked 1o participate in future design
wirk.

to use this After the existing technical process has been analyzed, the work group
can readily identify others who are involved in the work it does. Those
other individuals need to be considered in any structural changes the
work group plans on making if the new process is to function properly,
Therefore, this procedure specifies who needs to be involved before pro-
ceeding in the design effon

you start I. Review the results of the technical process analysis. In the second
meeting of the entire group. you compared the work process
houndanes 1o the work group's boundaries. Did it look like the
process depends on players from other depanments? If so, the
BOUp’s structure may need 10 change It may need to pre IO Carnes
of the following structural changes

* Expund o include participants in the process that are curently
outside the work Rroupy, these people would repon 10 the wark
group’s manager in either a direct-line or a dotted-line relation-
ship. (A dotted-line relationship is one in which an employee is
daing work for 4 manager who does nor write his or her per-
formance appraisal The munager is nof the employes's Prinary
manager )

* Assign 3 process manager to oversee the entire process. This
manager woulkd establish each employee's contribution 1o the
process. Functional managers (including the work group's

manager) would evaluate individual performance by these
Measures

Establish a matrix structure so thar each person who works

on the process reports both to 4 functional muanager and 1o a
process manager or team beadey

1

4. Distribute the findings from Procedure 4 7. Ask group members 1o
review and make a list of individuals outside the work group who
might be affected by structural changes to the process
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What to do

| 2N

0

Conduct 2 meeting with all
members of the work group

Review mismatches between
the work process and the
group’s boundaries

Have members share lists ol
outsiders who will be
affected by changes 1o

the process

. Facilitate the Eroup in

reaching consensus abou
the impact of change on the
Outsiders,

Brainstorm ways w0 get the
constructive participation of
those who might be affected.

Select and apply the strate-
gies that will work best for
cach outsider affected

Hold bricfings for those who
may be affected 1o explain
the design project’s purpose,
the findings to date. the
potential impact of changes
on them, and the potential
benefits of participation

Exhibit 5.1 shows an example of the

Ensure thar consensus remains
about the problems identified in
Procedure 4 7

Create a master list of the
individuals or groups identified

Ask these questions

* How might each indivichual
or group be affected?

* What mught be the impact on
cach person of each possible
structural change? (Refer 10
the list on page 111.)

* Record answers,

Ask how best 10 invalve the
outsiders in

* Briefings about the findings
of the environmental and
technical analyses

* Analysis of the group's
current structure

* Design of a better system

You may hold either one-on-one
or group briefings, depending on
which formuat cument work group
members think will be more
persuasive

outputs of this procedure,
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ibit 5.1 Outsider Identification and Orientation

Is activity can be recorded in 3 number of ways. Normally each member of the group takes infor-
mal notes us the discussion progresses. These notes are then modified and added 10 during the meet-
until finally they are giuthered into some Kind of summary document. The summary could be a
matrix showing customers and other contacts in one column, the kinds and nature of the contacts in
her, and the responses required by the work group in a third. For example

\Customer Service Contacts | Type and Nature ' Response

Retailers Customer complaints Identify problem and
troubleshoot

Distributors Orders Process, negotlate price, and
verify

Such a matrix could show a great deal of detail. In most situations the more the work Rroup can
supply the better

fcontinued on next page)
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&hibft 5. , fconr )

Another valuable expedient is 10 display the

relationships in a simple diagram showing the nat
and direction of information fow
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e the customer contacts have been displayed and agreed upon by the group, it can consider how
ges mught affect the relationships. For example, if the goal were to eliminate, &5 much as they could,
middleman from the cussomer service operation in these displays, the effeas might include these

Change Customer(s) Consequences
Affected
Distributors direct order Distributors 1. Less paperwork
from warchouse 2. Faster response
3. Less hassle
Warehouse . Requires better record keeping
2. Could cause resupply problem
3. Adds derical staff at wareh s
4. Reduces staff in customer service
Retallers direct order from — Management L. Requires new marketing effon aimed
Customer Service 4l getung retallon W Jdeial with prarcemt
company
2. Requires sales staff 10 service retailers
direcily
1 Requires added suppont and sdministeation
of new function
4. Involves added responsibilities for
customer service, troubleshoating, order
processing, el
5. Requires additional customer service
statt and skills
Retailers I, Forces them to deal with new, unfamiliar
SOUrces
2. Reduces their coss
3. Will cause them to deal with higher
volume per order
Distributors I Loss of business

e

Forces them to tum 10 a COMPEULor o
supply equivalent goods

The group would then focus on the ¢ hanges thar affect them directly, For e
Service group would nof work on consequences o managernue
rectly. like roubleshooting retailer problems.

xample, the Customer
nt, but rather those they controlled di-
They might bring in a select group of retall customers
10 brainstorm the consequences listed in the matrix,

s important to document the results of these se

ssions and to begin implementation quickly so the ex-
temal panticipants can ger confirmation thutt the

ir input is being seriously considered and used.
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“Analyze Structures and Human Resource Systems

Purpose of this
procedure

When to use this
procedure

Before you start

This procedure will help the expanded group redch consensus on the
following

o Whar it needs 1o control 1o best produce its products or services

Who has responisibilities throughout the work Process

* Problems reluted to coordination and handoffs in the process

Skill and incentive deficits in the group

These findings set the stage for priofitizing the problems that must be
solved

Your analvsis of structures and human resources systems should follow
your analyses of the environment and the technical process. That's bes
cause group boundaries and other individuals affected by the work
process will have been identified. Those individuals can now be involved
in the last steps of analysis, and throughout the design phase

1. Review the results of the technical analysis with the entire group

2. Prepare copies of the completed relationship map and variance

analysis worksheet from Chapter 4, Procedures 4.2 and 4.7

3. Distribute to the entire work group a list of the principles of work
group and job design. Ask them to read these principles and high-
light principles that seem 1o be missing or violated in their existing

wark group and job composition. Ask them o bning their high-
lighted list to the problem-finding meetings for the entire work

group,
L Infurm participants what this meeting will accomplish

5. Assemble working materials, including a lange blank surface (e.g.,
a large whiteboard or large Mipchart) and colored markers

6. Develop a timetable to complete this activity
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What to do

| L

Review with newcomers the

mismatches between process

and group boundanes.

Facilitate the group in
reaching consensus about
whar the group needs 1o
control to produce its
products or services

Facilitate the group in wden-
tifving who's responsible
for each step in the work
process and in finding mis-
mutches between authority
and responsibility

On the relationship map devel
oped during the technical process
analysis, Procedure 4.7, highlight
places where the work process
crosses boundaries from the work
group o other Rroups of
th:p.lmm:nb

Do nat try 1o reach consensus,
just yet, on bow to add needed
sieps or skills. (You will discuss
these things in the design stage )

Ask the group what it should add
to control the quality, quantity,
consistency, and timeliness of its
ph-l\u!\ and services

* What additional steps in the

work flow should the work
group include?

o What additional specialized
skills does the group need o
include?

Ask the group what things it cur
rently does that do nor contribute
10 1S products or services

Complete a responsibility chan
(See instrucuons and worksheet
in Section Four, Resource D))

Copv the chant onto the Lirge
working surfuce and then Hll it in

Find problems with the existing
distribution of responsibilisy and

authority. Highlight
* Steps in which more than one
person has responsibility
* Steps in which the person
who is responsible for tking

action does nof have the uu-
thonty 1o decide what to do

Record and manuin these
findings

(continued on next page
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4. Facilitate the Lroup in On the relationship map, locate
linding any coordination the places where handoifs occur.
problems. (Based on Tay List these places.

Galbraith's 19771 guidelines

2 ) Compare the above list 1o the
pp. 174-84,

variances listed on the variance
amalysis worksheer. List handoffs
that seem related 1o variances
These are coordination problems,

Cutegonize the type of coording-
fion that occurs at each problem
point as:

* Rules and methods
* Management decisions

* Contact berween managers
whose areas are involved

Direct contact between
“doers” in areas involved

* Matrix work Rroups

Highlight areas with cc mplex or
unpredictable coordination

5. Facilitate the group in fing- Complete a skills and incentive
ing any skill and incentive manx. (See instructions and
deficits. worksheet in Section Fous

Resource E)

Copy the matrix onto 4 Large
working surface and then fill it in

Ask the group to find skill
deficits. Highlight missing skills

Son mussing skills into those for
which adequate training, job aids
or apprenticeships are and are
not available

Find incentive deficits Highlighn

skills for which there s no
reward or punishment

Son skills with incentive deficits

into skills for which incentives
are and are not critieal

Exhibit 5.2 shows a sample of a partially completed responsibility chart for
4 customer service work group. Exhibit 5.2.1 shows an example of the
types of weaknesses that can be found using the matrix
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Exhibit 5.2 Responsibility Chart

Overall Task

-

Order processing

Troubleshooting

-

customer complamnts

Performances

Tuklng order from distributor

Transmitting order 1o Shipping

Verifying order

Documentating the transaction

Informing distributor of ship
date/time and ETA

Assigning CSR 1o solve problem

E.suhus}ung company liability

Person Responsible

Customer Service Representative
(CSR)

SR

Shipping
' CSR and Shipping
! CSR;

Customer Service Supervisor (CSS)

CSS and Legal Departiment

B - N Documenting customer’s CSR N N |
- allegations
Resolving problem, if possible, CSR
immedurtely
Refermng 1o appropriate company. | csi .
R | department/ personnel N
Tracking progress of problem ()
solution
—_ - — — —_ -
Exhibit 5.2.1 Skills and Incentive Matrix
ProcessiStep Skills Required | CSRs have skills? What happens?
Yes Rewarded | Punished
Talk to customer Telephone skills v 4
about arder or Ability 1o interpret v/ 4
problem company policy
Troubleshoot Define problem Not sure v
customer problem Solve problem Not sure J/ v/
1O customer’s
sansfaction
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m&amine Job Designs

Purpose of this
procedure

When to use this
procedure

Before you start

What to do

This procedure allows you to compare what the work group’s manager and
the group members think about the individual jobs in the work process.
You can then identify various weaknesses in current job design

Once skill and incentive deficits are found. vou should then determine the
extent that these impact individual johs

I Ask the group’s manager 1o locate job descriptions and selection cri-

teria for each job within the work group. (These can be informal
and rough )

te

Ask the group to review principles of work group and job design,

-~

Lopy Hackman and Oldham's (1980) job diagnostic survey und dis-
tribute to the group members

4. Develop a timetable to complete this activity

I Have the group’s manager Ask him or her to list all
compire his or her job de- differences
scriptions and selection
criteria 10 the skills matnx
generated m Procedure 5.2

Have each member complete
4 JOob diignostic survey

3. Score the surveys and review  Together with the manuger, list
the results with the work which of the lollowing areas are
RTOUP's manager. weak for each job

o Skill variety — the variety of
skills an employee uses

® Task identity — the extent 10
which the job produces a
‘whaole™ identiftable output

* Task significance — the job's
perceived importance
* Autonomy — how much

discretion the job gives the
employese

* Intrinsic feedback —how
much the job nself indicates
an employee's performance

Exhibit 5.3 shows an example of types of weaknesses

116

SECTION TWO




variety

identity

Tusk significance

i Critical. Without it

lob_l Phone skills

Manager Comments
Great deal of van-
ety, not ondy m the
skills needed but in
which ones are
usedd with each
CUSTOmET: voice
and diction, use of
the Linguage. ques-
tioning technigues,
listening tech-
nigques, and use of
judlgment to con.
sider how to clas
sify customer

wants needs

Work can become
sloppy, panticularty
ut shift end Even
our best e lplt'
often miss an op-
portunity or fail 10
understand what
the customes
wants

a4 person can't dao
the job

Job 2: Troubleshoot

Not much vanery,

do and say virtually

the same thing 10
each customer.

Must concentrate o

avord baredom

Too many excep-
thons to the mle
What we shoald
have is the ability
10 decide what to
do for each cus-
tomes. Wee really
don’t do as much

as we conld do as

well as we should

Critical. We must

be able to use the
phone well

Faurly well defined
but there is variety
Must use proce-
dure well to ensure
customer satisfac-
Hhon

;‘f sOome reason
our people treat

thus Proscess as i 0
wure heunstic
They don't use the
sieps in the order
Biven. As a rosult,
the process mkes
100 long and
crixies customer
sanstacuon

Critical. Bath com:-
pany and cus-
tomers depend on
the CSR to do this
well

ibit 5.3 Job Weaknesses Chart: Anticipated Weaknesses,
Customer Service

-

—

Work Group Commensy

R

Have ta 'wln; n
with most cus
tomers since
puidelines don'
work well with
individuals. Have
to think on our fess
— (O Seat

| e

The procedie
doesn't work, The
Poamieboffo won tome
clumsy and other
depanments are pes
luctant dbout get-
ung mvolved. As @
consequence we
have to run from
one place o an-
other asking for fa-
vors. When it looks
like we've gin ‘
everything in line
the supervisor ’
tikes over and fin-
ishes the job

[ Very imporctunt.

About the anly
WAy Customers can
Ret satisfaction

(continued on next page)
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EXhibit 5.3 tcont

Areas

Autonomy

Intrinsic feedhack

Job 1: Phone skills

Manager Comments
Yes. When CSRs
starnt o tulk to a
customer, they
musl openite

alone. What thesy
chouse to say is up
1o them (given they
are within com-
pany guidelines )

Very hagh
Lustomers say
what they fewl Is
Rood or bad

Work Group Comments

Depends on CSR
Some have a su
pervisor listening
all the time, neves
know when the
supe Gsnoop) will
intermupt with a
Comment

Most feedback
from customess s
negative. Llsually
they din't com-
ment on our tele
phone skills unless
they have some-
thing bad to say

Job 2: Troubleshoot

Manager Comments

At imes. 11 the
ouble 18 minor of
casily cotrectecd
(SR does it Other
umes they cull for
SUPCIVISOr OF tan-
ager 10 suppon

Not only what the
Customer says but
the paperwork
documenting cach
problem addressed

Must always bring
in supervisor, §
usually tikes ov

Guarbage from cuse
lOmers, supcervisor
tikes the cus-
omer’s side

So-called unecdiol
record is i furce.
We usually muke
them up at the end
ol the shift
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Prioritize Problems

This procedure has the entire work group come fuce-to-face witli the prob-
lems discovered in its process und its jobs. The group &5 then asked 0 use
the results from the previous procedures to prioritize which problems to
salve in order 10 have the greatest impact on meeting its outcomes

This Is the last procedure in the analysis phase. It relies on the results of
the previous work 1o focus the design effort on the areas of greatest value
1o the process’s improvement

L. Review the group’s desired outcomes ( Procedure 2. 1) and its goals
und objectives from the environmental analysis (Procedure 3.2)

)

Make copies for the group members of the problems identified in
the technical process analysis and throughout Procedures 5.1 1o 53

3. Compile the membens’ lists of the prnciples of process, wotk Broup,
and job design that are missing or violated in the current sysiem,

I. Ask the RIoup’s manager to Facilimate lmited disovisnion on
share the “ahas® found in re-  these “ahas” with the group
viewing results of the survey,  members

2. Using previous results, iden-
tify significant problems in Ask, discuss, and record answers
the process to the following questions

* How near to the line of ac-
ton Jdo coordination and

decision making occur?

* How seamless and timely are
process handolis?

* How effective are existing se-
lection, training, and reward
practices? Do they

—Select people with
appropriate skills?

—Train and develop peo-
ple enough 1o create
flexibility and the ability
to troubleshoor

— Reward appropriately?

* Do the vilues and norms of
the manager and the work
Broup reward progress?

(conttnued on next page)
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3. Review the problem lists
developed for the analysis of
the technical process and for
that of the human structures
and systems

4 Review the principles of
process. work group, and joh
design that seem to be miss-
Ng or violated in the current

system
5. Discuss how these problems  See the *Before YOu stant” section
and poor designs impact the  of this procedure
Sroup’s desired outcomes
Roals, und objectives
0. Rank the problems. Ask these questions

* Which problems have the
Breatest impact on desined
outcomes, goals, and objec
Hves?

* Which problems matter most
1O Customery?

* Which problems does the
work group (of manager)
have the authority and re-
sources to change?

¢ Which problems can the
work group (or manager) pet
the authority and res UTCE
to change?
Distill the entire list of
problems down to 4 sho.
ened st of 4 tionable,

high-impact items (o resolve

Exhibit 5.4 shows 4 sample of the problems tha might be uncovered as
a result of this procedune
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bit 5.4 Problem Definition

Statement impact  Importance
to Customer
pervisors interfere H H
th CSR autonomy
pervisors listen in M L
N CSR conversations
B CUstomers
hout CSR's
pwledge.
hleshoating M H
poedure is imper-
and clumsy,
ecl tO use
pb hus very linle M L
’ intrinsic
seciback
anager doesn't seem H M

i be well informed
about day-to-clay
oy nons
LASIOmer Service.

