Systematic management
meetings

The vast majority of management work
takes place in meetings: team meetings,
one-to-one meetings, project meetings,
review meetings, problem-solving meet-
ings, customer meetings, telephone meet-
ings, virtual meetings, etc. Practically any-
thing that a manager wants to do will
involve communicating with somebody
about something. Itis in the nature of the
manger's role. The manager effects his
or her role through other people. His or
her effectiveness is in the impact that he
or she has on the behaviours, knowledge
and attitudes of those people.

And yet, for many managers, meetings are
seen to be the things that get in the way
of them doing their work. Meetings clutter
up their diaries, tie up their people, and
stop them from doing their job. But if their
job is 'meetings’, then it is not meetings per
se that are the problem. It is the design
and purpose of the meetings that is the
real issue.

Meetings are a crucial element in rein-
forcing the conclusions of your QFD, and
in ensuring that it is pursued effectively. In
this chapter we look at how this is to be
achieved, by:

m exploring the problems of typical
meeting structures

®m reconsidering what managers need to
achieve with their time, and the role of
meetings therein

® proposing a more effective structure
for management meetings.

The problem of meetings

Consider for a moment, your own work. Is
it that you have too many meetings, or is
it that the meetings that you have are not
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Culture and meetings

The form of meetings often
reflects the culture (the
implicit behaviours and
values of an organisation)
and vice versa.

ings reflect?

What culture do your meet-

Chapter 21

In his office, early the following morning, Richard was clearly finding
it extremely difficult to settleto anything. Hewould sitin hischair behind
his desk barely long enough to rearrange his papersin front of him, before
launching himself back into pacing the length of the room again.

Severd times he had punched thefirst two or three digitsof Daniel’sinter-
nal telephone number, only to replace the receiver heavily, and slump
back in his chair counselling himself to bide his time.

A very large part of Richard wanted to explode violently in front of
Daniel, to scream at him, to strip him of hisjob, and in large part to smack
him in the mouth.

But another, calmer, more rational part of Richard realised that thiswas
exactly what Daniel wanted. Daniel wanted Richard to act while hewas
still in aposition of weakness. He wanted Richard to cross the line, to
cause his personal indiscretions to affect his business decisions, to act
rashly, and to do it while Danidl still held the upper hand politically.

Thiscamer, morerational part, was encouraging Richard to see how he
could hurt Daniel most by biding his time, appearing unaffected, and
slowly inexorably gecting him on theterms of Richard’schoosing. And
slowly, surely, gradually, it brought Richard to a point of calm, almost
cold, determination.

By the time he reached the first item on his schedul e, there was no indi-
cation that any inner turmoil had ever existed. Infact, Richard was begin-
ning to feel quite positive about things.

Today was the day of the first management meeting to review process
performance, and Richard could amost savour delivering Daniel awritten
warning as aresult of a continued failure in performance. Yes, Daniel
was going down, and Richard would not give him the satisfaction of
knowing what hurt he had caused him and his family.

—< e ———

Lucy was his first visitor for the day. As she had promised, she had
mapped out a standard format for future management meetings. She had
split the meeting into two halves: the first half mechanically reviewing
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efficient in progressing what you need to
progress? progress and performance, and highlighting any issues; and the second
Is too much of your time taken up in meet- half giving opportunity for more in-depth discussion on selected topics.
ings per se, or is too much of your time
taken up in discussions within those meet-

ings where you cannot really offer or learn
anything new?

Richard was puzzled. “Why separate the review from the discussion?’
he queried.

Lucy smiled. “It makes the meeting more efficient.”

Unfortunately, our experience of meetings “ . . : . .
is that they are inefficient and, as a result What? Covering the same thing twice makes the meeting more effi-

of handling this issue inappropriately, cient?" Richard sounded incredulous.

managers tend to make the situation

Worse not better. Lucy saw thiswas not going to be quick, so she sat down. She thought

for amoment about the best way to begin.
The diagram below illustrates a common

picture of the causality of inefficient meet- “You know those Cylek Performance Review meetings you attend in
ings and the problems that arise in prac- Houston?’ Lucy paused and waited for Richard to nod acknowledgement,
tice. We lose time because: then continued: “They start off reviewing performance, and then an issue

