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Leading the change 

By far the biggest factor in the speed and effectiveness of transformation is the Boss.  Where the change is actively driven from the top with clarity, focus and determination, it works.  Where it isn't, it doesn't!

But where is the top?  Who is the Boss?  

In practice it is the person who has determined to take control of their area of the business.  In some cases this has been the MD, in others the manager of a department, in others it has been the leader of a small team.  But in every case, they have taken ownership of transforming how their organisation worked, and what it achieved.

The need for the leader of the organisation to be persistent in driving the new ways of working cannot be overstated.  Unfortunately, introducing a comprehensive systematic approach to management creates major tensions within the management team.  This is because the concepts explained in the earlier chapters call for executive authority to be co-located with a clear systematic understanding of the business and its performance, and traditionally this has rarely been the case.  

Traditionally, managers have often been free to make decisions without a comprehensive or accurate understanding of the real implications of those decisions on overall performance.  Conversely, people who have worked diligently on developing quality processes to ensure performance have often had little authority to implement their conclusions.  As a result, communication between these two groups has often been tense, resentful and fraught with misunderstanding and politics.

The reasons behind this are inherent in the way that many organisations perceive management skills.  Executive authority is often vested in those who can fire-fight well, and who are able to juggle the complex, uncertain and stressful demands of business in their head and regularly deliver a competent solution.  Such work is normally seen as intellectually challenging, with high kudos, short-term gratification, and attracting the authority and status to make a real impact.  Conversely, the job of developing quality processes is often given to people who are more methodical and systematic in their approach.  It can be a thankless task, with hours of painstaking analysis often being rejected on the basis of a five-minute opinion from someone with 'executive authority'.  As such it often attracts people who are either single-mindedly wedded to the logic of this approach, or who lack the talent to make progress in any other way.

The net result is that, corporately, decisions have often become distanced from information, and talent has become distanced from method and system.  

The logic of systematic management is to reconcile these key competences into a body which collectively takes real responsibility for performance.  

The task of reversing years of tradition, and resulting self-interest, must not be underestimated.  Amongst the talented and authorised are not only those who have allowed their more methodical side to be suppressed, but also those who never had a methodical side in the first place.  While the former group may simply need time to redevelop their systematic skills and to adjust their previously successful working patterns accordingly, the latter group often fight a determined rear-guard action of delay and refutation.  A rear-guard action that, due to the nature of what is being attempted, often plays on the sympathy of your whole management team.

Unfortunately there is no easy fix for this, just the dogged, relentless, and sometimes lonely task of:

· establishing clearly what is required of your direct reports

· seeking to plan and develop mechanisms to reinforce the use of the QFD

· maintaining the vision of the 'new way of working'

· monitoring and reviewing progress

· identifying and addressing behavioural and organisational issues

· coaching and guiding people in fully exploiting the new ways of working

· making time to do all of the above.

These points are covered in more detail through the rest of this chapter.

Establishing clearly what is required of your direct reports

This can, in large part, be achieved by the assignment of separate and discrete process responsibilities to the members of the executive team.  

If the business is to be run systematically, the executive team, as the key decision making body, must focus on ‘processes’ as the context for all of its decisions.  For this reason, it is important that process responsibility is awarded to all members of the team.  Failing to do so runs the risk of either disenfranchising some members as the management of the business becomes more and more systematic, or remaining unsystematic as those same members fight to retain their 'voice'.  

In the most successful implementations of the systematic approach, the executive body comprises experienced managers, each of whom has a process responsibility, and who collectively reflect a comprehensive balanced picture of the total organisation as processes.

This arrangement should be formally reinforced by establishing clear job descriptions and appraisal targets based on the responsibilities of process ownership.  It should also be informally reinforced by ensuring that questions and challenges arising out of specific issues, focus on drawing out the systemic and process implications.

Other ways of ensuring a clear picture of what is required include:

· opening a discussion on the management behaviour that will be necessary to guarantee delivery of the QFD targets, and then collecting the conclusions into an agreed contract within the management team

· publishing a standard of management values

· developing guidelines and checklists for individual managers to use in undertaking their work.

Seeking to plan and develop mechanisms to 
reinforce the use of QFD

If your organisation is new to the systematic disciplines, then it is very likely that your current mechanisms (meeting agendas, policies, procedures, practices, etc.) reinforce the old ways of working, even if only by association.  It is important that these mechanisms are identified, reviewed and developed to make use of, and fully support, the systematic approaches that have been introduced.

In some cases this may require additional mechanisms to be developed, such as a QFD-based planning cycle, routine coaching sessions, and any other forum you require to fully reinforce the approaches we have outlined.  It will also require you to establish a clear plan for the implementation of the agreed management approaches within the process teams.

Where there has been agreement of what needs to happen within each process team, but no agreement over when, progress has proven to be very variable.  In some cases the rate of progress would mean that it would be unlikely that the process team would be making systematic improvements within two years.  Clearly this is unacceptable - but without a clear and agreed plan it is far from uncommon.