H = high
1 = medium

L= low

M

Probability
Company
Can Change

Comments/

Overall Priority

Can change
internally if jobs
remain the same
"

M

Tl and skaills
to design and

develop aren't
Promssexed ey

nally H
|

M
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Goal Design: Matching Work

Group Goals to Environmental
““““ Demands

Since completing its initial definition of desired outcomes, the group has
leamed more about its customers and work environment, Go wip memben
have probably also thought more deeply about what it takes to create
the product or service from both technical and human perspectives
Consequently, your role now is 1o help the group members INCOTpoTate

this richer. deeper vision of their desired outcomes into measurable goals

of this Just as in Procedure 2 1, “Define Desired Outcomes.” the purpose ol this
chapter is 10 help the manager and work group envision what they want
for the future. In this chapter, the group will answer these fundamental
ueshions

* What business results should we be achieving?

* What customers should we serve?

What products and services should we offer each customer?

* From our customers” perspective. what does 1 quality product or
service look like?

* From a work group member’s perspective, what quality of work life
level is needed o produce quality products or services?

How will we measure how close we're coming (0 our desired
outcomes?

Again, your role is 1o help them see their work process 4t its best. Aftes
they've captured this vision, they'll trunsbate it into goals, Then you'll guide
the group into making a transition from the expansive thinking they ve
used for their brainstorming to the practical nitty-gritty thinking they'll
need to define measures 1o help reach their goals. You'll ask them to find
wiys to keep score on the things that really maner
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How is this chapter

organized? f
® Set design goals Procedure 6.1 — Set Goals for
* Reassess the processes the Design
chosen for design,
* Define business results
* Determine appropriate
measires
* ldentify desired quality of
work life
* Decide if the design should Procedure 6.2 — Determine the
—Receive fine-tuning Scope of the Design
—Imitate another group'’s
design
— Be started from scratch
Results The group has set goals, established measures 10 track its progress, and
agreed on the scope of the design. Once the group members have se
their sights on where they want to RO, they can design the route to get
them there. In the next chapter they will design the technical route that
will lead them to their destination
e =
For More Information
Chang. R Y. “Continuous Process Improvement,” Info-Line (published
by the American Society of Training and Development), October 1992,
Explains the tools and steps of process Improvement
Cummings, T and Huse, E. Organtzational Development and Change,
4th ed. (SL Paul, Minn.. West, 1989)
Galbraith, | R Organization Design (Reading. Mass_: Addison-Wesley
1977), pp. 174-184. Describes how to select coordination mechanisms
based on the information processing requirements of the task
Goal'QPC. The Memory Jogger- A Pocket Guide of Tools for Continuous
Improvement (Methuen, Mass, 1985) Explains the 1wols and steps of
process improvement
Hackman, | R and Oldham, G. R. Work Redesign (Reading Mass,
Addison-Wesley, 1980) Chapter 6, “Creating and Supporting Enriched
Work.™ provides recommendations for designing more involving jobs
(pp. 130-158%)
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Hammer. M and Champy, | Reengineering the Corporation (New York
Harper Business, 1993). Chapter 3, “Rethinking Business Processes”
describes principles of process design (pp. 50-04). Chapter 4, “The
New World of Work,” describes prnciples of work design (pp. 65-K1
Chapter 7, “The Hunt for Reengineenng Opportunities,” describes how
to decide which processes 1o design (pp. 117-133) Chapter B, “The
Expenience of Process Redesign,* describwes, in peneral. how to design
processes (pp. 134-147)

Hanna, D P Desyning Orpanizations Jor High H-rji:rmmu.‘utRmdmg.
Mass.: Addison Wiesley, 1088) Chapter 4, “The Design Process™: aid
Chapter 5, “Approaches to Specific Design Issues,” describe the design
prixess (pp. 92-157).

Harbour. | I “Improving Work Processes Performeance and
Mnstruction, February 1993, PP 5-10. Provides principles of process
design and explains how 1o IMProve processes

Lawler. E E 7he Ultimate Advantage (San Francisco. Jossey-Baxs 1902)
Chapter 4, “Identify Work Design Alternatives™ and Chapter 5

Develop Involving Work expliin how to design work groups and
ohs (pp 77=121) (fh.![)lt‘f 7, "Pay the Pemson, Not the Job. " and
Chapter 8, “Reward Performance. explain compensation and reward
Strategies (pp. 144-201) Chapter 9, “Promote Open Information
Channels.” describyes goals of high-involvement information aysLCIng
(pp. 205-224) Chapter 10, “Establish High-Involvement Management
Practices.” describes high-involvement human resc WITCes sysiems
(pp. 225-253)

Lytle, W. O, Sacio-Technical Systems Analysts and Destgn Guide for
Linear Work (Plainfield NJ. Block Petrella Weisbord. 1991) Part 6,
“The New Organization Design,” descnbes how to design a work
System (pp. 99-144)

Miller, L M and Howard 1. Managing Quality Through Teams ( Atlantu
Miller Consulting Group, 1991) Chapter 3, "Manuging the Process,” de-
scribes how to improve processes (pp. 43-66) Chapter 4,
Scorekeeping for Sell-Management,” descrilyes how o select petfor-
mance measures (pp. 67-84). Chapter 12, "Managing Human
Performance.” describyes how 1o form a performance management
system (pp. 199-222)

Mohrmuan, S A, and Cummings, T, G Self-Designing Organtzations
(Reading, Muss.: Addison-Wesley 1989), Chapter 7, “Approaches o
Designing”; and Chapter 8, “Guidelines for Designing ™ describe how

10 esublish the design’s sope and how 1o design o ngruent clements
(pp. B7=1(4)
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Purpose of this

Set Goals for the Design

Using the rich data from the analysis phase, the Broup 1s ready o set i

gadls for the future. The Roals it sets as a collective will be measurable a
will directly reflect its chosen outcomes

Having completed the procedures in the analysis phuse, the gn nip she

goals for the n
ROUIS can be more readily developed after 1
specific problems have been identified in the current System

now have a solid o« Hlection of data on which 1o set its

The group’s desired outcomes (Procedure 2.1)
* Business environment matrix (Procedure 3.2)

* The revised goals and objectives for the work process to be
designed (Procedure 32)

<. Distribute the information listed above 10 the expanded group (the
work group members, their managet, and those who will be influ-
enced by potential structural changes). Ask them wo highlight areas

that they'd like 1o change and bring this information with them to
the design g« wl-setting meeting

3. Have the work gn ups manager list the parameters within which
the design goals must fall Parameters could include things like

* The internal or external customers the RIOup must serve

¢ Lstomer requirements of the pProducts or services the group

*  Business rategies and objectives the RrOup must support

Noanegotiable resource ltmitations

1. Prepare for 2 brainstorming meeling. Create an activity that gets the
BIOUp 10 visualize what success will look like one to two years into

procedure
When to use this
procedure
system. Additionally, the

Before you start L Retrieve and review

Ll

produces
-
the future

16 SECTION TWO




1o do

. Have pamcipants imagine Ask them to describe what
they have accomplished they're producing and what the
everything they hoped for work process looks. sounds, and

and are supporing the omga teels like
nizaton’s business strategy

I

Review their initial goals and  Ask these questions

the: other information you ¢ Whitt business results should

distnbuted in the “Before vou achieve?

VO stant”™ section :
® What customer groups do

VORI Want to serves?

e What products and/or ser-
vices do you want 1o provide
for cach customer s growgy

3. 1 the group analyzed more Select the processies) that

than one process, ask them o Are ledast effective and offi.

clent at producing needed

business resuls

Lo reassess which processies)

they will design

e Have 1he Breatest (et

on external customer
satisfaction

* Provide the best balance of
potential payolf and success
4. Have the group define Ask these gquestions:
desired business results for * From our customers’ per-
their selected processes over spective, what does a qualiny

the next year to two procduct or service look like?

* What customer requirements
Jo you anpcipate for the

future?

* What competitive advantage
tor unique selling position)
do you want your products
and services 10 have com-
pared to our competiton?

fcontinued on next page )
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5. Have the group determine Ask the group which of the
critenia 1o use 1o evaluate following provide an appropriate
how well they achieve their measure of their sucoess
business results * Output

e (ot

* Sules

e Prolits

* Market share

* Customer satisfaction
o Ouulity

o Cycle time

o Wiste

sk what level of cach selected
measure they hope to reach

0. Using lindings from the Ask these questions
analysis phase, have the
Rroup targer quality of waork
life that will best support the

* How quickly and how often
must you change vour work
routines 1o respond 1o your

desired business results over CUSOMETS?

the next year or two
* How complex is your work

and the technology you use
o do ir?

e How interdependent are
the parts that you each con-
tribute 10 vour collective
pre wIUCts or services?

* How strong are your growth
needs? How long van you
do an average job within this
work group without becom-

ing bored?
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7. Have the group determine
criteria to use 10 evalwite
what extent they reached
their targeted quality of
work life outcomes

8. Have the group reconcile
any conflicts between the
quality of work life they de-
sire and the quality of work
life the above factors seem
to indicate is attainable

9. Compare the desired
business results and desired
quality of work life with the
pamameters the manager
compiled before the
meeting

10. Set goals for the new design
using the above information.

Ask which of the following arcas
provide an approprate measure
ol the quality of their work life

¢ Productivity

* Indvidual and/or team
perdormance as appraisals

* Skill growth

* Absenteeism, tumover,
Krevances

¢ Job satisfaction as measured
on the Job Diagnostic Survey

¢ Perceptions about how well
actual patterns of behavior
align with desired values
(Crnteria basod on recom
mendations by Cummings
and Huse [1989), Cross

11993), amd Lynoh L1991

Ask what level of each selected
measure they hope to reach

In cases of conflicting outcomes,
ask the group to reach agreement
on which outcome is most sup-
portive of their desired business
results,

List any conflicts.

Negotiate changes to parameters
Or oulcomes 1o reconcile
conflicts

Exhibit 6.1 shows a flowchan of this procedure
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Exhibit 6.1 Set Design Goals Flowchart

1
@ Soecily product
o wervics for

1
Sedect
product/service Define -
© modify or
EE )
1
|
Specify Decide how %o
businmis reauity mecure success
|
A
idontify torget
customen Appropricied
| R,
Define GWL o
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Verify the Scope of Design

This procedure will help you determine what level of design topursue
The design can range from minor changes (0 mdical change

After you have analyzed the existing system and set your goals for de

SN, you are ready to verify the scope of the design effon

I Review the findings from the analysis pluse

L]

Review the godls from Procedure 6.1

3 I possible, refer to Mohrman and Cummings's recommendations in
Self-Designing Organizations (1989, pp. 94-98). which these stepw

are based on

Determine if the existing design
meets most of the group's antici-
pated uture needs, but could be
mproved

If the exastng design 1s not a
good fit with its environment, de-
termine if there s another work
group facmg similar demands
that has developed an appropri-
ate design

[f there is no model design 1o
refer to from another work group
facing similar demands, proceed
with a complete design stanting
from ground zero

Focus on fine mng the current

design. (The risk here s that this

can Jead wea Tguick s mentaliny

and fail o bring about significan:
change )

Focus on imitating the exemplary
group’s design. CThis may lessen
the risks associsted with innova-
ton, but, it may not be as appro-
preute as it appears. It may also
lead designers to focus on 4 pro-
gram, rather than on their own
process

Start with a clean slate and aim
for innovation rather than incre-
mental change. (The risk is that
fundamental change typically
encounters significant resistance
Stakeholders who haven't been a
part of the design process may
reject the design )

Exhibit 6.2 shows a decision table for choosing a design process
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Exhibit 6.2 Choosing a Design Process

Existing design
meets most of work
BIOup’s anticipared
future needs

Existing design is
not a good fit with
iS5 environment and
another group has
developed an ap-
propriate design

Existing design is
not a good fit and
there are not exemns.
plars 1o imitate

Fine-tune Current
design

Imitate the eXem-

plary group’s
design

sart with 4 clean
slate. Aim for inneo-
vanon rither than
ncremental change

Can lead 10 4
"quick-fix”
mentality; might fail
to bang about
lasting change

Muy lessen risk
Associated with
innovaton but may
not be as apprc -
ate as it appears
May also lead 1o
focus on progrim
rather than on
process,

Fundamental
change typically
meets with stiff
resistunce. Stake
holders who havent
contributed 1o
design may refect it
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Technical Process Design: Building
Speed, Focus, and Integration
into the Flow of Work

The work group is now ready to design a lean. unfragmented technical
process 1o meel customer needs and the group's goals. You'll recall that
the technical process consists of the

* Work flow
* Information flow

* Product or service specificavions. (In contrast o goals for the pro-
uct o service, specilications are more detalled and include interim

measures throughout the process. )

A lean, unfragmented rechnical process is one that takes the most direct
path from customer need to need-satisfying product or service. This
requires streamlining, simplifying, and errarprooling the process — in
general, busting bureaucracy wherever it rears its ugly head and hreak.
ing out of the rut of old habits and assumptions

An example of 4 process that overcomes old assumptions is one in which
customers or suppliers take over responsihility for activities they can oo
cheaper, better, or faster than the work group itself, For instance, in some
restaurants customers make up their own salads and draw their own bey-
erages. Hammer und Champy (1993) give the example of Wal-Mart trans-
fermng its inventory replenishment function to its supplicrs. Both of thiese
are examples of violating assumptions about onganizational boundaries.

In designing @ technical process, the wark group will first Identify exist-
Ing rules and assumptions that place constraints on the current process
Next the group will map out a vanety of different Processes to meet cus-
fomer requirements. as i none of those constraints existed. The more al-
ternatives it considers, the more robust the ultimate design will become

Once the team has generated multiple alternative processes. it should
reconcile the new processes with the existing assumptions only if it’s im-
Passible to eliminate or work around those dssumptions. The more imagi-
native the team, the better it will be at overcoming the assumpuons that
hamstring the current system

In this chapter, the work group will answer these questions

* Whar's the most efficient and effective way to create out products
and services?

* How can we measure how well we'ne stay g on track along the wayv?

CHAPTER SEVEN 133



How is this chapter
organized?

[dentify assumptions that
might be constraining the
group in producing its
products or services

* ldentify ways to challenge
and overcome those
dssumprions

* Draft alternative work flows

* Design a new work flow

* Eliminare non-value adding
activities and causes of
varnance in 'h&' nesw Process

¢ Anticipate bamiers to the new
Process

* Set specifications and
measures for vanous
components in the work
process

¢ Develop a new information
flow to support the process

Procedure 7.1 — Challenge
Assumptions and Map Alternative
Work Flows

Procedure 7.2 — Design a New
Work Flow

Procedure 7.3 — Finalize the
Technical Design
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3

The technical design process consists of three sets of mectings with the
expanded work group. The table below explains their sequience and
PuTrpOses

Expanded First sed Ll
work group

SUNK existing assumptions
and brainstorming ways 1o
challenge them

* Mapping out a variety of
work flows

* Determining the best features
of cach akemative

Second st Reaching consensus on 4 single
alternative work flow that inte-
grates what the group likes best
about the aliernanves generated
N the first set of mectings

Third set Creating supponting physical
work flow and information flow
stanchiuds und mouses

Each set can consist of from one to several meetings, depending o

® The amount of time pamcipants can devote 1o cach meeting

* The complexity of the process
* The extent of experience the members have

® The extent 1o which they agree abour how work gets dione

In designing the technical process, the Rroup will denify

® The work flow needed 10 meet its Roals most effectively and
efficiently

* The information flow needed 10 support the work flow

and facilitate
decision making

*® The process measures it will use 1o venty that its goals are being
met
Once the group has designed the technical process,

it can design a
congruent human structure and the ay

propriate SUPPOT systems
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For More Information

Chang, R. Y. “Continuous Process Improvement” Info-Line (published

the Amencan Society of Training and Devel pment), October 1992,

Explains the tools and steps of process improvement

Galbruith, | R Organtzation I Jesign (Reading, Muass - Addis m-Wesley,
1977} Describes how 1o select coordination mechanisms
Informution processing requirements of the tsk (pp. 174-184)

Goal/QPC. The Memory Jogger A Pocket Guide of Tools for Contin
Improvement (Methuen. Mass,
process improvement,

based on

1988). Explains the tools and steps

Hanna, D. P. Designing Crganizations for High Performance (Read
Mass.: Addison-Wesley, 1988) Chapter 4, “The Design Process,” and
Chupter S, “"Approaches 1o Specific Design Issues.” describe the
process (pp, 92-157)

Hammer, M. and Champy, | Reengineering the Corporation (New Ye
Harper Business, 1993), Chapter 3 ‘Rethinking Business Processes™
describes principles of process design (pp. S0-64), Chapter 4, “The
New World of Work,” describes pring iples of work design (pp
Chupter 7 “The Hunt for Reengineenng Oppornunities.” describes
to decide which processes o design (pp. 117-133); Chapter 8, “The |
Experience of Process Redesign,” describes. in general
processes (pp. 134-147)

Harbour, | L “Improving Work Processes Performance and
Instruction, February 1993 P, 510 Prov

how to desi

ies principles of process
design and explains how to improve processes

Kummiler, G- A, and Brache. A. P fmproving Performance (San

Francisco: Jossey-Bass. 1990) Chapter 10, “Improving and Managing

the Processes of the Organization,” describes how 1o design prog
(pp. 115-139)
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Challenge Assumptions and Map Alternative
Work Flows

When the work group looked at its desired outcomes and started 1o set
its goals, it began looking toward an ideal future. But during analysis
group members often think of simply modifying “the way things have al-
ways been done.” Now's the time to break free of “the way things have
always been done.”