71
® we keep revisiting and going over old comes up. What happens

ground “Well, we debate it until we' ve got some clear actions, | guess!”
® people have .
not prepared D, e | (R “And what process do you use?’ queried Lucy.
or done what rarm ar mwerrTa brgs b _ _ ] _
they  have = — sk Richard shrugged. “I’m not sure really, we just work it through until
promised AN ok e someone's appointed to take it away.”
" ;Oorﬂg a?gsgﬁ); R e e “And how long do you allow for that discussion?’ continued Lucy.
relevant  to e - y R - P - "
one or two v S Richard shrugged again. “Aslong asit takes | guess.
Fag o0 = [=2= = [ =]
people crcaren . “Think back, Richard,” challenged Lucy, “exactly how useful is that
® people lose . ' g debate?’
concentration et E e .
?ennoiln stop lis- R, e Richard thought for awhile, and then smiled. “Well, it givesme achance
9 T pra—— - for asnooze,” he replied.
m the process is e e "
not focused on moeep acraes - . Lucy smiled back. “And then you return to the review, until the next
clear goals sineo S ey Eitnid issue?’ she queried.
= we do not Doz p— —— “ : .
agree  and e - .. Yes, that’s about it,” Richard agreed.
confirm clear ! e A : .
actions et — “And how do the debates at the end of the meeting compare with the ones
= people are not realistic about com- at the start?’ asked Lucy, aready knowing the answer.
mitments “Well, we re often rushed toward the end, so they either tend to be del-
c |0€0|0|%I cannot remember what was egated out, or we just agree something quickly,” Richard answered.
agreed.
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Meetings are often inefficient. And here
is the paradox - we make them more inef-
ficient because we seek to have fewer of
them. Because they are fewer, they
become longer and more general.
Because they are longer and cover more
points they have greater membership.
And because of all of this they become
less specifically relevant to what you need
addressed, and thus more inefficient.

Added to which, knowing that the meeting
is likely to be of little value to us, we fail
to do what is necessary to ensure that it
is more efficient. We resent preparation
time, and we also tend to see meetings as
an opportunity to complete our actions and
get other bits of work done with the people
who are there. This saves us time but
introduces inefficiency for some others, so
they start doing the same thing. Very soon
it becomes institutionalised and nobody
even realises it is happening - they just
complain about meetings.

Meetings are 'good'. They are a vehicle
for management effecting its role more
efficiently. Itis their poor design and sub-
version that proves 'bad’. And by seeing
meetings as 'bad' we tend to adopt and
introduce the very behaviours that make
them so.

Meetings as a vehicle for
management

The efficiency of meetings is directly
related to the efficiency of the manage-
ment time spent within them. So let us
start our consideration of how meetings
can be better designed, by considering the
efficiency of management time.

Essentially a manager's time can be
invested in a number of places as can be
seen in the diagram on the next page.

Ideally management time is invested in
enabling the skills and processes of the
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The tragedy of the commons

A story is told of a piece of
common land allotted to vil-
lagers for grazing their live-
stock. The land could
support two animals per
household, but after a little
time some people started
grazing a third animal.
Seeing that some people were
benefiting in this way others
followed suit, even though it
was against the rules. After
a while those grazing two
animals began to notice that
their animals carried less
meat, because grazing was
harder, and so they intro-
duced a third animal, simply
to maintain their due.

Before long the common land
became overgrazed, and most
of the animals died.

“And are theissues at the end lessimportant than the ones at the start?’
queried Lucy.

“Sometimes,” Richard replied. “But not usually. | guessit dependson
whose perspective you're seeing. Oftenitisthe UK issuesthat get |eft
to the end of the day.”

Lucy paused, and then said: “A meeting to review performance has a
different dynamic and uses a different process to that needed to effec-
tively understand and resolve issues. The review is objective, clinical.
It should briefly and appropriately observe al areas of performance, and
list and prioritise the issues that arise from them. It should be compre-
hensive and balanced.” Richard nodded and waited for Lucy to continue,
which she did.