The plan should set out clear deadlines for:

· establishing clear and agreed performance targets for the processes

· implementing measures within each process

· setting up regular management meetings to review performance (both at the process level, and collectively at the organisation management level)

· delivering the first systematic process performance improvement.

As one recent reviewer of the novel put it:

"We had very firm goals and deadlines for QFD development - we used the process health checklist early on - very effectively.  Later on we had strict timetables for quad charts and review.  I think these are vital for setting standards and expectations and to keep all the teams moving at least at a minimum pace.  It is the leader's job to beat this drum right from the start.  In the novel Richard does this far too late.  Thankfully we didn't make that mistake."

Maintaining the vision of the 'new way of working'

Whenever anyone attempts to create change they introduce a tension to pull people into the new way.  Unfortunately that same tension tends to pull both ways, and the change agent often finds his or her energy sapped by the continual pull back to what existed before.  And yet that tension is vital to success.  So it is important both to anchor yourself, and to erode the foundations of those you are seeking to change.

Anchoring yourself can be achieved by surrounding yourself with constant reminders of your vision, and renewed evidence of progress.  It is vital that you spend a few minutes at the start of every day reinforcing clearly in your mind exactly what you are trying to achieve.
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Eroding foundations is best achieved by a 'burning platform'.  This stresses your compelling need to change; providing a constant reminder of why remaining the same would be injurious and possibly fatal.

Displaying constant reminders of both, visually, audibly, and by implication (e.g. progress graphs) will help tremendously in driving change - both in your people, and in yourself.

Maintaining and reviewing progress

We ask questions all the time about what is important to us - it is natural!  People develop a picture of what's important to us by the questions we ask and how we focus on their answers.  And if we don't ask questions, people naturally assume it is not important.  

So, is the progress that your people are making on implementing their plans important to you?  And do your people see that?

A clear programme of reviewing progress on a regular basis establishes the importance of that progress to you; both by the time you invest in it, and by the quality of the questions you ask.

Identifying and addressing behavioural and organisational issues 

Similarly, picking up on issues of progress, and doggedly examining everything the manager is doing to ensure that the programme is brought back on track, serves to further reinforce the message.

It is also important to pick up on behaviours that reinforce the wrong value set.  This is most clearly evident in interchanges in meetings, where people's ideas may be put down, or other forms of politics may be prevalent.  The behaviours of your managers to each other, and to their staff, establish the values of the organisation.  Every deficiency in this area is an opportunity for you to reassert the new value set, whether inside meetings, or privately outside.

As part of a review of their implementation of QFD, one company asked its staff the question: 'What is important to your manager?' The results made depressing reading.

To address this issue, the comments were collated onto separate sheets of flipchart paper and pinned around the room.  One sheet for each senior manager but with the names removed.

The managers were offered one point for each of their colleagues that they could correctly identify, and ten points for their own (it was a large group).  Most managers got practically all of them right, despite being appalled at the results.

When we sit down to think about it, we are all aware of the impression we create.  We need to take responsibility for managing that impression, in order to ensure it is the one we want to create

Coaching and guiding people

A valuable means of picking up on behavioural issues in private is through organised coaching sessions.  Good managers recognise their scope for improvement, and welcome the opportunity of someone helping them to think through their approach.  Poor managers often don't recognise their scope for improvement, but if that is the case, coaching is even more crucial.  

Establishing a programme of regular one-to-one coaching sessions, and using them to help managers establish and pursue their own performance targets, can prove a major accelerant to the adoption of systematic management approaches.  Not least for the opportunity that these sessions provide in encouraging and supporting managers to undertake similar sessions with their own people.

Making time

All of the above represents a considerable burden of time, and yet what we have addressed is purely and simply 'the leader's role'.

It is probably the case that, as leader, you spend a lot of your time endeavouring to do all this anyway.  The problem is that, more often than not, the mechanisms behind this work are rarely the most efficient, or the most focused.

For instance, you may spend time at meetings with one or two of your subordinates, without properly clarifying your role in helping them to develop theirs.

In practice, senior managers often find their diary is full of activity that could be delegated (eventually), or could be developed into a process, or could be subsumed within the activities of 'Leading the Change'.  Making time to lead, then, is a matter of refocusing existing activities:   

· analysing how you spend your time currently, and deciding what needs to change

· looking at your forward diary and workload, and reconsidering how you will approach it

· developing and applying a routine for deciding how to tackle any new work that comes to you

· establishing a plan for undertaking the work required by the 'top-box' role

· monitoring your progress and developing your approach still further.

More detailed guidance on this matter will be found in Chapters 18 and 19, after we have considered the influence of personal values on our role and responsibilities.

In the next chapter, we look at how the leader needs to coordinate the responses of his or her people to the challenges they have been set.
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