This procedure allows the group to surface past assumptions. challenge
them, and generate altematives,

The work group will wani 1o challenge its assumptions abaut the current
technicil process and generate alternative work Nows after it has analyzed
the current process, set its gols, and drafted possibilities for the future
In addmon. it 15 often a good practice to perform this activity on a regu
Lar basis thereafter w Keep the Rroup in a state of growth

1. Locate the documentation from the technical process anilysis

e Work-flow chan * Physical work-flow dfagram
* Relationship map * Cycle time analysis
* Information-flow chan o Vanance analysis

(Section Two, Chaprer 4)

L]

Locate the list of group goals for the design (Section Toes, Chinpeer 61

L]

Circle or highlight items from the above documentation that relare
to the work processies) the group will be designing

3. Ask an information-systems professional or other PIOCess expert ta
in the group for its technical design meetings. Brief lim or her on
the above information

1. List examples of current assumptions that limit the process Consider
assumptions about

*  What must be done to create the product or service
*  Whodoes each step

e When it is done

e Where it is done

e How it s done

o Whyit is done

Ask the expanded group o retrieve and review the principles of
process design before the meeting. Prepare a poster-size copy of the
principles to post during the meeting

6. Secure matertals, including a flip chan and markers

Develop a timetable 1o complete the procedure
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What to do

I Conduct a meeting with the Record answers for each step
expanded group to identify below
assumptions that might be
constriining them in produc-
ing their products or services

Ask them to consider
assumptions about

* What must be done to crea
the product or service

* Who does each step
o When it Is done
* Where it is done

* How it 18 done

Why it s done

(To “pnme the pump,” share a
few of the examples that you
listed in “Before you start. )

()

Create u corresponding list
with the group of ways to
overcome these assumptions

3. Determine which ways of Divide 1ip chan pages into two
overcoming the assumptions  columns and list assumptions in
would improve the work the left column and correspond-
flow and be appropriate ing ways to overcome them in
apply to the process the nght column

After you've finished creating the
lists. ask these questions

* Which of these ways to
overcome assumptions
would improve the work
flow or results?

* Which are appropriate to
apply 1o the work process?
* Which can we do internally

without help from other
Rroups?

Highlight and record the group’s
selections
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4. Map alternative work flows

3. Fine-tune the Rowchans

0. Determine the best features
of each pair's design

Determine the best ways 1o
synthesize the alternatives
into a single work-flow
chant

8. Develop a first-draft diagram
of the synthesized flowchar.

Divide the group into pairs

Ask cach pair to create and flow-
chant the simplest work flow that
would produce their product or
service

Ask them 1o incorporate the ways
of overcoming assumptions that
they histed in the previous step.
Ask the information-systems pro-
fessional o Proscess expert o
arculate around the room and get
the “big picture” of how the group
wants the process 10 wark. Only
when a pair seems stuck should
he or she make suggestions.

Ask the pales 1o revise thekls Bow
charts based on the principles of
process design.

Reassemble the group and have
each pair present its flowcharn

Ask the group to discuss what i

likes best about each design

Under each flowchan. record
what the group likes best
Discuss and record the group's
ideas for this synthesis.

Ask for a volunteer to work with
the process expen to sketch a
dmaft diagram of this flowcharn

Have these two individuals repro-
duce each step of the flowcharn
on a large self-stick note and
sequence the steps on a flip chan
for the next meeting.

Exhibit 7.1 highlighs sample assumptions identified and possible correc-
fve acuons. Exhibit 7.1.1 shows an example of 2 sumple flowchar as an

output of this procedure
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Exhibit 7.1 Work Process Assumptions: Customer Service

Assumptions

SUPEIVISOrs ane an
indispensable purt of the
operation

e business must have
distributors for most of its
products

The forms used and
documentation procedures

arc efhicient and adeguae

fl woour I"N'\'(l‘

'Suggufed

Chalienge

SUPEVISOrS us
they operate at
present may not
e needed

Using distributors
adds 1o the cost
of our products
O OUr Customens
DCC We must
reduce costs 1o
remain competi-
tive, perhaps we
should deal
directly with
retatlers

Transaction
verification and
shipping docu
ments could be
automated and
shared electrony-
cally with
administration
and bookeeping

Possible Actions from Challenge
Assumptions Procedure

1

»
-

0

Eliminate supervisar job
Train CSRs 1o negotiate with customers

Train CSRs to troubleshoot customer
complaints

Take orders from retailers directly.

Ship directly 10 retailers,

- Chunge marketing strategies to suppan

these moves

Increase number of CSRs (hy ten) to
handle increased load

Install new computer database and
software 10 supporn new efforts

Train CSRs 10 use software and deal
directly with retailers

Install new computer database and
software to supporn new efforts,

Train CSRs to use software

Train people in other depantments o use
softwiare
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it 7.1.1 Synthesized Work-Flow Chart
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fcontinued on next page)
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Exhibit 7.1.1  Synthesized Work-Flow Chart /con: |

Fit found
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Design a New Work Flow

Having selected the best features of variouy alternative work flows the

Rroup 5 now ready 1o design a new

and better flow. This procedure al-

lows the group 1o visibly see how the work will flow and then anticipute

barriers that migh impede that flow

Each group member needs 1o provicle
flow. Having had this vppomunity in |

Input into the design of a new work
Procedure 7.1, the Rroup as a whole

will now be able 10 agree on a new design

I Ask group members to bring copies of their findings from the
procedures in Chapter 4 to the meeting,

2. Make sure the volunteer from the work Rroup tfrom Procedure 7,13
and the: informati n-systems professional (o PIOCESS expert) are

prepared for the meeting

Conduct a meeting with the
expanded group
L. Present the first-craft ciagram
of the new work flow

2. Revise the design based on
the principles of process
design

3. Eliminate non-vilye adding
actvities and causes of
virtince

1. Incorporate changes 10 the
design based on Step 3

Record answens for e4ch step
below

Have the volunteer and profes
slonal or expert walk the group

through the new design

Ask the group 10 Identify what
they like about the dessipn

Ask the: group to identify any
changes to make based on the
principles

Distribute the findings abaur
the existing process from the
technical analysis

Ask panticipants 1o review the
findings and sSuggrest how to

* Eliminate non-value adding
dcvities from the cvele time
analysis

* Eliminate common casses
of variances in the existing
process

List, discuss, and reach a consen-
sus on the group's SURZEStOns

Distribute copies of the new
work flow 1o the Kroup members

tcontinued on next Page s
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5. Anucipate potential physical
or logical barriers 1o the new
work flow

0. Before the next meeting, ask

* that the group's manager
negotate o implement
these jdeas

® the group members 1o
translate their goals into
end-product (or service)
specifications and measures

* group members to indicate
on their new process flow-
chart the locations at which
intenm outputs should be
measured for conformance
o specifications

® group members to set the
measures for these critical
imnenm OUIputs

Betore the next meeting, ask
the information-systems pro-
fessional or process expen
to review the new work
process and compare it to
the existing information

Now

Ask the group for ideas about how
to climmate barners through net-
working or sutomating work and
information flow, rearranging
work space, and reassigning
work areas

CEnd of first meeting)

He or she should talk with the
OfRanZation s monmation sys-
fems and facilities depurtments

Refer the group © the gouls it set

Make sure specifications meet
thedr goals, antcipated customer
requirements. and intermal re-
quirements and indistry
stanclards

Measuretnent could ocour when
ever the product or service
changes hands, at key decisions
and interactions (for services), and
at key state-changes (for products)

These measures should: mmimize
second-panty checking und con
wolling; indicate the absence of
these variances identified in the
existing process: and show that
the: interim output met goals. an-
tCipated customer reguirements.,
and industry stundarnds,

Exhibi 7.2 shows 4 sample of the measures for interim outputs of a

CUSIOMET service process
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Exhibit 7.2 Interim-Output Measures
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Procedure 7.3

Purpose of this
procedure

When to use this

Finalize the Technical Design
This procedure puts the finishing touches on the technical design. The
work group will set its specifications and measures for its products and

services and agree on a new information flow to support s process

This procedure should follow the two before it The work group members

procedure will have had the time needed 10 draft their specifications and measures.
The information-systems professional or process expert will have had time
1o review the new work flow in conjunction with the existing informa-
tion flow. And the group's manager will have had the time to negotiate
issues reluted to implementation of the new process
Before you start L. Make sure all participants are prepared with their materils,
2. Ask group members 10 review the information flow, described s
pan of the technical analysis
What to do
Conduct & meeting
L. Have the manager repon on
the status of work space and
automation negotiations
<. Have the group members Fucilitate the discussion and
share the results from their record their decisions
assignments and reach a
consensus on specifications
and assessment measures
3. Using the new work process  Ask the information-systems
design, ask the group 1o professional or process expert to
identify the information review his or her fmtllmb from
inpm.wmtpuu for each sep reviewing the new process and
the existing informanion flow
4 Map a first draft information  Ask him or her to lead the gn np
flow 1o support the new in mapping the finst draft
work process
5 ldentify ways to redirect, List suggestions
streamline, and simplify the o Ask the information-systems
mtf srmation flow 10 mee professional or process
information-flow principles expert 10 incorporate work
(See the principles in Exhibat able suggestions into the
3.) informuation-flow chan
Exhibit 7 3 shows the principles of information flow. and Exhibit 7.3.1
shows a sample informanion flow through a work group
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ibit 7.3  Principles of Information Flow

Information flow should provide
* Indicators of vanances closest to the step where they oceur

* Immediate, easily accessible information and feedback so that
"doers” cun

* Spot and correct variances at their point of origin
* Make decisions or seize opportunities that their tasks present

* Intormation to managers so that they can coordinate eflons across
processes and levels.

* A single customer contact person.
Information flow should &iminate
* Ambiguous or confusing informanon.

* Unnecessary information.

* Unnecessary reconciliation. To cut back on the number of feconcili-
ations, combine related documents such as receipts, invosces, and
purchase orders,
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Exhibit 7.3.1 Information Flow Example
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Human Systems Design: Building
Initiative and Teamwork into Jobs

You'll recall from the analysis phase that the human structures and suppon
systems include

* Structure, lines of authorty. and coordinuation mechunisms
* Job design
* Humun resource sysiems

* Values and norms

Before creating the actual design, more information on these structural
components should prove useful

Structure, lines of authority, coordination mechanisms. T SUpport a
better-coordinated process, emplovees need the information and power to
plan and control their work. Here the group must identify the information,
authority, and coordination mechanisms it neods 1o guide und stoer s
work process

Job design. To support ownership and productivity, jobs must produce
whole products or services or at least discrete. coherent parnts of them (nor
meaningless fragments). To produce o whole product or service within a
less-fragmented work process, jobs usually need to be more comprehen-
sive. These jobs depend on

* Employees who have 4 broader range of skills, including technical,
managerial, administrative, and group process skills

* Managers who have higherdevel management skills. (The more the
work group manages its own work process, the more a4 manager
needs to shift from a classic supervisory role 1o the role of scout
strategist, and resource broker, )
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Purpose of this This chapter provides puidance for designing the human elements of the

chapter

Human resource systems. T, suppon more comprehensive jobs, :
ces and their manager need 10 upgrade their skills. ronically, one of

Most common design failures is the failure 1o provide training in t
new skills. Before redesigning work, onganizations often assume that
in compensate for processes that don't work by providing fraining.
doesn't work. After redesigning work, organizations often assume that &
Rood process will compensate for incompetent performers, This doesn't’
work either! If the new work process will require peaple to do things they
haven't done before., they need miining. Withourt it the work design ef-
fort is doomed. Here the group needs guidance in identifying the skills
needed for each job. A skills inventory will help determine both training
needs and yob selection criteria

Values and norms. 1o, support fast, focused. flexible petformance. the
work group needs feedback and reward systems that reinforce teamwork,
inittative, and adapuability. To create these, the group and ther manager
work together with information and compensation spectalists to design
feedback and reward systems that guide and reinforce progress towards
goals

work process and the jobs within it. You're given a step-by-step approach
to help the group, and each individual within it. determine

® How they and their work should be onganized, directed. and
coordinuted

= How work gets distributed into individual jobs

* How people are selected. trained. evaluted, compensated,
rewiarded. and disciplined

* What gets rewarded (hoth formally and informally), as well as what
people believe ts important

In addition, the group will perform the following steps in the design
r""ll'(‘\"

¢ Address values. norms, and support systems
* Plin ways to improve thelr johs

* Lreate job profiles thar incorporate these improvements
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current authority structure

Identify changes needed for
4 more procluctive process.

Identify steps and specialties
10 add to the work flow

Identify steps and specialties
to add based on prnnaciples of
work group process design
Determine and resolve
coordination problems

Identify potental variances in
the new process

Develop a new responsibulity
chan

Identfy weaknesses in
current johs.

Idenuly job design options
Identify task responsibilities

Define skill requirements and
measures.

Develop job profiles
Determine appropriate
values and norms

Design an information/
feedback system

Design a rewards and
consegquences system

Design selection practices
Determine skill requirements.
Describe ways to develop
skills

Reach consensus on group
compasition, coordination
mechanisms, allocation of
authority, job responsibilities.
skill requirements and
measures. job profiles, infor-
mation/feedback system, and
performance management
system

Procedure 8.1 — Establish the

Manager's Role in the New
System

Procedure 8.2 — Design

SR | o< s s falow s procede:
?

* Discuss limitations of the

Structure, Lines of Authority, and

Coordination Mechanisms

Procvedure B8 4 — Dresign

Improved Jobs

Procedure 8.4 — Design

Selection Criteria and Feedback,

Assessment, and Rewards
Systems

Procedure 8.5 — Design

Selection Practices and Training

Systems

Procedure 8.6 — Finalize the
Human Structures and Suppaort
Systems Design Specifications
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Meetings

Results

A predesign conference and three sets of meetngs are required o design

the human stroctures and suppont systems. The tible below explains their
sequence and purposes

Work group’s First A Predesign conference 1o pre-

manager pare the work group's manager
1o discuss human structures and
distribution of authority with his
or her group

Expanded Second Structure, lines of authority, and

Rroup coordination mechamsms

Expuanded Third Job design

glnu’l

Expanded Fourth Setting design specifications

nre '\lr'

With the design meetings complete. the work group will have created
design specifications that spell out

* The leanest. least-fragmented work flow

¢ The group’s compasition, organized around whole products or

NEEEVICOS

* Multiskilled jobs that integrite planning, decision making, and daing

* Supporting systems, including information, feedback-and-reward.
and human resources systems that enable and rednforce expanded
tob responsibilities and prerogatives
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For More Information

Beckhard, R and Hams, R T. Omganizattonal Transitions: Managmg
Complex Change (Reading, Mass . Addison-Wesley, 1987). Chapeer 10,
in the Responsibility Charting section, describes the responsibility
charting process you will use in this chapter (pp. 104-113)

Chang, R Y. "Continuous Process Improvement.”™ fnfio-Line {published
by the American Society of Training and Development), October 1992
Explains the tools and steps of process improvement

Galbraith, | R Organization Destgn (Reading, Mass . Addison-Wesley,
1977), pp. 174184, Describes how to select coordination mechanisms
based on the information processing requirements of the wask.

Goal/QPC. The Memory jogger: A Focket Guide of TOOIS for Continuous
Improvement (Methuen, Mass., 1988) Explains the toals and steps of
process improvement

Hackman, | R and Oldham, G R Whrk Revlesign (Reading, Mass
Addison-Wesley, 1980). Chapter 6 provides recommendations for
designing more involving jobs (pp. 130-158 )

Hanna, D P Designing Organizations for Hggds Posfirmsnce (Ramding,
Mass: Addison-Wesley, 1988), Chapter 4 and Chapter 3 describe the
design process (pp. 92-157).

Lawler, E E. The Ultimate Advantage (San Francieo. Josscy Bass, 1992).
Chapter 4 and Chapter 5 explain how to design work groups and jobs
(pp. 77=121). Chapter 7 and Chapter 8 explain compensation and
reward strategies (pp. 144-201). Chaprer 9 diescribhes goals of hugh
involvement information systems (pp. 205-224) Chapter 10 describes
high-involvement human resources systems (pp. 225-253).

Lytle, W. O, Socio-Technical Systems Analysis and Destgn Guide for
Linear Work (Plainfield, N 1. Block Petrella Weisbord, 19910, Van o,
“The New Organization Design.” describes how to design 2 work
system (pages 99-144)

Miller, L. M. Destgn for Total Quality (Atlanta: Miller Consulting Group,
1991). Chaprer 5 describes how to design a work process (pp. 105-
151). Chapter 6 describes how 1o determine work group composition
and skill requirements and how to form a performance management
plan (pp. 153-194).