“Resolving the issues, however, is something that is most efficiently
achieved with aprocessthat is specially designed to do exactly that. The
amount of time each issue gets should not be dependant on when it occurs
in the meeting. And how can you prioritise where you will spend the
time, until you know what all theissuesare. Added to which, it may be
that not all members of the group need to be involved in all the discus-
sions.”

Lucy noted that Richard was not trying to argue, so she continued. “If
in our meeting, we swiftly and clinically run through the review, we can
then work out the best approach, and use of our time, in addressing the
issues that have arisen. That iswhat I’ m proposing with this meeting
format.”

Richard thought for amoment. Lucy was often right about these sorts
of things, as bizarre asthey seemed at thetime. Hesighed: “Well, | have
to admit it sounds good in theory. Let’stry it out and see how it works
in practicel”

——<Op——

Richard had fully expected a showdown with Daniel, but he was disap-
pointed. Daniel wasthe model of propriety. Hisplan listed al the rel-
evant activities for the implementation, with scheduled dates for com-
pletion al within the next two months. True, none of histaskswere com-
pleteyet, but thefirst three activitieswere al scheduled within the dead-
line Richard had given him. Richard could not find fault with him any-
where. Daniel was clearly keeping his nose clean on the work front, and
biding histime. Richard could see that Daniel wanted to provoke him
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organisation to ensure
that everything can be
handled efficiently to
the customer's satis-
faction. Of course, if

Mgk i AN Ag e

ernt time! Where does it go’y

CMSEnng nal

olREr pecais L I
dao things L
prooerly

to unreasonable behaviour, while giving no legitimate excuse for it in
terms of hiswork. But hewas convinced that Daniel could not keep this
up. Hejust needed to wait alittlelonger to nail him. Still, Richard could
wait.

this is not possible, - Customer
theetndtrr;svrr?%r:ggserergi?c/ nat Doing _‘p e Lucy’sformat for the meeting worked well. With some forceful facil-
tgasks  tasks thl?at the thinge A .. itation, she had ensured all theissueswerewritteninthe‘ Car Park’, and
process does not allow properly. s o the review section had passed by quickly and efficiently. Within half an
others to do with sufficient con- “'_".._ Customer hour, the whole team had got a comprehensive and accurate picture of
fidence. Some managers mis- e satisfied the progress and issues.
takenly believe this is the man- J;?"“'J_I‘_"" ; & ) ) o ) _ _
agement role. B s e . Okay,” said Lucy, “we now have alist of the issues we need to address
IFras rel o . .

el ﬁ = if weareto make progress according to plan. Some of them seem to be
If there are too many such tasks (pos- : Customer quite similar, so perhaps we can group these and address them togeth-
sibly because of issues in skills and N pacified er. Any suggestions?”
processes that are not being system- Ay ‘I*”""I ";-';" i ' '

he road by | |

ically addressed) then the manager

may not be able to do the work as well

as he or she would like, things go wrong,
and the manager is drawn into sorting
them out. This is often a major source of
overload, and can be so severe that the
manager no longer has time to move back
into the first box to sort things out sys-

temically.

If the workload is too great, the problems
continue until things fall apart in crisis. At
this point everything becomes urgent and
critical, and the manager has no time to
think of longer term strategies such as
inspiring, equipping and developing his or
her people and processes.

But the problem of time is not solved by
avoiding these 'management’ tasks.
These 'management’ tasks are the only
things that have the potential to solve the
problem of time." The further the manager
moves down and to the right of the
diagram at the top of this page, the less

1 This is not technically true. Failing to resolve issues
through management can ultimately solve the time
problem. But then you might find you end up with all too

much time on your hands!
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! r Customer
dissatisfied

Whoever admits that he is too
busy to improve his methods
has acknowledged himself to

be at the end of his rope.

J Ogden Armour
President, Armour Meat Packing Co.

Problems cannot be solved at
the same level at which they

were created.

Albert Einstein
Nobel Laureate in Physics

Lucy linked together those i ssues that the group felt could be considered
as a unit, and then asked for nominations for those things best tackled
outside the meeting. Several items were suggested, but when it came
to assigning responsibilities for taking them forward, there appeared to
be amarked reluctance from ‘ some quarters . However, Richard quickly
appointed peopleif they proved too bashful.