Miller, L. M., and Howard, |. Managing Quality Through Teams (Atlanta:
Miller Consulting Group, 19xx). Chaprer 3 describes how to improve
processes (pp. 43-00). Chapter 4 describes how o select performance
measures (pp. 67-84). Chapter 12 describes how to form a perfor-
mance munagement system (pp. 199-222),
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matablish the Manager’s Role in the New System

Purpose of this
procedure

When to use this
procedure

Before you start

Before the first set of Broup mechings. vou should prepare the work
Rroups manager to discuss structure, lines of authe iy, and coordination
mechunisms with the group. These will probably be sensitive issues One
of the most important reasons why new system designs fail is because
fEnagers resist them. Typically munugers believe the new designs elimis
nate their roles. This s 4 Rooxd reason for resistance! The better yvou can
explain the manager's role in the new system, the Jess resistance you're
likely 1o encounter, The predesign conference will allow you o do that

In designing the technical process, you have helped the gre p establish its
work flow., its informanon flow and its specifications and measurements.
This s sufficient information to determine the scope of chunge and how
it will affect the work group’s structure. lines of authority, and coordina-
ton mechanisms. You and the munager should discuss these issues he-

forethe group sets out 1o finalize its design

I, Locate the documentation of your amalysis of the human structures
wnd systems. 1t should Indicste

*  Mismuatches between group boundanes and technical pProcess
houndiries

*  Kecommendations of steps 10 add 10 the work g wp's tasks
ind any speculists 1o adid 1o the work Kroup

* Mismatches between responsibility and auth ity
* Coordinatnon problets
* SKill and incentive deficits

*  Deficienaes injob design

(The group compiled this Information i Section Tws Chapter 53

< Locate the Variance Analysis Workshieet (Section Two, Chapter 4)

3. Locate the lists of Rroup goals for business results and Guality of
work life. (The group created these in Section T'wo, Chapter 0.)

. Circle or highlight ftems from the shove lists that relate to the work
process the group designed
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1. Meet with the work group's
manager to discuss reasons
why the current authority
structure won't help the
group reach its goals

Outline the kinds of changes
that 4 more productive
process requires of

everyone

-

3. Ask the manager for his or
her concerns about changes
in structure, lines of
authority, and coordination
mechanisms

4. Have the manager list para-
meters within which the

group’s human structures
and systems must fall.

Since the mianager paricipated
0 the ailysts, this discusston
should come as no surprise

The work group will take on new
responsibilines. They will need
their manager's guidance in plan-
ning, scheduling, budgeting, etc

At first the munager will have his
or her hands full bringing the
work group up 1o speed on their
NEW process-management tasks
As the group beécomes more
akilled in doing the things that
the munager used to do for them
the manager’s role will shift from
hands-on supervisor to scont
strategist. and resource broker,
The more the group fucuses on

their own process. the more thes
necd therr manager to

® Scout for “carly waming
signs.” These could include
changes In itemal polites,
technology, the competitive
or regulatory environment,
or the labor force

® Strategtze Gulde el comchs
the group in how to handle
the above changes

* Broker resources from the
lurger organization. Provide
the information and feed
back that the group needs to
use these resources wisely

Help the manager put his or her
cancems into words and develi n»
Coping strutegies to deual with
them

Exhibit 8.1 shows what traditional management style looks like Exhibit
H.1.1 shows an example of 4 modemn approach 1o a manager's role
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ibit 8.1.1

A Modern Approach to Management
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Design Structure, Authority, and Coordination
Mechanisms

Purpose of this Use the results from the anulysis phuse

in this procedure to allow the
procedure panded group o

* Determine a new Lroup compaosition

* ldentify ‘ppropriate strategies for handling coordination problems

* Identify the authority that comesponds with responsibility

When to use this Designing structure
procedure

s and human resource systems follows design of

technical processes and components. This is because the human com

fRents of job diesign are easier to establish around an established tech
cul structure

Before you start I Revie

2

W the results of the technical analysis with the entire group

Circle or highlight tems from the findings thar relate 1o the work
process the group designed

3. Ask the same information-systems professional or process CXpert. us
well as 4 compensution specialis, to join the group for these design
meetngs. Brief the compensation spectulist on the above informa-
tion (You already hrefed the informati n-systems professional

before the echnical design )
1. Ask all 1o review the principles of work group and job design
o Intorm paricipants what this meeting will accomplish

0. Assemble working materials, inc luding a larnge blank surface (e.g , 4
Lirge whitehoard o flip churt) and colored markers

Develop a timetable to complete this activity
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to do

o

Ask the group to retrieve
and review the lists they've
compiled of

* Mismatches berween group
boundiries and technical
process boundanies

* Recommended steps to add
10 the work group's tasks

* Recommended specilties
to add to the work group

¢ Coordination problems

ldentify steps and specialties
o Integrate into the new
workflow design based on
the principles of work group
design

Ldentify ways o integrate

the needed new steps and
specialues o the new waork
Mow design

Determine coordination
prohlems.

Post the principles of work group
design

Ask the group what steps and
specialties need to be integrated

bascd un theae principlces

Record ther answens

se the remalin from Proswduse
5.2 10 guide the discussion
Record thetr answers

Ask the group to retreve and
review coordination problems
with their existing process

Ask them to mark those coordl-
nation problems they think
would still occur in the new work
process. (The above imtegration
mechamsms should eliminate
most coardination problems, )

Ask them to list any new coordi-
nation problems that are likely 10
oocur in the new process

In the left column of & wo-
column flip chant page, list the
coardination problems

(comtinued on nexi page)
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O

Identily appropriate
coordimation mechanisms
1o establish

Identify any new vanances
that gt occur i the new
process

Post the following list of coordi
naton mechanisms:

* Rules und methouds

* Hierarchy

* Pluns

® Direct contact between min-
agers of areas involved in
coordination

* Liaison mles

* Boundary-spanning reams

* Dedicated mtegrator roles

* Matrx ongamzation
(List based on coordinanon alier-
nanves described by Galbraith
977, pp. 175-176.)
Ask the group 1o identify appro-

priate coordination mechanisms
for therr coordination problems.

Tell them the more complex and
unpredictable the coordination

problem, the farther down on the
coordinution mechanisms list they
should go

List thetr choices on the right
column of the flipchan

Ask the group 1o remmeve and
review the variance analysis
worksheet

Ask them 10 mark any existing
varmnees that mught still occur in
the new process

Ask them to list any new viri
ances that they anticipate
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Develop a new responsibility
charn.

B. Facilitate the group in
reaching consensus about
allocanion of responsibility,

Sketch a responsibility chart un a
flip chan

List the steps of the new work
process in the left column.

Ask the group to fill in the cells
so that they

® Provide the pemson who con.
trols each anticipated van.
ance with the authority and
responsibility o fis it
* Provide each member with
authority approprate 10 their
responsibilities
* Define roles sufficlontdy 1o
avoid overlapping responsi-
bilities, (if more than one
member has responsibility
for a task, specify when each
member should act)
Ask the group's manager to Jdis-
cuss the group's responsibility
chart and compare it to his or her
list of purameters. (He or she
developed these at the predesign
conference, )
Ask whether any group members'
responsibilitics need 1o change to
fit those parameters.

Exhibit 8.2 shows one type of worksheet to use to determine responsibil-

iies,
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Exhibit 8.2 Responsibility Development Worksheet: Task/Skill M.
New Job:

Defined: A customer advocate is g person within the company (Customer
who takes the pan of the customer during disputes over complaints,
vice, etc. S'he is charged with the responsibility of interpreting com
policy and procedures for the customer 10 understand. S'he must then
velop (through negotiation) 4 compromise position acceptable to both
customer and the company. The goal s a win/win solution

Task
Clutily andVor define
the problem

Present custones's
pot of view and
monvanon o compuny
representitive

Provwie vemmae fan
confrontation or
discussion

At 4s mediitor

At s advocute

Nepotiute settlement on
Penall of customes

Customer Advocate

Skills

* Probe, paraplirase.,

expliin

Hasic communication
skills

SKills 1o arunge
sessions and facilitate
MeeTngs

Basie negotiation skills
Nute taking
Documentation

Bask communication

skills

Hasic negotiation skills

Resources

Time in process

Materials such as flip
charts and overhead
InInsSparencies as

needed

Conference room C
Third-purty phone cull,
Teleconferencing
equipment

Time in process

Time in process

Depends on nuture und
outcome of the session
Repluce goods, refund
money (other approprei
dte 1o the settlement),

or nothing

| The nu:nmcr‘ﬂnd\

Outcomes

All vested parties have
common understanding
of the problem and the
customer s aitudes
andd values that are n
conflict

Company representa-
tive can understand
customet’s point of
view and motivation

" Both parties feel they

ure being treated well
and fuirly

Discussion is even:
neither pany has
advantage. Each
afforded ample oppor.
unity 1o explain or
debate ench point,

[umsell hersell with an
ally

Customer leaves ses-
sion fully satisfied that
Vhe has received full
courtesy anidd Buir treat-
ment. Feels it was g

win‘win deal

Mo The process Has Two plisses. 1 the imnil plisse the customes sdvocste 2cts #s 4 netteal 1o e thal e intemaction does not be
SO ol o than mer empetant miomsstion & bosd I the second phuse, the costomes advocate tikes the position of the cusionmer

amd negctiaies on lus her hehalf
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Design Improved Jobs

This procedure allows you 10 design jobs based on the needs of the indi

viduals in the work group, their managers, and the Broup an o whol

The

group will

Identify weaknesses in current jobs
Identify job design options

Identify task responsibilities

Define skill requirements and mvasares

Structure, lines of authority, and coardination mechanisms should be in

[)l'.l(t‘ before |U-lklng at the mdividual bs in the new provess. They not
the parameters for each of the jobs the group will now design

[

Before you meet with the group as o whole for the socond sor of
human design meeungs, ask the manager to retrieve and review the
job diagnostic survey (JDS) findings.,

Medt one-on-one with the muanager to discuss weaknesses i1 curren

jobs and job design options. Explain the options listed on page 164
Assemble materials, including a flip chart and markers

Develop a timetable to complete this activity
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idennty or
“wholeness”

SKill variety -

Meaning/importance .

Automomy -

Intrinsic feedback .

(Hased on Hackman and Oldbam o secommendations (190 oy

Define jobs around whole products or ser-
vices, or al least discrete, coherent parts

Crosstrain employees and rotate jobs

Add technical steps to the job, such as
troubleshooting

Add process-management tisks to the
job, such as planning, scheduling, and
budgeting

Establish direct relationships between
workers and customers

Define jobs around whole, vilue-adding

outputs and natural or logical groupings
of tasks

Provide each jobholder with the “hig
picture.” explaining how his or her pan
contributes to customer satisfaction

Establish direct relationships between
warkers and customers

Establish direct relationships between
warkers und customers

Vertcally load job (push down responsi-
bility and authority, integrate planning
and controlling with doing)

Establish direct relationships between
workers and customers

Make sure feedback goes directly to the
person whao's responsible for the step,
product, or service. Remove barmers or
blocks that solate emplovees from
knowledge of results

—Make workers responsible for
quality control

—Provide performance repons
directly 1o workers

—Automute feedback.

N5
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What to do

1 ldentty weaknesses of
current jobs

2 Identity job design aptions

3. Facilitate the group and
manager in reaching
COnsensus on appropriate
1ob design oplions

1 ldentfy msk responsibilities

Facilitate the group in

reaching consensus on theds

Job lists

Reeview reanlts ol the 1DS

Post the responsibility clun the
group developed in the previous
meeting

Ask the group to identify weak

nesses in their curment jobs thar
they believe would still exist
within the new alocation of

responsibilin

[t the left column of a two-
column flip chart page, list the
foly weaknesses

Post the same list of design

options that vou explained 1o the
manager before the meeting

Ask the growp to ey Aprprres

priate design options for each iob
weakness

List thear choices in the nght
column

Post the principles of job design

Ask cuach proup membxt to cotne
up with a hst of tasks or steps for
which he or she is individually
responsible, based on the

* Responsibilities identified in
the responsibility chart

* Design options the group
agreed upan

* Principles of job design

Have individuals share their lists
with the group

feontinued on next page)
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6. Define skill requirements Have individuals work dlone
and measures for newly

: Point out that more comprehen-
defined jobs. P

stve jobs require skills in
* Tracking und assessing the
business environment and
adjusting performance
appropriately
* Troubleshooting the work
Process

* Managing the work process,
including planning, schedul-
ing, budgeting, and staffing

¢ Leading and contributing 1o a
work group. Group process
skills include:

—Fadilitating meetings
—Problem solving
—Negotiating
— Decision making
— Resolving conflict

. Facilitate the group in reach-  Have individuals share their skill

INg consensus on skill requirements and measures with
requirements and measures,  the group
8. Schedule meetings 10 Assign | Todraft  Include these
develop corresponding this these players:
SUPPON Systems group:  support
systems.
Break the group into two oo § %n | & Grow
smaller groups as shown on Cotteris rariage
nght and .
Explamn that group 2 will use e
e ®  [ndoerssatanon
the results from group 1 to =3 G0N
perform its task, seovsed prufesabonal
wystrn s Experencedd
work grougs
merder
Group 2 Sclettion * You lon
Prsctes Anothes Tramng
an e sl
s * Expenenced
TSI wiwh gn up
menbens

Exhibit 8.3 shows un example of new job requirements
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Task

WClarify el or defing
e probilem

ETESCIL CUSTOMet's

e Of view and mend
WON 10 Compiny -
e

de venue for
RO Oy oy
STy

o as mediatog

3 as advocite

te settlement on
"ol customer

LT s oo that 1
Bstes on His haer habialt

New Job:
Defined:

218 PIocess as two piluises 1y e autsal prlrase 110

unporant snformution b

Exhibit 8.3  Task/Skill Matrix

Vi

Skills

Probe, pamaphruse ex
plun

Basik comnmumication

skills

SKIS 10 armnge
sessions and Facilitie
mectings

Hasic negotiution skills
Nove mking
Duocumentation

Bask commumni Ao

skills

Hasic negotiation skills

Customer Advocure

A customer advocare is 4 e
Who takes the pant of the

CUner dihvtwate e

Resources

Fime in provess

Mutteriils such as tip
chars and vverhicsd

ININSPArencies as
nooded

Lonlerence o (
Purd-party phione call
leleconferencing
Crupment

lime in process

Tune in Prosess

Depends on nature und
ourcome of the session
Replace goods. refund
money (other appeopr-
Ae 10 the setthement )
Or nodhing

30wl 10 msiine Bt the bt
=t Wy e secrmad phase, the advos e takes thee Pty

rson within the company (Customes Service)
fustomer dunng disputes over complaints, scr-
etc. S'he s charged with the responsibyility «
policy and procedures for the custom
velop (through negotiation )
customer and the company

o interpreting comprny

er to understand. S/he mist then die
4 compromise position acceptable to bath the
Mhe goal is 2 win ' win solstion

Outcomes

All vested parties have
common understanding

Of the prevd desss ol (e
customer antitudes and
vilues that are in
umﬂl\l

Company representa-
ve cun understand

COstomer’s point of
View andd motivation

HBoth purties feel they
are bemyg reated well
Arnd Lairly

Discussion is even

neither parry has
ihvantage,

Each s
afforded ample

“pportunity 1o debate
each point

The customer finds
hnsell herself witly an
ully.

Customer leves ses
sion tully satisfied thut
~he has received full
counesy and fair tregt-
ment, Feels it was 4
wivwin deal

om Joes et b
W of the Custrwer
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Purpose of this
procedure

When to use this
procedure

Before you start

Design Selection Criteria and Feedback,
Assessment, and Rewards Systems

This procedure asks the members in subgroup 1 (from Procedure LY
develop a job profile for each job, inc luding the social 4nd growth

that job candidates should have They will also determine appropriate
ues and nomms. Finally, the group will design the appropriate inf
ton/feedback and assessment rew ard systems for the work group,

Once the new jobs are designed. the

Broup can mare easily identify
NECESSATY suppon svstems it will need

L Tell the group thar thetr purpose is o develop a job profile for

b, In addition 1o the <kill requirements and assessment criteria
the group has already developed for each job, they should profile

the soctal and wrowth needs that the ideal candidate for this job
should have. Explain that

* To succeed in jobs requining multiple skills. contributors need
ter find skill growth mutivaung. Emplovees w

ho do not value
skill growth will nor fir well in compre

hensive jobs
To succesd i jobs where » leam,
the work process, contributors n
dction metivating If employ
and do ot value

naran individual. performs
eed to find interpersonal inter-
ees like to work as “lone mngers”
taking par in 4 collective effort. they will not
fir well in team-based jobs

< FProvide a nme limit 1o the meeting
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1. Develop job profiles Explain they must ke into
doecount the soctal and growth
needs for the jobs

‘-

Profile appropriate values
and norms for newly defined
jobhs

3. Draft the specifications for an  Ask the information-systems
information/feedback system.  specialist to lead the group in
creating specithicutions for the sys-
fem to supporn the new design

Remind the group o incorporate

* [Informuation flow (Section
P'wo, Chapter @)

o Business results and su-lb o
quality of work life gouls
Sechion Two, Chapter 0)

* Product or semvice specifica-
tons for foal and inmterm
outputs (Section Two,
Chapter 2)

* Job skill requirements und

meusures (Procedure 8.3)

(continued on next page)
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1. Finalize the specifications As the information-systems pro-
fessional completes the specificas
tions, have him or her walk the
group through them

Ask the group to provide feed-
back on
* The overdll Business context,
including

—Market demand
—Business cycles

—Forces that influence
business performance

—Busmess performance

* The technical process includ-
Ing measures of

—How well outputs are
meeting customer re-
quirements and industry
or professional standards

—What vanances occur,
and when, where, and
why they occur

—How well individual
skills support the tasks
that contnbute to the
work process.