“That leaves usthesethreeitems,” summarised Lucy, “and | propose we
use the remainder of the meeting to make some headway on these. Are
there any proposals on which order we should tackle them in?’

— Ko >—

“‘Lack of time’ seemsto bethe onethat isthe biggest issuefor us,” sug-
gested Andrew, “and the least easy for usto resolveindividualy. 1 would
certainly value us spending time on resolving that one.” Theroom seemed
to nod in unison, but Richard groaned inwardly. He was just about to
challenge the proposal, and expound that it was largely amatter of indi-
vidual priorities, when Lucy asked the group if anybody could suggest
aprocessfor tackling theissue. Richard held his peace, hewasintrigued
asto what possible process could be used, and waited to see what tran-
spired.

Clearly the group were equally intrigued, because they all went silent.
Lucy looked around the group eagerly, and Richard was beginning to
think that he would have to pipe up after all, if only to help Lucy out of
an obvious hole, when Lucy spoke out again.
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influence he or she has per unit of time
that he or she spends.

Similarly, if management meetings are
drawn down and to the right of that same
diagram, managers have to invest more
and more hours in each and every one of
them, to have anything like the effect
needed to keep their business on the rails.
But that is exactly where most managers
tend to draw those meetings if left
unchecked. The pressure on their own
time, of having to resolve the details
because they have not developed the
system, will cause them to take every
opportunity to draw the meeting into iso-
lated short-term specifics, and to progress
their detailed agenda at the expense of
other's more strategic thinking. And this
side-lining of strategic thinking will happen
because their short term issues are
inevitably more urgent.

This in itself is a vicious circle, inasmuch
as it often precludes items from the
agenda until they become crises in their
own right. And so, poor meeting design
can allow a handful of 'reactive' managers
to pull the whole organisation down into
the same boat.

The design of effective
management meetings

The key to solving the issue of time is to
get managers to see that the time problem
exists because they have not been ful-
filling their 'management’ role, which
manages time efficiently. And that this
'management’ role is not an extra burden;
it is the solution.

Selling people this view of management
is perhaps the most difficult part of the
whole implementation of systematic
approaches. And even when people
accept it logically, there still remains a
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Whoever would change men
must change the conditions of

their lives.

Theodor Herzl
Austrian journalist and Zionist leader

“Normally, for this sort of issue, a company would use a standard
‘Problem-solving process’, but | know we don’t actually have one here.”

“That's because we never have problems, only disastersin the making,”
quipped John.

“Yes, like getting our air conditioning serviced by ‘ The hole in the wall
gang’,” retorted Abs, alluding to the recent problems with temperature
control that had seen him handing out ice creams on the shop floor.

“Thank you, Mister Softee!l” John retaliated.

“I don’t want to get drawn into introducing awhole new processthis after-
noon, you'll berelieved to hear,” continued Lucy, “but can | propose that
we perhapsdo thefollowing.” She moved to the flipchart, skipped apage,
and proceeded to write in her large neat capitals.

“Firstly, let's get a complete quantified understanding of the issue.
Secondly, wewill identify what the main causes of ‘lack of time' arefor
us. And thirdly, wewill try and identify some potential solutionsto those

Richard was beginning to feel abit uncomfortable. Thisseemed likethe
long way round. The answer to him was devastatingly clear: people had
to get their prioritiesright. Hewondered whether to interject at this point.
In the end he decided not to. Lucy had rarely let him down so far, he
needed to have more confidence in what she was doing. Helet it go.

“1 don’t imagine that we will fully solve thisissue within this meeting,”
Lucy continued. She had spoken seriously, but drew a few sniggers at
what people thought was clearly aludicrous alternative.

“No! But ...,” she paused, clearly serious, and waited for the group to
settle down and recognise that maybe she intended to go further than they
clearly felt possible. “1 dointend that we deliver aclear brief to whoever
takes this forward outside of the meeting.”

Some of the group were clearly confused by this woman who appeared
to be seriously suggesting the resolution of aninsoluble problem. Lucy
waited for them to make up their minds, and was rewarded with adlight-
ly subdued, but clearly attentive, audience.

Lucy flipped over to the next clear sheet of flipchart paper, and posed
thefirst question: “So, how much time are we actually short?’
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large lag before they take it on in their
hearts and behaviours.

But 'excellence is a game of inches', and
each manager has at least the opportunity
to establish new norms and effectively
prove the point. To do this two things need
to be considered.

Firstly, to make meetings more efficient we
need more of them; but shorter, more
focused, with less people. The end result
will be more meetings - but individuals will
actually spend less time in meetings.*

Secondly, we also make meetings more
efficient by having different types of
meetings.

The systematic model reflects six different
types of meetings, each of which have dif-
ferent formats and membership,

and some do not even feel
like meetings at all.

1. There are review
meetings, which are
simply to ensure com-
plete understanding of
progress/ performance, and
to identify the issues involved. 8
They are quick, clinical and i"»
objective to the point of being
almost 'cold’. Most of the work
and communication is done and
circulated before the meeting.

2. There are planning and goal setting
meetings, such as developing the QFD
and cascading it. These are strategic
and seek to draw out and align
people's aspirations with the needs of
the business (see Section B).

3. There are problem-solving and
change-making meetings where small
groups meet to resolve issues and

1 Actually, thisis not true. Managers will spend less time in
those meetings, and then put this time into yet more
focused brief meetings to progress the other parts of their
role that they do not currently have time for.

346 Managing by Design

(5)
Team
development

Richard challenged: “I don’t think we are tackling the right question.
| have one hundred and ninety-six hoursin my week, and frankly | don’'t
want any more. | just want to use them differently.”

There was a pause while people worked out the sense of this. Lucy was
concerned that Richard might have just thrown in ahuge red herring, but
then, on a hunch, decided to go with the flow.

“Say some more, Richard,” she encouraged.

“Well,” mused Richard, “what | mean is that, one way or ancther, too
much triesto fitinto my week. That iswhat | seeasthe problem. There
istoo much for me to do!”

“1 think Richard has a point,” supported Peter. “I certainly don’t want
to have any more time to spend here. | spend more than enough time
here already.”

“Perhaps the problem is that our jobs are too big?’ posed Susan hesi-
tantly. Her face almost showed acringe, as she waited for peopleto react
to what she had said.

“Or that we're trying to do too many jobs,” chipped in John, keen that
Susan should not lack support.

Daniel saw an opportunity. Hetook it. “No! | don’t think that is the
case. My job was manageable until I got al this QFD stuff dumped on
top of it.”

He purposefully avoided Richard's eyes, and looked to Peter and Abs
for support. Absobliged. “I must admit the QFD has created awhole
extraworkload.” Daniel nodded sagely in response, and then looked to
Peter for afollow-up. Peter merely nodded non-commitally.

Richardfelt hisanger rise. But Deborah stepped infirst. “Wait aminute,”
she challenged. “All this*QFD stuff’ asyou call it: the target setting;
process management; setting up measures; process meetings; coaching
etc. Thatisour job! Itisprobably most of the other things that we do,
that should be seen asthe extraworkload. Planning and controlling the
performance of our processes | Sthe manager’srole. All of the other stuff
we do isn't really management stuff at all!”

Daniel looked at her darkly. “So top-level customer meetings, saving
crucial contracts, attending Cylek worldwide sales meetings, ensuring
we have money coming into pay our salary. That isnot management?’
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effect changes in the organisation's
processes.

4. There are customer/partner meetings
to explore the needs of the relationship
and to seek new ways to provide a
better service.

5. There are team and individual devel-
opment meetings, which explore group
and personal issues, and seek to
develop relevant attitudes and skills in
people. These include training ses-
sions.

6. There are also 'meetings' where
people engage simply with the oper-
ational process and progress work as
their job defines. Picking up the 'input’
from one person and providing ‘output'
to another.

Each of these meetings is quite different,
and has different objectives, membership,
process, formats and environments.
Although each takes place at all levels of
the business.

Our problems often begin when we try to
combine these into a single 'one-size-fits-
all' meeting, in order to 'save time'
Unfortunately the lack of clarity and focus
on what process and approach to use at
any point leads to confusion, disengage-
ment, misunderstanding, and many of the
problems that many of us are all too aware
of. Separating out the meetings (even as
different sections within one larger
meeting) and designing them appropri-
ately, is key to resolving these problems.