* The human structure and
systems including measures
to give feedback on

—How well the system is
meeting cnteria for
quality-of-work life
ouICoOmes

—How well the group's
actions support the
vilues estublished for
newly defined jobs
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5. Drmaft reward and
COmMpensanon systems.

Ask the group to brainstrom
ways to recognize and re-
ward accomplishment for
their most important mea-
sures

6. Identify the consequences
of falling to reach wargeted
measures and identify a
performance-management
system to address such
failure.

Ask the compensation spe-
clalist to indicate which
items on the brainstormed
list are workable in the
group’s division

B. Finulize rewards and
consequences

' “l{‘m"up resudts .

To "prime the pump” you can
suggest any of the following that
the compensation specialist says
are workable within the group's
division.

To reward or Consider:
compensate

for:
Organaatonal Profit shanng-type
"’ﬁ'm » X '“'" TV

I"ay l-l;rm:muxc )

e e gt she
wark process, use
e busses| pay )

Brosd-tused skill — Pay for skill

v bopene e LT L N B T
Temmwork and Specsi! necognition
suppon of vision assigaunent 10 tokes
and values mvolving lesdenship

Aoaih e siige Base Ahi o ras

Ask the group to brainstorm

conscyucnces of Jow or o

performance.

Have the group select from
its lists those rewards and
consequences that

* Reward results, not activity,
(Include interim outputs as
results )

® Pay for performance and
promote for ability
* Reward for satisfying

customers, not for protecting
turf or building empires

Exhibit 8 4 shows a sample of what new job attributes might look ke
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Exhibit 8.4 New Job Attributes

New Job: Customer Advocate,

Customers find it in-
creasingly difficult 1o
Ret a fair hearing or
even o make them.
selves heard. Our
customer advocates
will provide a means
for them 1o better un.
derstand us and wha
we can do for them.

Human Structure

Duality of Work Lite

This job may be
stressful since the CA
s u key member of
the Customer Service
team who must settle
Customer complaines
about Customer
Service. It will alsa
require 4 grear deal
aof preparation and
Retting 10 know the
customer. There
should be meaning-
tul relatons outside
the: compuany,

chde

JOb has its lirgest

contribution at the
beginning of cycle
and after the sale. Ar

inning CAs can
provide marketing
and management
with valuable infor-
mation and insighrs
about current cus-
tomer preferences
and demands. Should
save about 30% of
need for murker
anulysis

Maimn thrust at end
where the niity-griny
work will be done

Work Group Support
The Customer Service
people have 1o sup-
port the CAs or the
job won't he per-
formed well Suggest
manigement provide
intensive training in
whut the job is and
how valiahle it can
be 1o the company

What influences

performance?

CA gets positive
feedback from cus-
tomers and executive
management
Production, shipping.
and distribution will
usually react poorly
(since they're most
likely 10 be criti-
cized). Colleagues in
Customer Service
Who represent the
company durmng
negotiations are im-
ponant teammates
and will probahly
appreciate the contry-
butions of the CA
because they wont
have 1o “coddle”
customers. Whole
custome'r SETVICe
team will benefir,

Rewards
‘ VSOIay

Salary should be that
of a senior CSR plus
an increment of 129,
1o account for the
added skills and
responsibilities

Business
Performance

| The benefits 1o the

business are
* Increased cus
tomer loyalty
* Good public
relations.

* Dollar increases
due to better

trust/depen-
dence

® Large Cat least
2000) decrease in
liability costs
due to litigation.

Drawbacks include

* Increased cost
for replacement
and refurbish-
ment of
merchandise

Expect 100

* Increased salary
casts for CAs

[Other

Professional dues
paid 1o local chapter
of a recognized
assocanon for nego.
tators or arbitrators
Expenses 10 one
nanonal conference
per year

1722
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——
m Design Selection Practices and Training Systems

Purpose of this This procedure estabylishos the selection praciices Hult give work group
procedure members a stake in a new employee's success. 0 addition, the Rroup
' wWill compare their existng skills with those necessary for the llC“l)‘ de-

sipned }Hh\ Hu- ®ap 'K‘l\\t‘l‘n these will identify 1l ll-llll"ls ol l)\’llul‘

unce suppornt needed by the group or is cividual memisers
I Kroy

to use this Once job profiles hay € heen devel ned. appm Prare values und norms

ure identified, and ‘ppropriate information/feedback and assessment reward
Systems designed, you ane ready 1o specify the sele hon pracnces and per-
formance suppon SYStems most sutitalle 1y 1l Broup

re you start I Have subgroup 2 review the 10D profiles tha subgroup 1
developed

Provide a time limit fe r the meeting

— \\X
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Exhibit 8.5 shows a sample of gaps thar might exist and recommended
methods to close them

the mast efficient and effec-
tive way to close the gap job aids, and/or other perfor-

Draft selection practices To get them staned, you can

Ask the group to brainstorm  2ffer these suggestions
selection practices that give * Provide candidates with §
work group members a stake realistic job preview or
0 a new member’s success through
* Have work group membe
mterview and select
members

* Have work group membes
arient new members to th
work as well as group val

Facilitate the group in reach- ues and norms
ing consensus on which of

the above practices they wish

to adopt

Review skill requirements
Ask the group to muke sure
required skills include

* Tracking key business ing
cators and adjusting opera-
tions accordingly

* Technical and maintenanoe
skills that the work process
requines

* Management and ad
tive skills

Estimate current jobholders’ * Group process skills
existing skill levels in each of

the above areas

Define the gap between the

skills employees will need List requirements that will need

and the skills they currently training or performance support.
have

Provide recommendations on
Recommend appropriate training,

mance supports
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bit 8.5 Skills Gaps Identification
Application Criteria for Customer Advocates

1. Must have five years' experience as CSR or cquivalent. (Equivalency
could come from trining or similar experience at a different com-

pany. It will be judged by the selection committee in Customer
Service. )

[ )

Recommendations from CS manager and/or ar least two o lleagues
not on the selection committee

3 Candidates must have
*  Good communication tespectally conversational) skills
¢ Tmining in negotiations (may be provided by the company after
selection)
* Thorough understanding of the goods and services offersed e
the company and how those benefit customers

4 Candidates should
* Have the capacity 1o accept cnncism from wollcagues without
undue emotional stress
* Be able 10 document and repont on mestings with soovrmey anel
Fairness

* Be able to investigate customers 1o establish viability and cause
of claims made against the company

Summary for Lucy Martinez:
Skill Area E;tem in Gap N " How mm
Hand
tions Low Large Go 1o seminar, practice with friendly customer
one who knows her well and trusts her. Critical
N A N area
Communication High Small to N/A
skills none
Planning skills Low Large. not  Study with Marty. Read book.
critical
Investigation Medium Don't know?  Wiait to see how well she is able to do the job

without more effort in this area
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Purpose of this
procedure

When to use this
procedure

Before you start

Finalize the Human Structures and Support
Systems Design Specifications

This procedure has the entire Rroup put s stamp of approval on the fi

design specifications. Each Rroup member has the opportunity to su
revisions before the design is acoepted

This procedure comes last in the design of the hum
PO sysiems

un structure and su

1. Collect and distribute

* The group structure. lines of authordty, and coordin
anisms developed in the first design meeting

Atiom rm.\‘h'

The job tasks steps, skill requirements, and measures from the
second design meeting

The job profiles, information-sysiems specitications, and
recommendations for rewards and onsequences from the first
sUbroIp meeting

e selection practices and Ininmg specfications from the

»eC-
endd subgroup meeting

2. Ask members 1o review this information and annotate it with their
queshions or suggestions for changes Mfire the lust set of design
meerngs

3. Schoeduile the meeting
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to do

. Revise and reach consensus
on

* Group composition

* Coordination
mechanisms

* Allocation of authonity

2 Revise and reach consensus
on

* Steps or tasks each job
15 responsible lor

* Job enhuancements

e Skill requirements and
MeAsUnes

3. Revise and reach consensus
on

* Job profiles, including
required skills, sociul
needs, and values and
norms

* Informanon/Teedback
system specifications
* Performance
management system
specifications (rewards
and consequences)
* Training specifications
1. Combine these results with
the final results from
Chapters 6 and 7

Facilitate the discussion and
record the results

Faciliate the discussion and
record the resulrs.

Facilitate the discussion and

record the results

These are your design
specifications’

Note:  Wo have oo included s sample of design specficatons bexinme thut would Lk yeee

thinking Your desgn specilicanions should fit yous needs based ooy yymae

ovganzaton s mdoradualing

work group's and
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Implementation: Managing the
Transition from Plans to Reality

Authors typically describe implementation and evaluation as the: last steps
in a linear process that begins with analysis. However mnplemantation
and evaluation actually begin at the same time as analvsis That's be-
cause at the same time the group determines performance criteria for the
new system, they establish evaluation criteria. And as they determune wihat
changes need to be made. they involve those who might be affected by
the changes. The implementation’s success depends on how thoroughly
you involve those who must make the new system work 1 yous wait antl
the work group completes the design to involve affected individuals who
aren’t part of the work group, you will have waited foo long!

of this This chapter explains how to form transiion plans and implement
changes. If you think of your design specifications as & targeted destina-

Hon, you can think of the implementation process as the jourmey (o got

there. Without a carefully planned and manuged transition, work group
members

® Lose the time, effort, and hopes they invested in the design process

* Lose faith in their ability to achieve their aspirations and meet the
challenges they face

* End up with an inadequate system with insufficient adaptive

capability and more internal suppon

With a caretully planned and managed implementation, work Rroup mem-
bers develop
* A unified identity and a feeling of self-sufficiency

* The capacity to adapt to the challenges facing them and to achieve
their goals

* Ownership over their work process and its results

Therefore, this chapter focuses on implementution. Because the work
group has designed its measures and specifications, it knows what to eval-
uate to determine the new system's level of effectiveness. The Rroup
needs only to identify at what time o conduct its evaluations
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How is this chapter
organized?

Meetings

Results

180

® Strategize ways to minimize Procedure 9.1 — Draft Action
restouning forces Plans

® List action steps for each
mujor change

* Compile steps into action plans

* Develop a time line and Procedure 9.2 — Finulize Action
resource list, and assign a Plans
Project manager (o each
action plin

® Try out, assess, and adapt Procedure 9.3 — Implement and
the new system Consolidate the New System

Two sets of meetings are needed 1o design the implementation plan
After the first set. group members break into subgroups. You ASsIgN
change categories and further action planning 1o each subgroup

Expanded First * Estimating driving and
work group restraining forces

® Mrategizing ways o
minimize restraming forces
e Categorizing major changes
* Listing action steps for each
major caregory
Expanded Second * Developing an overall
work group sequence for all action plans
* Developing time lines and
resource lists for cach plan
e Choosing 4 project manager
tor each acnon plan.

At this point the group has still not finished designing the process. In
fact, the system is never finished! Work RIOUPs MUst continuously adapt
to demands and fight buck creeping complexity and unnecessary bu-
reaucricy. Even though they cannot take comfort in having created a fin-
ished system, they can take pride in having estublished 4 self-renewing
process, their best insurance against obsolescence
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For More Information

Beckhard, R and Hamis, R T Organizational Transitions: Managing
Complex Change (Reading, Mass : Addison-Wesley, 19657). Chapter 10,
‘Commitment Planning and Strategies,” describes how 1o identify what
level of commitment the change regquires and presents tervention
strategies 10 build needed commiunent (pp. 91-113)

Beer, M., Eisenstat, R, A, and Specton, B The Cretical Path to Corparatte
Renetal (Boston: Harvard Business School Press, 1990), Chapeer 4,
“The Cntical Path 1o Renewal.” explains how 10 sequence different
types of changes so that each change lays the necessary foundation for
the next and allows adaptability approprate o its stage i the overall
change process (pp. 67=109).

Bridges, W. Managing Transitions (Reading, Mass . Addison. Wesley,
1991). Describes the phases that people go through when making a
major change and suggests strategios 10 suppon them bn eacks phuse

Connor, D. How to Be an Effective Sponsor of Major Orpanizational
Change (distributed by ODR). Describes key stakeholders in the
change process.

Craig. D. P The Hip Pocket Guide to Planning and Fvaluation (San
Diego: Learning Concepts. 1975). Step 4. “Preparing for Imple-
mentation.” and Step 5. "Designing the Evaluation.” descrils low 1o
create implementation and evaluation plans (pp. 60-107)

Hackman, J. R and Oldham. G. R. Work Kedestgn (Reading, Mass -
Addison-Wesley, 1980). Chapter 9, “Instulling Chusnges in Weork
Systems,” identifies the decisions work groups must make when they
decide to design work (pp. 221-244).

Hanna, D. V. Designing Organizations for High Performence (Reading,
Mass . Addison-Wesley, 19858), Chapter 6, “Managing Culiural Change,
describes values and requinements essenual 10 the change process (pp.
158-180).

Hammer, M. and Champy, |. Reengineering the Corporation (New York:
Harper Business, 1993). Chaprer 9, “Embarking on Reengineering,”
explains two elements of 4 design proposal, the case for action, and
the: vision for the future (pp. 148-158)

KRepner, C H. and Tregoe. B. B. The New: Rational Manager (Princeton,
N.1: Kepner-Tregoe, 19913, Chapter 6, *Potential Problem Arlysis,”
explains how 1o anticipate implementation problems and select strare-
RIES 1O prevent or minimize those patential problems (pp. 139-161),

Lytle, W. O Starting an Organization Desten Effors (Plainfield. N
Block Petrella Weisbord, 1993). Chapter 6, “Readiness: Assessing the
Onganization's Readiness for Change,” expliins how 1o ussess readi-
ness for change and how to diagnose where an individual is in his or
her progression through the phases of onznizational change (pp
105-113). Chapter 7, “Power: Building a Coalition,” explains how o
identify key stakeholders’ current and desired level of support and
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how to generate strategies to move them from current o desired levels
of support (pp. 123-132). Chapter 8 *Sanction: Gaining Approval,”
describes how 1o generate 4 change proposal (pp 133-157) Chaptes
Y, "Mobilization. Preparing the Organization for Change,” disscribes
how to orient and mvolve stakely lders who aren't on the design team
in the change process (pp. 139-146) Chapter 10, “Leadership Getting
Out in Front,” describes how to establish the need for change, create
energy for change, and build in the capacity for ongoing renewal (pp
197=158).

Lvtle, W. O Socto-Technical Systems Analyvsis and Design Guide fin
Linear Work (Plamfield. N 1.: Block Petrells Weishord, 1991) Pant 7,
“Tmplementation Plan,” identifies components of an implementation
plan (pp. 145-150)

Miller, L M. Design for Toral Quality (Atlanta: Miller Consulting Girroup,
1991). Chapter 7, “Planning Implementation,” describes how 1o plun
implementation (pp. 195-214)

Mohrman, S. AL and Cummings, 1. G. Self-Designing Organtzations
(Reading, Mass - Aduison-Wesley, 1989) Chapter 12, “Guidelines for
Implementing the Design,” describes principles of effective change
managemens (pp. 133-144). Chapter 13, “Guidelines for Assessing the
Design.” describes how 1o make evalusatic M mnimally threatening and
nuximally useful” (pp. 145-154),

National Society for Performance and Instruction Irtrodiction o
Performance Techbnology \Washington, D .C., 1989) Chaprer 17, “The
ABCDs of Managing Change.” (hy Dizne Daormant), describes the key
stakeholders in the change process, stages that they o through im
adoptiog an innovation, and chunge agent stritegies approprile o
each stage of adoption (pp. 238-236)

Westgaard. O and Hale, ). 7he Compwtent Manager's Handbook for
Mestsuring Unir Proviuctiviry (Chi ago: Hale Associates. 1985)
Describes various methods o use when implementing and evaluating
a work group's performance

Woodward, H. and Buchholz, S, After-shock Holpang People Through
Conporrate Change (New York: Wilev., 1957) Describes thie phases
that organizations and individials #o through when muaking a major
change and suggests sregies 1o suppont them in each phise
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Draft Action Plans

Purpose of this The purpose of this procedure is 1o plan the transition from the current

‘-mum system to the pew system. You must plian the transition as thoughtfully

[ as you designed the new system. It's like planning 4 move. You must de-
clde what to keep, what (0 let go of, and how o nuike the move

In Managing Transivions, Willlam Bridges (1991 wams that the most
commaon reason organizational changes fail o that those who e the
change fail 10 think through und munage necessury endings and transi
tions. Instead they focus solely on planning the new beginning.

During the design stage the work group planned the new beginning. Now
together vou will plan the ending of the old and the transinon o the new
You will sequence this transition so the work group can informully wry
out and adapt the new system before they farmalize it This allows them
tor try out the system m a low-nsk context

The products of this planning are draft action plans that map out the route
1o the new waork environment

When to use this With the analysis and design phases complete, the work group is ready

procedure to begin planning how it will implement the design. Is like any good
game plan. Fiest the weam studies and practioes hand Than it snsers the
game ready to succeed

Before you start I Locate and distribute the final design specifications. Ask the group
to st the changes that will need to occur in
¢ The group s goals and objectives
¢ The work process. including the requirements specifications.

waork tlow. and informanon ow

*  The human orgamzanon and support systems, including struc-
ture, lines of authority, coordination mechanisms, and job
design and human resources sysiems

(You specified these changes when you completed the procedures
in Chapters 6,7, und %)

List those outside the work group who will influence the adoprion
of the new system. including those who

*  Must approve the sysiem

¢ Must change the way they work 4s 4 result of the new svstem
¢ Must implement the new svstem

¢ Can influence others 1o accept (or reject) the new system

3 Estumate whar each stukeholder hus wo lose and gain from the
chunge
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What to do

Conduct the first implementation
planning meeting. Follow the
Steps below

L Identify driving and restruin.
g lorces thar will influence
the work gre WP'S progress
towards the new system.