In some cases this is fairly easy: meetings
of type 4, 5 and 6 are often the best
defined and least overlapping meetings
within an organisation, and many other
texts concern themselves with these
areas.

Meetings of type 2 have already been
covered in the earlier chapters of this
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The length of a meeting
Increases in direct proportion
to the square of the number of

people present and awake.

Anonymous

It would have been difficult for Daniel to get any more derision into his
voiceif he had been playing Voldemort, but Deborah stood her ground.
“No! Frankly no!” shesaid. “They need doing. They often need doing
by someone senior; sometimes even someone as senior asus. But when
we do them we're not ‘managing’ the process, we are simply ‘operat-
ing’ it. Andif after doing our proper job of ‘managing’ wefind we simply
don’'t have time to do that ‘other stuff’, we had better make sure we
develop and manage the processto make sureit gets done in some other

way!”

Her eyesfixed on Daniel al through her delivery. She matched histone
with hers, and Richard felt an insane urge to cheer her on. His spirits
continued to rise asAndrew joined in.

“Deborah’sright.” Andrew looked around the group, determined not to
focus on Daniel. “All too often we fail to place enough emphasis on
developing our people to do these things, because it is somehow easier
to do them ourselves. But that does not make it our job to do them.”

Deborah, grateful for Andrew’s support, continued: “I would go further.
| would say that doing those non-management tasks should be seen as
afailure. Afailureof our management process. A failureto develop the
systems and people to ensure they are done effectively within the
process.”

Thislast comment was too much for Peter. “Excuse me,” he interject-
ed, “that may befine for those of uswith the luxury of 35 minionsto do
M’ lady’ s bidding, but | have adepartment of three people. Areyou seri-
ously proposing that | should dump all the work on them, and go and
play golf for six hours aday?’

Deborah coloured dightly. Shefelt she had overstated thingsabit in ret-
rospect, but she could still make the point. “No | don't,” she replied,
“but in your case, you redlly are fulfilling two roles, and while the one
that is purely ‘ management’ as opposed to ‘ specialist’ may only be part
time, itisstill vital that it does not allow the process to dump more work
on you than is absolutely necessary or efficient.”

Peter appeared mollified, and Lucy saw an opportunity to move on.
“Okay, so how would we state the problem?’ But Daniel, sensing the
tide turning against him, made a concentrated push.

“Thisisrubbish! Areyou seriously proposing that | should abandon high-
level skills and responsibilities such as negotiation, selling and execu-
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book," and we will move on to meetings of
type 3 in the next chapter.

Our concern in this chapter is meetings of
type 1; meetings that are intended to
review progress/performance and identi-
fy issues therein.

The model for undertaking these meetings
is illustrated in the diagram on the right.”

The primary objective of the process man-
agement meeting is simply to ensure that
performance is improving to plan, by mon-
itoring performance against that plan, and
setting new plans in place to address any
shortfall.

Current overall performance of the
process is briefly reviewed against
forecast.’

Shortfalls against forecast are high-
lighted without discussion.*

Progress on actions is reviewed, and
where delays in completion explain the
current shortfall, this is marked up
against the highlight.

Sub-process management reports are
very briefly reviewed, and where sub-
process performance issues explain
the process performance shortfall, this
is marked up against the highlight.

Shortfalls without explanation are
then addressed, and actions set to
investigate and address them within
the sub-processes.

Issues of performance, either on com-
pleting actions, or in terms of the
quality of sub-process management,

See Section B.

A session plan for the meeting is included on the associ-
ated web-site (see Appendix 7).

'Forecast' should represent the estimated improvements
in performance, period by period, which will ensure the
targets are achieved within the agreed timescales.

This is simply achieved by identifying them, and writing
them up on a flipchart, with space in between or to the right
to capture further commentary and proposed actions.

350 Managing by Design

Review awemll process. pedomancs v
Toreossi (mark o ursemeched Qe )

v 1

Harwnt Indicaia wihens
gl planned - Bjg  Ihees eglain
soons bean —=  shonfallin
Tt creariall
¥ paformanos™
ou o]
Indats whems
e all
Mg hesa sxpdain
m — . whorfall in
canmi® S
paranmdinne
Yes | !
Itimntify craeers
Aoe all " (awTa, poopic
purferiacs . ™Y o prossias) o
ceficanoces ise mmaring
CvermI* gaps toreard o
spactvs lham
| |
Yas o
Fimoms imcnun ol
e thire e cual by of
quality s "'j’. procHES
radicaied manogerent or
aboye™ ol eomplating
Bciiorm
o | ]

Ersuie netions lave cwnam B delrany
doies. Hewies and close the mesting

tive judgement, for the mechanical dreariness of smple clerical activi-
ties such as measurement and record keeping? You have to be out of
your tiny tree!”

Despite the rudeness of Daniel’s tone, Richard could see that his point
had found a sympathetic ear with a number of people in the room. In
fact, even he had been affected by it. Washereally condemning his man-
agement teamto alife of drudgery? He was sure he was not, but he was
temporarily lost for aresponse.

Theroomwasslent, and Danidl sensing he had won theinitiative plunged
on. “Fair enough, if you are so sure that this bookkeeping overhead is
S0 necessary, and | have to admit | remain unconvinced, then give useach
ateam of clerksto doit, and let us get on with the real business of lead-
ership!”

This brought a couple of nods, and some rueful glances. Deborah just
looked angry. Richard wondered if he could be so wrong; hefelt asense
of disquiet rise up in him. But Lucy remained calm, her face a picture
of serenity and confidence. Richard felt a bit better when he saw this,
and the momentary nervousness was replaced by anticipation of how
Lucy would deftly turn this whole thing round.

Daniel was now clearly looking at Richard to respond, as were most of
therest of thegroup. Richard felt uncomfortable again, and hoped Lucy
would cut in, which, after just afew moments, she did.

“You raise two very good issues there, Daniel. Do you mind if | take
theminturn?’ Lucy paused briefly, but continued quickly. “Let usleave
to one side, just for the moment, the question of how boring the proposed
management role might be, and focusfirst of al on the question of who
doesit. Suppose, for the moment, Deborah was to delegate all of this
Process Management activity to Mal colm Carter, while sheinvested her
experience and skill into the next generation of web-based modem devel-
opment. I’'m sure that our future range of web-modems would be com-
mercial winners. But whom would we best invite to the meeting that
managed the performance of Cylek UK? Who then could provide the
best insight into how our approach to product development should evolve?
Who would be best placed to talk about how the business should trans-
formitself? Should it be Deborah, with her head stuffed full of techni-
cal profiles and protocol analysis? Or should it be Malcolm? After all,
it would be Malcolm who had the firm grasp of the implications of any
Cylek policies on the potential of the development process to outpace

Adapting management practice to fully exploit QFD




are addressed. (These may need to
be dealt with outside the meeting if
there are specific issues with individ-
ual performance.)

The meeting can be very brief if everything
is clearly under control, and information is
circulated in advance. The key to the
success of these meetings lies in people
doing what they should do, and commu-
nicating their progress on it, before the
meeting.

If all actions are completed, all issues can
be related to processes, and all process
owners are doing what they should do, the
active meeting can be over in 15 minutes.
If everything is happening as it should be
happening, the meeting does not interfere.
Why should it?

But if performance on completing actions
is poor, or process ownership is weak, or
the logic of the QFD is flawed, the struc-
ture of the meeting ensures that some-
thing is done about it. What the meeting
is essentially reviewing is the quality of the
management process. And it is the man-
agement process that controls the per-
formance of the organisation, not this
meeting.

The design of the meeting is intentional-
ly spartan. There is no place in it to do
anything apart from understand the factors
affecting performance, and to assign
responsibility for addressing them.

This does not preclude scheduling a more
discursive meeting to directly follow the
management meeting and pick up the
issues, but it does require that the whole
picture is objectively and completely
understood prior to delving into specific
areas.

It also provides the opportunity for more
appropriate people to be involved in
addressing the issues. In many cases this

352 Managing by Design

®Once somebody asked me to
identify the single most useful
management technique that |
learned through my years of
managing. My answer was:
the practice of regularly
scheduled one-to-one
meetings.

Andrew S Grove
CEO, Intel Corp.

our competitors. And it would be Malcolm who fully understood the
scope for improving the quality of information supplied to production.
Frankly, it makes little sense to separate management decision making
from management information.”