V]

Cluster the forces nto
egonies of similar types of
influence

3. Ask the BrOuUp to prioritize
the categories by level of
impact by voting

1. Facilitate the gn np in brain.
sorming strategies
minimize restining forces
in high-tmpact CAEROes

I

Citegorize the ¢ hanges the
group identified as a result of
whit you asked them 1o do

in the Before s stare
section

0. Identify the actions needed
o make the assigned

changes

Improve action plins

184

Create a two-column flip chan
PaRe

Have the Rroup brainstorm driv-
g and restraining forces. Lixt
driving forces in the lefi Column
and restraining forces in the nght

Facilitare the group in
caregorizing the forces

AsK the group 10 share their liste
of changes thar need 1o occur

List these on a flip chan,
Gategonzing them and weeding
ot duplications

Hreak the group tnto subgroups
and divide the ¢ hanges amaong
the subgroups

Ask the subgroups 1o identify
needed steps,

Ask them to compile steps o
A craft action plan and post their
plan

Have all group membxers « trculate
around the room and note on e
posted pages any ideas they have
1o improve the other subgronsps
dction plans,
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8. Lead a discussion on plan Reassemble the members o 4
strengths, ideas for improve large group,
ment, and commonalities
and differences

9. Post and review the
sequencing guidelines in
Exhibit 9.1

10, Assign subgroups to create Dismiss the meeting.
a flowchan and relatonship
map for each of their action
plans, based on the
sequencing guidelines.

Exhibit 9.1 Sequencing Guidelines

Sequence changes so the work group may informally try out changes in
the work process and its associsted roles and relationships, befure insti-
wng formal chunges. This means the werk groum resivam

* Objecuves, preliminary role definitions, and informal reonentation
of relationships before training.

® Training and team building before formal changes in appraisal svs-
fems or permanent reassignments of work team members

* Formal changes in appratsal systems and permanent reassignments
of work team members before formal changes in compensation and
reward systems and organizational structures.

* Formal changes in compensation and reward systems and onguniza-
tional structures affer informally piloting and fine-tuning the new work
process, as well as its supporting roles, relat wbups, and systems

(Bused on research by Beer, Eisenstat. and Spector [1990].)

CHAPTER NINE 185



“ Finalize Action Plans

Purpose of this This procedure takes the results of the previous procedure and finalizes
procedure the group’s action plan for implementing the design. In addition, project
managers are assigned to oversee each plan
When to use this Once action plans have been drafted and new work-flow churs and rely-
procedure nonship charns have been des eloped, the group s ready o finalize the im-
plementation plan
Before you start I Muke sure the subgroups have finished their work-flow chans and
relationship maps for each of their action plans and are prepared 1o
present them to the whale gre up
2 Schedule the meeting
3. Assemble materials, including o flip chant and markers
What to do

Conduct the second implementa-
tion planning meeting. Follow
the steps below

I. Have subgroups present
their work-flow charnts and
relationship maps for their
action plans

| [®

Seyuence the action plans Let them know thar action
plans can run concurrently if
i's workable to do so

3. Have the group create a pre-

liminary schedule of end

dates for each uction plan

4 Develop preliminary time Reassemble the subgroups. Ask
lines and list the resources subgroups 1o
needed

¢ Create preliminary time lines
for their action plans based
on the end dates that the
entire group established

* List the resources needed to
complete each task i ther
plan. including labor, equip-
ment, and budget needs
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5. Select a project manager to
oversee each plan.

6. Identity vulnerable areas in
the above plans.

Identify and add actions
10 prevent anticipated

problems,

K. Plan periodic maintenance
meetings

Exhibir 9.2 shows this procedure

Ask the group’s manager to either
get o volunteer project nager
for each plan or assign each plan
1o the group member who's best
able to manage that type of
change
Reassemble as a large group
Ask the group to identify
* Problems that could occur in
cach vulnerable area
* The most likely cause of
cach problem
* Actions to prevent each
problem
* Actions o minuukee sk

problem’s effects

The meetings will allow the
group to
¢ Celebrate milestones and
SUCCesses
® Share lessons learned
* Troubleshoot problems
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Exhibit 9.2 Second Implementation Meeting

Steps Description Comments
| Subgraups present work-flow charts and Review of action plans
relationship for action plans. (Subgroups)
2 Sequence action plans (Team) Specify plans thut could run
concurrently
3 Creare peeliminary schedule of end dates for each
dction plan. Cheum)
4 Develop preliminary time lines and list needed Subgroups meet (o ser time
fesources. (Subgroups) lines and list resources
5 Select project managers. (Mary and Team) Ask for volunteers. Quulily
acconding 1o ability and skills
6 Identity vulnerble areas in plans. (Team) Icdemify:
® Problems that could come
up in each arca.
® Most likely causes for
problems
* Preventive measurnes
® Actions to minimize
problems’ effects
T Citegorize and add problem prevention 10 asction Consolidite similar problems.
plans, CTeam) decide what should be done,
and adkd 10 plans
- Fhan periodic muntenunce mectings (Many and Arenda tor meetings
Team) * Celebrute progress and
SULCOSSes
® Shure lessons learmned
* Troubleshoot problems,
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of this

Implement and Consolidate the New System

Lawrence Miller (1991) pomnts out that “it is almost impossible to come
up with a perfect design — on paper! Only when you begin (o
implement will you leam how the design needs 10 be modified” ip. 209)

When you read about implementation. it sounds pretty straightforward
You simply execute your plun. When you actually implement 4 new
process. however, it's never that easy. That's because implementation en-
tails an action-leaming process. in which the wotk graup continuously
tries oun and fine-tunes the new system. This action leamning results in a
sell-renewing system that continuously assesses interprets. and adaprs
itseeld

As Beer, Eisenstat, and Spector (1990) have potnted out, the implementa-
ton process should allow the work group to try out chunges informally,
before they make permuanemst changes. It should allow wam membens 1o
adjust 10 new roles in a low-nsk environment. hefore any new appraisal,
compensation, or reward systems apply. Since these kinds of Ch:lnut‘s
often Cause anxety and pnlllln Al resistance. s o RO hen to allow the
fledgling system to get on its feet before making them,

After the group installs the new system, the greatest threat is backsliding
Whenever things get comfortuble, (s casy for peuple o slip Dack o
old habits. Whenever the group stops improving the svstem, both the
systemn and the group will go backwards. To avoud hacksliding, the group
must hold regular process-improvement fomms 1o

¢ Celebrate milestones and successes
* Troableshoot
* Share lessons leamed

* Experiment with new ways of working

With s planning complete, the Hroup s ready 1o implement and consol
idate the new system. Basically, when the group implements the new
system they simply apply the implementation plan developed in the two
previous procediures

1. Ask the group o determine which parts of the design specifications
dre critical to the new system's success and which PATES are nego-
tisble. Determine consequences of ¢ hanging critical parts of the
plan. Decide under what circumstances the work group should
recommend e 1o proceed

b

Determine which parts of the plan those who must approve it
tprobably, at 4 minimum, the RIOUP manager's manager) can and
cannor live with. List thetr probable undertying concemns
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3. Consider how the plan would need 1o change 1o address these
underlying concerns Negotiate workable changes 1o the plan, or
decide not 1o proceed.

Revise the plan as necessary

Ask the work Rroup’s manager to review

* Work and information flows

* Goals, objectives, and criteria

® Roles, responsibilities, and relationships

Ask the manager 1o identify help he or she needs in

* Estblishing preliminary expectations and criteria for the work
group’s performance

* Coaching work Broup members in how to define 4 project’s
critical path. milestones, and measures: schedule asks: and
budget and allocate resources

* Fucilitating group processes, including planning, decision making,
problem solving. and conflict resolution

¢ Coordinating ffonts across groups

* Managing integration of new members and reassignments (loss)
of old members

* Manuging emotional responses to each stage of the change
Process

* Strategizing responses to changes in internal politics, technol Wy,
the compaetitive or regulatory environments, or the labor force

Provide the work aroup's manager with the job aids, training, and
tools he or she needs 1o assume his or her new role

Ask work group members o review-

= Work and mformation Nows

= Goals, objectives, and criteria

* Roles. responsibilities, and relationships

Ask group members 1o identify help they need in

* Perdorming essential technical tasks lincluding operational and
troubleshooting tasks)

* Gathering and interpreting information alsout customer
requirements and external demands, conformance 1o end- and
intenm-product measures, and system performance

* Expediting information flow

* Making data-hased decisions, solving problems. and negotiating
resolutions as a group

¢ Planning, contributing to, and evaluating group meetings

1%0
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1. Based on needs wentified, Meet the specific needs of the
provide job aids, training, or  manager and the ndividud] work
tools group members identified in the

Before you start section,

2. Have the work group infor Expect a iemporary decline in
mally try out the new system  performance as the work group
(without formal changes in leams the new system
jOb assignments or apprasal
and reward systems)

3 Conduct an interim Facilitate a meeting 10 discuss
assessment of the tryout these questions

® Is the design producing the
desired performance and
quality of work lirer

* How well does the group's
stncTure supporn the woek
process?

* Is the design still appropriate
0 e cnyuunmeny

4 Facilitate \\(\‘kl}' or biweekly  These meetings should upply a
operations and trouble- systemanc problem-solving
shooting meetngs process 1o

* Define problem(s)

* Locate causes

® Set solution criterta

* Generate a range of possible
solutions

Sclect Appropriate solutions
hased on criteria

Plan and assign action steps
for implementing solutions
5 Make periodic, svstemutic Ideally, these should occur every
reassessments of the design's  three to six months
effectiveness, efficiency
appropriteness, and
adaptability

(continued on next page)
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O

9

Adapt the design and mke
ACTIONS Us nedessary o
minimize problems that arise
in implementanon

Mike official reassignmenis
ol work group members
Make the changes to ap-
praisal systems.

Make the changes to the

compensabion and reward
Sysiems

Muke the official changes to Communicate the change and
the organizational structure celebrte the accomplishment
Gand comesponding
organizational chan) that
reflect the new system

The 10b ts done tor the time
being.

Exhibit 9.3 shows a flowchan of how the iryour might be ussessed

192
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Exhibit 9.3 Tryout Assessment
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Overview
What is this he procedures in this book offer Ruidelines for designing functional work
section about? processes — nothing more, nothing less, They re guidelines, period. As

such, you are strongly en ouraged to modify them.
them in your own way to meet

people in this case study did

improve them, use
yourown particular needs. That's what the

The case study in this section shows you how une

company. with the Jeade
book to improve

WOrk group, in one
rship of one person, used the guidelines in this
its work process. Not all of U procedures in the book
were used. Yet, many of them were

Th-n-‘- that w cre
fied to fir the

uscd were moxdd
situation; to allow success 1o happen
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From Full Warehouse to Just-in-Time:
Case Study of Redesigning the
Brandon Companies Distribution
Department

The Brandon Companies, Inc., has five large furniture and accessory out-
lets in & midsized metropolitun area in the Midwest In addition. they have
a mail-order operation. a large furniture repair and refinishing shop, A
used furniture outlet, and an auction house that spectalizes in estate sales
All the businesses are controlled by the Brandon family through a closely
held corporate structure

Until recently their emphasis has been on discounting. The company
bought in train-car lots and made volume dis ount deals warth furmitae
makers and other suppliers. Although this policy worked well in the
1980s, business volume hus declined and the company is no longer nek-
ing the kind ol profit it wants Warchousing and distribuation sre Prarticus

larly expensive and are becoming more of a burden

The company has decided on three major Changes The first is to change
its marketing emphasts. The decision is 1o keep all assets in place, bat 10
move away from discounting toward top quality and customer service.

The first move in this direction is a tivesyear warranty on all merchundise
tor any defect not anributable 1o normal wear and tear

The second move 1s to reengineer the corporate manigement structure
Personnel lunctions tor all corporate elements will be consolidated and
moved 1o one plice. The trining function will also be centrulized, with
two ramilications: the firsst 15 o mandate to cenify all instructors in clencal
sales and customer relations, the second s 1o muake Iraining directly
respansible for developing needed skills for every job category in the
company. including executive management

The third strategic change is to Incorporate just-in-time supply. Brandon
has begun to set up amangements with large-volume suppliers o ship
directly from the factory 1o customers when possible and to reduce wire-
housing operations by ar least a third by the end of this fiscal year These
Mmaves require guaranteeing minimum volumes from some suppliers and
dgrecing to smaller margins with others. [n addition, Brandon will do
more to ensure quality by inspecting inventory at the facton Lustomers

will be dlented to demand & Brandon Seal of Quality on each piece of mer-
chandise they buy
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Distnbution will change drastically. Currently distribution is prmarily a
warehousing operation. Goods and merchandise arrive ar disbursement
points — usually the stores where they will be retailed — and are un
cruted. inspected, and put in storage. They are moved into display areas
on demand. For some stores this requires a 200-percent overstock on
many stems. To accommodate this huge inventory, Brandon has one of the
largest warehouse operations in the Midwest. Iny entory s accumulated
in the main warehouse. It's moved from there 1o a distribution center
From the distribution center it goes 10 retail (or other) locations for dis-
bursement. Current plans are to sell the warehouse (within two years) and
handle all merchandise through the distnibution center.

Mary Rickover and her people in Distribution have been given the man-
date 1o make the change. They know they need help, so they have hired
4 cansulting firm, Change Consultunts, to provide advice and expentise
Mury ts determined to involve her people as much as possible and o do
what needs 10 be done imernally, She has met with her managers and
supervisors and has given them three immediate goals:

L. Document your work group's current responsibilities—what it does
for Brandon and how that relites to the company now Basically,
what impact do you have on Brandon's current ability to make a
profit? Be sure to consider your operation in terms of the hig pic-
fure. even 1o the extent of vour group’s impsict on the environment
and society

2]

Analyze your functions. How Is work accomplished? Who does
what? For what kinds of reasons? What do you produce? For wia
customers (hoth Internal and external ¥

3 Consider what you must change to sccommodate the new mission
and vision What other kinds of changes might be profitable? When
shouk! work process changes begin? When should they be in plice?

Let's see how her decisions might affect one of her work groups. The
work group s currently called Transportation. Their basic responsibility
15 10 move merchandise from the point of delivery 10 the warehouse of
distribution centor and from facility 1o facility within the company. They
are also responsible for the security of the merchandise i transit and for
recycling matenals used to pack merchandise during shipment

Jim Relly s Manager of Tmnsponanon. He has been with Brundon for sev.
enteen yvean All of his experience is connected with moving merchanddise
around. He started as a stocker in one of the stores Jim has three super-
visurs repoming directly 1o lum: Mike Cernisky is in charmge of largevalume
aperations such as anloading freight cars (when iUs necessary) and mov-
ing inventory from the warehouse o the distribution center; Judy
Cavunaugh handles forklift and small-volume moves: Tuan Perdido coor-
tinates the work. He distributes workers, handles staffing problems, and
kevps truck of other personnel problems or situations.
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Jim has thought about the nature of the changes he and his people face
They could lead 1o a major shake-up of his operation; bur he sn't sure
how. or what the ramifications might be One thing he is sure of — if
some serious planning doesn't happen quickly. his whole department
could bog down into chaos, He asks Mary for a little advice and what-
ever help she can offer

Mary arranges for one of the people from Change Consultants to work
directly with Jim and his people. Change Consultants assigns Manny
McBee, who has three years' expenence working on reengincering
projects. Her father works for Yellow Freight as an expeditor

Jim and Manny meet with Mike, Judy, and Juan to tey 1o work out the sit-
uation, 1o define desired outcomes for Brandon's transponation depar-
ment. They spend a Saturday working through the prosedurce. When they
finally quit at about 9 pa., they have i feeling they have accomplished
something worthwhile. Manny tells them he will work over his notesy and
bring them a draft of the results of the session Tuesday moming

On Tuesday Manny meets with the ream again 10 go over his outicomes

from Saturday’s session. He tells them, *Here's what | think 1 heard you
say,” and gives them cach a copy of & completed desired outoomes work-
sheet
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Items

Desired Outcomes Worksheet

Anticipated process results

Ruciness results

L

[ B

Outcomes

Eliminate need 1o move goods to warehouse

Reduce damage 10 merchandise caused by internul workers by
BiM,

Delivery of merchandise from external supplier within 48 hours
Delivery from internal locations within 2 hours
Reduce time in process for paperwork hy at least S0m.

- Reduce overtime pay by at least S0%

Reduce downtime: for equipment (trucks, forklifts. and convey-
ors) by 200,

Improve ritio of recycled waste materials to as close o 1000 as |
possible; 9% seems reasonable

Reduce shrinkage 1o less than 1%

Provide dependable documentation of merchandise locations
for primary and secondary storage and a way 1o trce goods in
tertiary locations.