Daniel could sense the point slipping away from him, and quickly coun-
tered: “I don't agree. Malcolm could keep Deborah informed so that
she could fulfil her executiverole. We' d then use our best people more
efficiently!” Some more nods greeted this.

Lucy continued her challenge: “Then, are you suggesting that Deborah
is so sharp, that she can provide a higher quality of input based solely
on an occasional update, than Malcolm could based on extensive expe-
rience of the detailed planning and analysis of the department’s opera-
tions?” Here Lucy turned to Deborah and asked: “What do you think
Deborah? Could you?’

Deborah smiled. “Not a snowball’s chancein hell!” she said.

Before Daniel could interject again, Lucy continued deftly: “But that
still leaves us with the issue of boredom.”

Here she paused, leaving Daniel to wonder whether to go back over the
last battle, or fix hissights on thisnew one. Before he had made up his
mind, she continued: “If you think that this systematic approach to man-
agement is going to be anything less than intensely stimulating, chal-
lenging, and at timesfrightening, then you till have avery impoverished
view of therole. But that is hardly surprising, because we're only just
getting started, and all you' ve managed to focus on so far are mechan-
ical things like measures, but there is much more, so much more.” Here
her eyes assumed an amost mystical, far-away quality, and she proceeded
to explain.

“Do you know the implications of letting your customers flag up incor-
rect items on invoices and not pay for them? One quarry company did
this, and transformed their business, dramatically improving both sales
and profit. Doesthat surpriseyou?’ She had the group’sattention. “Or
can you anticipate what impact it would haveif you alowed your people
to select which manager they wanted to work for?” She heard a notice-
ableintake of breath from the group and continued: “One big fabric man-
ufacturer in the States does this very successfully.

“Could you improve your overall performance by 50% in 12 months?
Would you even know how to start? Soon, every ounce of your expert-
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will be the team looking after the process*
that is giving problems.

It is important to note that, within the
process management cycle, there is no
room for isolated initiatives and improve-
ment projects; there is no place to simply
measure project progress! This is not an
oversight. All too often, when improve-
ment projects are established outside of
a targeted performance gain, they fail to
achieve their full potential. The principle
that underpins the management cycle is
that projects only exist in relation to a
measured shortfall in performance, and
that progress only exists in relation to a
forecast improvement in performance.
Within this, projects can be controlled as
normal, but they are managed on their
impact, not their completion.

1 'Process' here refers to a whole process or any part of a
process.
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If a thing is worth doing ... it
will have an impact on your
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iseand intellect and experience will be harnessed in using acomplex set
of information to make lasting, irreversible and radical changes to this
business, and frankly you had better be up to thetask! Becausel am here
totell you, that | could never seeit entrusted to some boring pedestrian
cleric. Andif you're not able to anticipate your customers' thinking, to
inspire your peopleto previously unthinkable heights, to draw out abil-
itiesthat they never thought they had, and to efficiently harnessthat into
aradical and earth shattering strategy, then you are not going to make
it!”

Shefinished to silence, and looked round the group. Richard and Deborah
looked asif they wanted to applaud, but most looked alittle shell-shocked.
Except Daniel: he looked incredulous, and increasingly angry.

“Drivel!” he exclaimed. “Unadulterated Yankee bullshit!”
Everybody looked shocked now.

Richard wasthefirst to break the silence. “Daniel, | think you owe Lucy
an apology. | suggest, that if you can’t keep acivil tonguein your head,
you |leave the meeting”.

“That suitsmefine. | can’t listen to any more of this,” said Daniel. He
swiftly picked up his pile of papers and |eft.

The room seemed stunned.

Richard stood up. “Sorry you all had to witnessthat. | will pick up with
Daniel after the meeting, but for now, if there are no further objections,
| suggest we continue with our problem-solving - after ashort ten minute
break to catch our breath.”

—— P —¢

Coffee was afairly muted affair. People sensed awind of change, that
things would not, could not, remain the same, but appeared unsure of
where their colleagues stood on this. The incident with Daniel seemed
to cast acloud of uncertainty over the whole proceedings. But for reasons
only he himself understood, Richard felt distinctly up-beat.
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