Decrease reliance on tempornry labor by at least 8004,

Move responsibility for work results to the workers

Reduce cost of transportation to Brandon G);nmny by 32%
within two years.

Improve customer appreciation of the company by providing
on-time delivery of unsullied goods.

200
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Items

Customer groups

Product or services

provided to each group

- Customer requirements

1. Internal

Outcomes

* Distribution center
* Main retail outlets
* Catlogue store
* Used furniture outlet
* Refinishing and fabrication centers
* Company headquaners
2. External
* Current

—Recyclers

—Special order or specil fequest (emergencies or expe-
dited)

* Future(?)
—Individuil buyers
—Subdivision developers
—Interior designers, residential
—Interior designers, business
—Government agencies

1. Generul Load, transport, unload, place in sturage
2. Internal
— Just-in-time delivery
— Prompt pick-up
— Zero damage to merchandise
— Cotneous, friendly partnering
3. External
— Delivery within one-half hour of promised nme
— Hassle free, counteous, and flexible

— Puperwork and documentation accurate and free of undue
complications

On-time delivery of the specific item(s) requested
Undamaged merchandise

Cost at or below independent suppliers
Availability on demand

e

(continued on next pager
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Desired Outcomes Worksheet (c.n:

items

Competitive advantages

Performunce mdlunom

Levels of indicators

Suppliers

Inputs from suppliers

Requirements for inputs

Internal qualtty of work life

Adaptability

Complexity

Outcomes

I. Time in process — competitors take more time 10 schedule and
have longer delay up front

4. Responsiveness — can respond in minutes
3. Costs less per item delivered

See above

See above

1. Rail (merchandise), Burlington

-

Overland trucker, Lirge company (merchandise), Preston and
Hunt.

3. Overland trucker, independent (merchandise). Jerry Bums,
Kathy Cronkite.

Furniture company vans and trucks (merchandise). Caravan,

La-Z-Bay, Wilnut Creations

5. Capital equipment — trucks, forklifts, etc Harvester, Ford.

0. Parts and supplies. Gem Distributors, AMP. Mentz, Firestone
Recycler. Greenbelt

B Labor Temps, Ing,

I Merchandise

2. Equipment. Trucks, vans, forklifts (three purposes), conveyors.
hand toals

Pans and supplies

-

‘-

Labar Drivers, pickers and loaders. clerical, general labor, and
sometimes supervisary.

To be determined by each managesr

For this of operation, workers are Fairly content with conditions
Warkplaces are clean and well armanged. Workers seem to respond
well to supervisors (with one or two exceptions). However, the
weather and the tendency for customers to be demuanding can
cause problems

* Reason for this study, Must be Increased. Nature and complexity of
work will change considerably within the next twelve months

Not much of a concemn ar this potnt. Computerization s handied by
other departments. Will huve some problems with LORAN system
and use of harcoding on merchandise packaging. Don't anticipate a
Mg change in type or operation of equipment in the near future.,
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r-lmcldcpcndcncms
| Growth needs?

k.
Reconciliation of group
wants and requirements

Outcomes

Not a problem at this tme Unit is fairly autonomous except for
relationships with internal customers and overhead

None. In fact we expect a gradual reduction in staffing needs
Incompeatibilities

I. Group members want 10 be in line for promotion, but at
present there 18 no access 10 jobs outside Transportation.
Company movement toward more education in new hires
doesn't fibe with workers' perceptions of need.

. Many workers want to use Spanish on the job, and don’
like to have to speak 1 each other in English in ordinary
conversations.

e

-~

4. Drivers aren’t pleased with having 10 learn and use LORAN
system

3. There is some concern that pv:uplr will be Laid off.

—

Companson of results with ~ Not prepared to do this at this time delay until mone information is

what was expected

in hand about new ways of doing things.

The group studies the sheets and compares the resulis with their own
notes. Then they have a short discussion of the results and what they
mean. Manny lets them talk for several minutes before saving, “This, as far
as | can tell ar this nme, 15 a very good start. We now have direction and
can begin to think about how 1o get from here to there. The next step is
to support these findings with more information. more detail ~

“So, how do we go about that*” 4 member asks

“The best way Is 10 simply ask people who know the answers. ™ Manny
pauses. “Belore we start. though, 1 think it would be 4 good ided 1o ongs-
nize our effort so we don't waste time or energy ~ At their nods he con-
tinues, “Here's & matnix that provides some inmght into who we should
talk to about what”
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Activity

Compare actual results

to planned results
Estimate customer
requirements
Compare curremnt
products/services

1O customer
requirements

Identify requirements
for suppliers

Judge quality of
supplier inputs
Specity current work
conditions (quality of
work life)

List anticipated work
condithons (quality of
waork life)

Determine gaps

Dotwenn current amnd
anucipated quality of
work life

List other process-
related problems and
annicipated problems

Secondary

SOrce
Secondary
Source

Primary source

Primary source

Primary soturce

Primary murtru: vjbcc_undmy’

' Secondary

| Primary source ‘ Secondary

Preliminary Assessment Matrix
Manager - ;Vork Group Su;plbn Customers :
Primary source | Secondary - B
source
Secondiry - Primuary source
SOource

Primary source

Primary source

SOUrce

Primary source

Semnd;n

source
sSOouUrce

Sccundnr'\i

Source SOource

They discuss the table and who 1o alk 10 about each category  After 4
while Jim takes the lead and suggests which of them might interview
whom and how to organize the effort They agree to ke a week to pre-
pare the interviews, conduct them. and assemble the results. Once they

have all seen the

results and considered them they will meet again to work

on the next step, comparing what s with what ought o be.

Jim used the gap verification checklist to prepare for the meeting. A sam-
ple of Jim's work follows
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Gap Verification Checklist

Step | Description Date Comments
1 Explain list of gaps (probable L Two major cost ancas — people
problems) to manager and equipment. One or beth
must be cut to achieve cost
Roals

15

It may be difficult 1o get retal

MHENARENS 1O Use new system,

3. Just-in-time will requine more
st

4. Drivers and moustabouts mayv

feel threatened as well 1<
sk n dead-cid Jobs,

' Revise (o reflect manager's input | Executive expects tn
madernize cquipment. doulsie
capital budget for two years.

[

Rewail guys know they |
will enefit — cxpedt (ol
coaperanon

3 Shouldn't need mone people —
use present stff differently,
firefighter model

4. My problem

(Conttnued un next page)
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Gap Verification Checklist (con:

Step Description

3 | meoqu the specific elements
of the work process that each
problem impacts.

— e —

4 Specify fo—l‘l'ﬁ‘(’;lhﬂl
| e A;v: leasy cffmajfc chmc!cm
at producing outcomes
* Have greatest impact on
customers satisfaction

o Provide best balance between |

potentuil pavofl and like-
lihood of success,

Comments

I. People have to learn new
equipment, especally LORAN
Preventive maintenance be-
comes cven more importint
Must get modem diagnostic
tools for mamntenance
workers

4. Must set up dialogue with
SIOrE MANGRETS SO NO One gers
unpleasant surprise. Inventory
control shared with us. Must
develop countershrinkage
measures before a problem
appears.

3. This will require a whole new
method for responses. Creare
labor pool, with individuals
assigned on an as-needed
basis. People and equipment
have o be ready to move Im-
mediately. Must huddle with
union as soon as possible 1o
work out this problem
Scheduling at two levels: A)
daily/ordinary, and B) bull
pen. Bull pen has priority.

4. Umon can help here, but |
will work to make paths
available for others

| See 3.3 abave

| 'See 3.2 and 3.3 above,

See 3.3 above
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Step Description Date Comments

5 ' Set objectives for each process L. Preliminury study of vendors

named and proglucts complete in
three months. Ask for bids
from top three vendors. Set
delivery and payment sched-
ules in six months. Accept first
delivery in six months, Eighty
pereen mark s 18 months, re-
serve final 200 to supplement
original investment. Begin
depreciuon on day of Tst
delivery (inform |\l-tltkt'cp~
ing). Phase out old equipment
by end of 2ath month

Dinlogues cstabilishiod withiug

two weeks, Informal agree-

ments by fus of next month.

Formulize ar direction of

EXCCUIvVe management.

3 Define extent und nature of
problem. Specify alternatives
tor meeting challenge. Select
best alternative (balance effi-
aency and effectiveness) Try
out. Muke changes. Assign
staff. Set responsibilities

b~

6 | Identify critical goals for quality of (See 5 above )
work life
7 ‘ Describe desngn-pm-:ca: tasks To be done
o] V Specify dcstgn-p;)cu“ roles
9 Ichentify resources ‘ CHighlight in above information )
10 Identify constraints. ' o
11 Review results and set the design

process in motion

NOTE: Yo andlysis will probubdy be very differert from whal is hsved here, ot it shoukd exdilbv thie s kol of tunkang and
cottaiderations. Most Ppoaant, o shoukd provide smple infonmathon fos the newt wepn
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Jum's most immediate concern was to develop a new process for his peo-
ple to use to do business. His reasoning was that, without it, people would
tend 1o try 10 work in the same way us before, and that simply wouldnn
work out. The new approach would have o be in place before anything
else could be established. I also represented the greatest change from cur-
rent processes. Therefore, he made it his top priority. {Note: The rest of
this case study will concentrate on this one process. However, you must
keep in mind that all of the other aspects of the change were also in
process. This sn't an isolated event. )

Before starting, Jim found a copy of the general procedure flowchan ene
lurged it and tacked it 1o the main bulletin board AS steps were accom-
plished, he used a big red marker to check them off. Consequently.
everyone in Transportation knew from day to day how the project was
Roing. The next three pages show the flowchart
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(continued on next page)
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Work group
Will redesign Ne ] Mancger
of this procen another ogreesl
halpt process
You lon I
Work grop
and _ Can mach
reganote v
o Yien
Describe
tasks
Noacr b rles
: :
|if tmenreas L1t cmmiveminte Lint whraboe bue

Abort project
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1

The next task was to develop a work flow for the new process. This is
shown here.,

{

Time

|

Go 1o job sike

Cheeh goods
ageiny
[ aianad
Chack?
Yeu

Ask for choy
© confinue

212
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Y Na Return 1o

NS | Retrn ko leich
nexi lood
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Jim and his waork group then begun the serious work of developing
specifics for the changeover. The first concern was cvdle time, since it
was the critical element thar prompted the change effort in the first place.

Cydle Time Analysis: Transportation, Inventory Movement
Activity Activity Type  Time Spent
Receive and digest 'lnfmmat;)n and specifics abour 1 0 - ' 45 min 10 mun
job (without LORAN with LORAN).
Chexk equipment. - T o 30 min
Diagnose problems. if anpnﬁpn‘mr. D N | 20 min.
Assemble crew. N O | 05 min
Go to job site (averge). 7 0 min
Check merchandise (etc ) against paperwork (without | L m min/ 15 min

LORAN with LORAN)

Put merchandise on rruck.

60 min
Transport 1o destination. 20 min
Unload 60 min

Compicte paperwork (with LORAN without LORAN)

Flotrnrm s o llThow

20 min’ 10 min

20 min

|-i'CIC QIO

Although they thought something shoukd be done about the delay caused
hy equipment problems, the team felt the process as described was fuirdy
ught. They decided 1 go with it for the time being.

The next step that they felt should have a high priority was listing and
analyzing process parameters
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Process
Prepare for job

Check equipmemt

Assemble crew

Process Parameters Worksheet

Inputs

¢ Shipping

schedule

e Bill of lading
o Customer,

* PLicement of

gooxds at
customer Site

* Planned

arrival time at
CUSstomer

e Aviiluble

equipment
Lirucks,
loaders, ot )

o Prejols check-

list

e Lumber

fasteners and
glue, and
other
mutenals

o Skilled

workers

* Equipmem

undd tools

* Peaple

avallahle,

o Skill sets

* Time

constraints
et
mdividual

Outputs
¢ Go/no-go
deciston

* Specihication
of equipment
1o e used,

Decision about
which equip-
ment to use for
the job

Crew in truck

sadv o HO

Boundaries

* Begins as
SOON as
order comes
from cus-
fomer
shippert

e LORAN
Jatabase
must he
u;nl.llt‘d

* Fnds with
manager

okiy (cuan e

assumed In
MOSE Cases)
o prowcesl.

* Begins as
SO A5 -
ire of job s
Kknown (size
of load,
number in
Crew, proce.
dJure to be
used)

* Ends when

cquipment
has been se-
hecred and
th_‘lkl‘(l

* Begins with
Initiution of
b order

* Ends when
truck leaves

Flow

Directly 1o
Ccrew loreman.
management,
and customer
(through
LORAN)

e Directly 10
job actvity

* Indirectly 1o
mintenasnce
(when prob-
lems are
encolintered,
orew can't
handle them
quickly)

To manage-
ment. union,
and war room

feontnued on next fage)
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Process Parameters Worksheet (...

Process
l’nx‘v:t':l 1o b site.

Check merchandise
against puperwork

Transport

Unload

Inputs

| Equipment and
Lrew

'« Goods in
current
location

e Bill of lading

* LORAN
ctabase.

e Okay to
proceed. or

* Match from
check.

Tmrl( ‘(l;l(‘(‘l’

Loaded ruck w
CUstomes site,

Outputs

Safe arrival

Decision abour
whether thete is
a match

Gooxds on truck

Goods 1t
customer site

' Goexds placed

in locations as
previously
arranged with
CUstomer

Boundaries

* Begins uas
SOON a8 crew
Is mounted

* Ends at
arnival.

* Begins on
arrival

o Ends with
final check

* Begins as
soon as okay
5 receved
or check
shows 4
match

* Ends when
truck s
loaded

* Hegins as
soon as load
is certified
by foremun

e Ends when
truck amves
al customer
Sile

* Begins with
armval @t
CUSIomer
site

o Endls when
all goods are
placed as
prescribed,

N/A

To management

and
customet
through LORAN

N'A

To manage-

ment (in case
load is partial)

To manage-
ment and
customer
through
LORAN
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Complete paperwork

Return to « iifice

Inputs

* LORAN
procedure,

= Bill of lading.

s Customer

request sheet.

N/A

Jim and the departme
sheet, that information flow could e
LORAN system broke

Outputs
Complete docu-
mennon of
transport,
including time
sheots for crew.

* Equipment
retumed to
pool.

* Crew re
tumed o
pool.

* Documents
filed in "in
box

* LORAN in-
lormed of
end of job

Boundaries

* Begins as
soon as load
s at location

* Ends with
acknowledg-
ment from
LORAN

* Begins on
arrival ot
office (or en

route)

¢ Ends with
notiBication

to LORAN

nt found, as they examined the

Flow

1O management
and customer

through LORAN

To manage-
ment through
LORAN and
completed
forms in “in
box " (Farms
include dated
and Initaled
bl oof Talinggr

parameters work-

4 real problem, particularly if the
down. They decided to rough out an information

flow to discover where, if any. real problems might be lurking
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After some discussion the work group decided that information could
and would flow well, particularly if they concentrated on establishing
good dialogues with retailers and management. The most obvious prob-
lem seemed to be the lack of a direct link from retailers back to g
ment. They prepared a memo to executive management outlining their
concern, Then they began to study the relationships between all the
process functions more closely. A two-person team 100k the information
gathered so far and prepared a relationship map
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Brandon Tronsporiation Department
Futchese orme
Customer puhens e |
A wanhighee
i e e e
——
3 —
hpprg IO g o Al trermbay e
LORAN ]
I--——--:-_:: s T === — o o i S
_ r—— T
C:h—l-l [—bu LAY congronisms
- —_— -
¥ wpobens 1 =
nor
Crow ‘wor reeced v » Crder rncomad wrud
-
Foreman pe -
|
e 5 =
Lo snssmived Tmode loades. r
and — ]
Crow S = O
2
m S wont
& ot e [t Popmase
. b die

Jim and the task force discussed the need for a variance analysis. They
agreed it would be a very valuable tool. but it would be practically im-
possible 10 construct because so much of the old way of doing things
was going to be discarded. The task force members asked [im if he
thought it would be valuable 10 develop a variance analysis downstream,
perhaps six months along, to check performance agiinst expectations. him
heanily agreed, and they put the item on the table for six months
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The next step was to develop a simple chan of the process functions and
determine who could be made responsible 1o see that they were com-
pleted. The chart was developed as a group exercise with the entire de-
partment. Their first reaction was “everybody should be responsible for
everything © However. after considerable debate, they broke “everybody”
into three groups: the manager (Jim), crew forepersons. and crew mem-
bers. Jim asked them 1o add four peripheral groups: executive manage-

ment, store management, suppliers, and maintenance The resulting matnix
looked like the one on the next page
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Activity

Keep LORAN
database up-10-
date and accurate

Check eCuipment
| Perform diagnosis

when equipmen
malfuncrions

LA\u'mhlc Ccrew
GO to job site

]Tfhcck manifest

Load
]
" Transport
' Unload

Return

| Develop bids for
{ equipment
replacement
Input shipping
schedules and
data from bills of
lading 1o LORAN
. Meet with retail
Eanagers o plan
and schedule

management

Is oy fog fwm
Mt appeiee the sen
Must aipgeies the e

Poeser't comitrbiygge Um

Prepare repons 1o R S

e —

Brandon Responsibility Chart—

Department

/x:c;»xx::z
x::zz:f.x

N the sep of miaking the e 1y
4 ﬁ‘l_\.ll’)".

of Geviven with Ewrces

Mt be frgformd of the Nep o dessaon

<HY 0 the 9ep Or des oy

Executive

SA

I'A

Store Suppiters Mainten-
Maonage ance
ment
A

AR

H
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50 even though the work group was unable to come up with a variance
analysis. they could and did outline a general scheme for spotting van-
ances and taking care of them.

At their next meeting, Jim could sense a heightened sense of optimism in
the group, They were beginning to believe they could do this, One of
the problems remaining had to do with scheduling more or less regular
runs, such as trips to pick up merchandise for refurbishing. Two of the dn.
vers, Mary and Martin, brought in a map of the city with Brandon locations

circled on it Then they showed the group a diagram they developed to
show work flow

T e [

! R2 R3 L] RS Auchion
|
$ K ' v l ' v
v
e Nacycled materals Recycler
—y  Damaged/ repaired good)
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The work-flow chart showed what seemed (0 be duplication of effort
Each store was visited at least twice per day ance for deliveries from ship.
ping points and once 1o pick up recyclable packing materials. In addition
there were trips about once per week from the repair shop 10 each retail
store for pickups and an equal number of tips (o the resale store with
newly reconditioned merchandise

The amount of effort used 10 recycle seemed inordinate As the group
discussed it two aliernatives came out: 1) they could continue as before
and make an effon 1o reduce the number of trips needed, or 2) they could
outsource the pickups to the recycling company. The drawback 1o the se
ond alternative was that they would lose the revenue they presently
carned from recycling. Since the group couldn’t make an informed
decision at the time, lh&'_\ .l]"p‘nnh:" Mary and Martin to develop a sime
ple cost-versus-benefit analysts of the recycling effon

Tim and the group next decided it was time 1o move on to the next set of
tasks dcfming and dv\cnbmg thelr jobsw The first step was casy Thoy
decided the new (changed) depantment would have twn kinds of johs: the
manager and evervbody else. Although someone would have o provide
leadership in certain situations, they didn't see why such a pemson would

need a special title. After all, different people provided leadership in dif-
ferent situations

During the next week, while different small groups worked on the sev-
eral tasks, fim met with union representatives to reach an agreement that
would allow the work group to do as it planned. The umon representative
compromised by giving them eighteen months as a tnal penod. He asked
for the right to negotiate with management when the trial period was over

Jim presented the plan to management and they agreed — if the negotua-
tons began with a redefinition of the job category

Much relieved, Iim focused aguin on the changeover First he reviewed the

task/skill matrix developed by his sk force (partially reproduced on the
following pages),
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New Job:

Task

Understund and wse
‘request for service.”

Operate trucks and

other equipment
safely and efficiently

Perform preventive
maintenance on
commonly used
eyuipment.

_Dmunme the cause

of problems with

cpp et

Task/Skill Matrix

Cartage Specialist

A cartage specialist is a person within the
who is responsible for pickup, transportation,
and other items as requested by internal cust

Skills

Basic education

l)r;vmg Other <kills
as needed depending

on the equipment

Ability to locate
specific parts and
places and adjust,
clean, and make
simple tepains
Ability 1o use the
manual o locate and
specify the nature of
a problem with

® A 2ston truck.

® A unility van

* A semi-tractor/

trakley

* A front loader and
forklift

Resources

Shipping orders, bills
of lading, shipping
schedules, store
manager request
forms, and LORAN
The equipment
Books and operating
manuals. Training
offered imernally and
by vendors,

Specified tools
cleaning materials
and manuals

Manual, Sun diagnos-
be equipment. and
vendor rep (as
needed)

Transportation Department
and delivery of merchandise
omens

. :

All service requests
and ship orders are
interpreted on nme
and accurately,

Equipment is oper-
ated safely and with
protessional exper-
tise

Equipment operates
At maximum effi-
clency and effective-
ness with less than
5% downtime.

Problems beveond
those found in the
afternoon are diag
nosed without delay
SO repair or replace-
ment can take place
within 24 hours,
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Task Skills Resources  Outcomes =
Load unload goods. Operate Forklift and Equipment (see Goods are moved
hand truck. Use safe ubove ). sately and quickly.
procedures for lifting They are located as ex-
and moving goods pected by customer.
Locate and secure Dimage 1o merchan-
goods within truck disc less thun 9 of
and at destination the time. No shninkage.
Operate LORAN Able to key-in data LORAN system, Eighty percent of na. i
equIpment and bring up com uperatng manual, perwork is replaced
figures, location and training by LORAN funciions.

information, and
special customer
requirements.
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Skilled ream of two
available at all
business hours

Top-quality
preventive
maintenance.

' 1. Facilitste 'h_m-

Business Purpose Forces That Influence Busln;s Gain from
Performance Good Performance

Size of staff (has o be | Eliminute need for

in-time” stocking of = large enough so one | warehouse. Quality

merchandise team can be on call at  service 1o retail stores

2. Avoid necessity all times), Traiming

1o store gooxds in “":n t'xpcrncncf (:Jm
m orm o stin-
warehouse. dan.lw?“

3. Reduce storage
costs levied by
shippers.

1. Reduce amount of Size of staff Reduced muintenance
time equipment is Diagnostic skills. costs. Longer service
down time for equipment

2. Reduce More employee
maintenance satisfaction
COSts.

Then Jim went over some of the attributes of the job with his task force

As he looked at these things, Jim noted some characteristics his workers
would have to have. For example, their vision would have o be cor-
rectable o 20/20 and they woulkd have to be able 1o lift thinty pounds with-
out strain. While he was thinking about it he scribbled out a list of other
proposed requirements for people applying for the new job. He would
discuss them with the whole depatment at the next meeting

Applhuonmmforwsm

T Must cunily tearn 1o read and understand shipping schedules, bills of
lading, etc.

Must be physically able to key-in data on the LORAN e, it would
be very difficult for a one-urmed person),

3 Candidates must have

"~

* A valid Class A drivers license (standard passenger car)
* No DWis or DUITs in the Last five years

* No record of reckless driving or more than two speeding tickets
in the past two years

4. Candidares should

* Have the capacity 10 accept criticism from customers without
undue emotional stress

* Be able to document and develop a report for normul opers-
HOns activity

* Be able 1o woubleshoot mechanical problems
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Document and report

Troubleshoot

Then Jim developed a sample matrix showing how one of his current
workers (on the job for three months) stacked up

e
Summary for Jason Jackson
Skill Area Extent in Gap How to Remedy
Hand
Use documents Medium Not large Continue 10 work with them; ask panner
(Max) questions: come 10 me when
stumpred. -
KReying sKills High Stmull to N/A
none
Driving skills’record High Small 1o (This guy is very good. may be able 1o
none use him as wior for new hires. )
Accept criticism Low Very large Lets temper show at times, allenates cus

tomers. Special seminar or workshop
Medium Not large Keep practicing under Max’s direction

High Smuall (Seems to take to it well) Introduce him
to more types of equipment.

The next depantment meeting was tull of fun and goodwill. As it neared
conclusion the group roughed out an action plan, See next page.
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Action Plan for Brandon Transportation

All steps except the final presentiation are the responsibility of the task

force.

Step Description Results mw mnl
I Initate. Assemble team, decide which ream Budget 2/28-3/4
members will be responsibile for exch — and

dctivity. Finalize budget and assign review

resources. Develop review process process,

and feedback mechunisms. team
roster. uand
assigned
roles

2 Research Contact other organizations and General 37-3/25

search the literune for descriptions of description
similar work flows. why they were of the new
adopted, and what effect they have process
had on productivity,

3 Develop Prepare preliminary description of Full de- 328422
preliminary how work will be done. Include 4s scription
description of | much detail as possible of work
the process. flow with

each task
explained
in detail
4. Branstorm Discuss the process. Answer these Modifica- 4730
PUESTIonN tons o (Sat.)
* How will it fit in with current Ll

5. Develop final

version.

company operitions?
* Whart clements are not necessary?
e What should be added?

o What are the asic regulnements
for budgeting und assignment of
resources?

* What skills do we have iIn hand?
* What addinonal skills should we
have to get a good stare?

Format according to company policy
and present to executive management.

Final, for- 5/2-5/%
mul version

of intended

PIOCESS,
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The room was slightly stuffy because the hotel had only recently turned
on its air conditioning. Jim sipped a glass of water as he watched the
“Brandon Family” file in and take seats. They had all had time to read
the report. but he was unsure about whether they had actully taken the
time to digest it and consider its implications for the company. He wiped
4 sweaty palm on his new suit and adijusted his tie for the hundredth
ume. Then he glanced again 1o his boss, Mary Rickover. Her smile was
duzzling. “Piece of cake,” she said

“Hunh?”

“I's 4 plece of cake, Jim. You've done an excellent jobs with thie 1 doabe
if any other department has done as well. So relax *

And he did. Her words had the nght kind of effect. He wuited for the
usual mble chatter 1o quict, and began Twenty minutes e, e turiied
the last page of the report and asked for questions

“It looks o me like you'll need more staff?” It was Hanry from Amm
“That's probably true unless we outsource the recycling program. in
case we may be able to cut two o three people. But I'm not sure i£'S wi
to think of cutting staff at this point. We simply don't know enoagh -
and | feel we must be ahle o suppon the just-in-time idea.”

William in Personnel nodded and changed the subject. *Are we still

goodd terms with the union oo this?

“So far, and | dont expect any problems as long as we hokd to our scheiile
Mr Brandon stood abruptly and motoned for Jim to seat himself. Wisen
Jim did so, the CEO looked carefully around the table before speaking
“This looks good 1o me * He thumped the report open before him. 71 sug-
gest we give this young mun and his ‘Cartage Specialists’ a chance to make
it work, unless any of you see some serious flaw *

Mary spoke up. “Not 4 serious flaw, sir. but | believe | should share
something before you finalize this

“Go ahead, Mary

“Well, Sir, the point isnt made in the repor. but this will do two impor-
tant things for my department that aren’t directly connected 1o
Transportation. First, it will eliminate the need for our warchouse a full
year before you asked. That will save us several hundred thousand dollars.
Second. it will make # possible for the rest of Distribution 1o cut back on
stuff — not a lot, but enough, | think, to underwrite the whole program.”

You're sure?”

“Fairly — 1 worked the math through Last night

The old man beamed. He looked around comiortably at the rest of his
officers. They were good peaple. people he knew would speak up if
they felt anything should be said “Are we agreed. then” At their nods
he tumned to Jim, “Okay, Mr. Kelly, get on with it."

And he did.

—
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Overview

s section provides vanous wols and technigues to assist vou In work
group and joby design interventions. These resources can be used as job
aids o gudde you throagh vanous AR edures in this book

When to use this You will want 1o use this section whenever a procedure refers to a par-
section tievlar resource. Directions for using the resources have been provided
10 make them usertriendly. You can photocopy them directly, or ¢ ey
them by hand onto flip chan paper 1o case their completion when work
My M group settmgs. You may albvo want (o modify them, depemnding on

e specilics of vour wark group or job design situations
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Resource A Business Environment Matrix

Directions: In the left column, heading the rows. list influential groups or
forces such as customer groups, suppliers, and regulators (including in-
ternal auditors, quality control inspectors, etc.)

For each mfluential group or force, fill in the information requested
® What they expect
* What they provide

* Goals and objectives the work Rroup must set to meet the expect-
tions of the extemal groups.

External What They Expect What They Provide  Goals (Current and
Group/Force Future)

¥

232 SECTION FOUR



Resource B Cycle Time Analysis Worksheet

Furpose: To analyze the things thut make up & product’s or <service's cyele
time. This allows you to spat non-value adding activities and delays (To
improve cycle tme, eliminate or reduce these things. )

Directions Follow a product or service through its cycle. from the tine
you receive the first inputs to the time yvou deliver it to its customer Then
fill aut the worksheet on the following page

1. Inthe left column, list where the product or service spends time. Be
sure (o include all steps, inspections, queves, und delays

2. In the second column, citegonze each tem listed in the left column

by type
To represent: Write the letter:
Operations — Altering the charactensucs of 0

materials or changing information.

Transportation — Moving materuls o information T
from place 1o place by people or machines

Morage — Staring materials or information S

before or after use

Inspection — Checking materials or information 1
to determine content, volume, or charactenistics.

Rework — Re-altering matenals or information R
alter the mital operation

Delays — Periods of no operations due 1o lack D
of materials or information

3. In the third column, record the amount of time the procuct s oocu
pled with that item. (Use 3 single consistent unit of time. such ay
minutes, hours, davs, weeks, etc)

t. To get the Do this calculation
Total cycle nme Add all listed times
Total value-adding time Add all times categorized “O
Total non-value adding time Add all tmes categorized any-

thing excepr “O°

Percentage of total eycle time: Divide the 1oml non-value
spent on non=value adding time by the total cycle
adding activity time

feontinued on next page)
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Cycle Time Analysis Worksheet /... |

Activity

Activity Type Time Spent

Fw

Total cycle time

Total value-adding time

Total non-value adding time

Percentage of cyclie time spent on non-value adding acuvity

23a
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Resource C Variance Analysis Worksheet

Purpose: To describe problems and their causes: ulso to locate where cuch
problem becomes apparent and gets fined, and identify who controls its
occumence

Variance Cause Where found? Where fixed? Who controls its occurrence?

o
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Resource D  Responsibility Chart

(Originally conceived by Beckhard and Harris (1987])

Purpose: To point out divisions between responsibility and authonry and
between doing and decision making

Directions

1. In the left column, list the steps and decisions required 1o produce
the work group's output.

I~

Heading each of the remaining columns, write the name of a work
Rroup member or manager,

3. To fill in the cells, record the role that each contributor plays in
each step or decision

If the contributor: Fill in the cell with an:

Is responsible for doing the step R ’
or making the decision
Must approve the step or decision A ‘

Must support thc_stc:p or decision )
with resources

 Must be l_la'nrm_aldllu- \u:;) or | | - ‘
decision

| Is trrelevant 1o the step or :
decision

4 Highlight problems with the current distribution of responsibility
The following things may indicate a problem:

* More than one R for a single step or decision
* Multiple approvals (As) for a single step or decision

* Bamiers between the responsible person (R) and those who must
approve (A)
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Name 2

Name 4
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Resource E Skills and Incentives Matrix

Purpose: To identify the skills required to complete a4 work process: o
determine which of these skills the work Broup currently has and what
happens when they use it

Directions
L Inthe left column, list the steps of the work process

2 In the next column o the right, list the skills it takes 1o do that step
successfully

3. For each skill, answer the Questions by marking an X" in the
answer coliunn

Process/Step Skills Required | Does the current What happens when
work group have someone uses the
the skill? skill?

Yes No | Rewarded Punished
|
2
= = -
_t
- p—— - p— : e — — =
4
5
|
|
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A TOOL KIT FOR DESIGNING PRODUCTIVE, A A
RESPONSIVE WORK UNITS

Creating jobs and Independent work unils that can sustain high levels of pertor-
often ignored companent in achiaving the full benalits of any reengineering alfort.
Glotified automation, downsizing, or redrawing political turf is not the answer A system-
atically focused radesign of work processes at the grassroots level is critical to any
organization that hopes to meet customer expectations and influence tomorrow's trans-
orirod ol

Designing Work Groups. Jobs. and Work Fiow offers an integrated approach 1o
using the most poweriul tools of reengineering to design single work units that are pro-
ductive. responsive, and build participant ownership and commitment. Tonl Hupp and
her coauthors present a 1ool kit with many checklists, reusable worksheets, flowcharts,

tomer needs. and how well technical processes support such goals as quallty, respon-
siveness, and employee involvemeant. They also demonsirale how to evaluate the human
support system of any work group for fiexibiiity and encouragement of teamwork

“This i1 an extraordinanly comprahensive how-to book on designing jobs and work
flow. All the loosa ends have been pulled together in this usaful guidebook. ™

—Geary A. Rummier, partner, Rummier-Brache Group,
and author of Improving Performance
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@esign and performance technology. She is vice president of training and organization
ment foc Bank of Amenca. In 1983 she was a recipient of NSPI's Special Service Award.

Craig Polak is a member of Hale Associates. a management and performance-improvement

consulting fiom. He 1= a management consuitant cross-skillad in instructional design, education,
communication. and competency assessment

Odin Westgaard is a human-sysiems interventionist with Male Associates and author of The
Competent Manager s Handbook for Measuring Unil Productivity (1885) and The Competent
Manager’s Handbook for Selecting and Evaluating Training (1987)

From Training to Performance in the 218t Century s & soties sponsored by the National Sociaty for
Performanca and Instruction (NSP1| that pravides valuabie how-1o rescurces o help trainers. human
resource professionals. and human parformance tachnalogiats improve performance in the workplace
This book is part of 8 wo-volume sel. "Redesigning Wik Processes “which is a comprehensive ool kit for
reenginesting kay work processes. whethet within ong work group or across functions. The set shows how
t0 dantify, describe. Analyze. and redesign Droceases 10 increase corporste compatitiveness and
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