CHAPTERS

Secure Early Wins

When Elena Lee was promoted to head customer service at
a leading retailer, she was tasked with improving slumping
customer satisfaction. She also was determined to change the
authoritarian leadership culture exemplified by her predeces-
sor. Before her promotion, Elena had been responsible for the
highest-performing call center in the same organization, so she
knew a lot about the problems other units had been facing with
quality of service. Convinced that she could dramatically improve
performance through more employee participation, she saw
cultural change as a top priority.

Elena began by communicating her goals to her former peers,
now direct reports—the leaders of the company’s call centers
across the globe. In a series of team calls and 1:1 meetings, she
laid out her quality improvement goals and vision for a more par-
ticipative, problem-solving culture. These early overtures gener-
ated little obvious reaction.

Next, she initiated weekly meetings with each of the call cen-

ter managers to review unit performance and discuss how they
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were working to improve it. Elena stressed that “the punishment
culture is a thing of the past” and that she expected managers
to coach employees. Cases involving significant disciplinary mea-
sures, she said, should be referred (on an interim basis) directly to
her for review.

Over time Elena learned which center managers were getting
with the program and which ones were continuing to be punitive.
She then conducted formal performance reviews and put two of
the worst offenders on performance-improvement plans. One
left almost immediately; she replaced him with a high-potential
supervisor from the center she had run. Although it took some
time, the other manager shaped up acceprably.

Meanwhile, Elena focused on a critical aspect of the business:
evaluation of customer satisfaction and improvement in quality
of service. She appointed her best unit leader to lead a team of
promising frontline managers and tasked them with producing a
plan to introduce new metrics and supporting performance feed-
back and improvement processes. She also engaged a consultant
to advise the managers on how to pursue this project, and she
regularly reviewed their progress. When the team presented rec-
ommendations, she promptly implemented them on a pilot basis
in the unit previously overseen by the departed supervisor.

By the end of her first year, Elena had extended the new approach
throughout the organization. Customer service had improved sub-
stantially, and climate surveys revealed striking improvements in
morale and employee satisfaction.

Elena succeeded in quickly creating momentum and build-
ing personal credibility by securing early wins.! By the end of
the first few months, you want your boss, your peers, and your
subordinates to feel that something new, something good, is hap-
pening. Early wins excite and energize people and build your
personal credibility. Done well, they help you create value for
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your new organization earlier and reach the break-even point

much more quickly.

Making Waves

A seminal study of executives in transition found that they plan and
implement change in distinct waves, as illustrated in figure 5-1.%
Following an early period of focused learning, these leaders begin
an early wave of changes. The pace then slows to allow consoli-
dation and deeper learning about the organization, and to allow
people to catch their breath. Armed with more insight, these
executives then implement deeper waves of change. A final, less
extreme wave focuses on fine-tuning to maximize performance. By
this point, most of these leaders are ready to move on.

This research has direct implications for how you should man-
age your transition. It suggests that you should keep your ends
clearly in mind when you devise your plan to secure early wins.
The transition lasts only a few months, but you typically will

FIGURE 5-1
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remain in the same job for two to four years before moving on
to a new position. To the greatest extent possible, your early wins
should advance longer-term goals.

Plan Your Waves

In planning for your transition (and beyond), focus on making
successive waves of change. Each wave should consist of distinct
phases: learning, designing the changes, building support, imple-
menting the changes, and observing results. Thinking in this way
can release you to spend time up front to learn and prepare, and
afterward to consolidate and get ready for the next wave. If you
keep changing things, it is impossible to figure out what is work-
ing and what is not. Unending change is also a surefire recipe for
burning out your people.

The goal of the first wave of change is to secure early wins. The
new leader rtailors early initiatives to build personal credibility,
establish key relationships, and identify and harvest low-hanging
fruit—the highest-potential opportunities for short-term improve-
ments in organizational performance. Done well, this strategy helps
the new leader build momentum and deepen his own learning,

The second wave of change typically addresses more funda-
mental issues of strategy, structure, systems, and skills to reshape
the organization; deeper gains in organizational performance are
achieved. But you will not get there if you don’t secure early wins
in the first wave.

Starting with the Goal

Leaders in transition understandably are eager to get things mov-
ing. Thus, they naturally tend to focus on the problems that are
easiest to fix quickly. This tactic is fine, up to a point. But be
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careful not to fall into the low-hanging fruit trap. This trap catches
leaders when they expend most of their energy seeking early wins
that don’t contribute to achieving their longer-term business
objectives. It’s like trying to launch a rocket into orbit with noth-
ing except a very big first stage; the risk is great that you'll fall
back to earth once the initial momentum fades. The implication:
when you're deciding where to seek early wins, you may have to
forgo some of the low-hanging fruit and reach higher in the tree.

As you strive to create momentum, therefore, keep in mind that
your early wins must do double duty: they must help you build
momentum in the short term #nd lay a foundation for achieving
your longer-term business goals. So be sure that your plans for
securing early wins, to the greatest extent possible, (1) are consis-
tent with your agreed-to goals—what your bosses and key stake-
holders expect you to achieve—and (2) help you introduce the new
patterns of behavior you need to achieve those goals.

Focus on Business Priorities

The goals you have agreed to with your boss and other key stake-
holders are the destination you're striving to reach in measur-
able business objectives. Examples are double-digit annual profit
growth; a dramatic cut in defects and rework; or completion of
a key project by an agreed-to deadline. For Elena, her number 1
priority was to make significant improvements in customer sat-
isfaction. The point is to define your goals so that you can lead
with a distinct end point in mind.

Identify and Support Behavioral Changes

Your agreed-to goals are the destination, but the behavior of peo-
ple in your organization is a key part of how you do (or don’t)
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get there. Put another way, if you are to achieve your goals in the
allotted time, you may have to change dysfunctional patterns of
behavior.

Start by identifying the unwanted behaviors; for example, Elena
wanted to reduce the fear and disempowerment in her organiza-
tion. Then work out, as Elena did, a clear vision of how you would
like people to behave by the end of your tenure in the job, and
plan how your actions in pursuit of early wins will advance the
process. What behaviors do people consistently display that under-
mine the potential for high performance? Take a look at table 515
which lists some problematic behavior patterns, and then summa-
rize your thoughts about the behaviors you would like to change.

TABLE 5-1

Problematic behavior patterns

Lack of... Symptoms

Focus * The group can't clearly define its priorities, or it has too
many priorities.
* Resources are spread too thin, leading to frequent crises
and firefighting. People are rewarded for their ability to put
out fires, not for devising enduring solutions.

Discipline

Ll

People exhibit great variation in their levels of performanca.
Employees don’t understand the negative consequences of
inconsistency.

People make excuses when they fail to meet commitments.

Innovation The group uses internal benchmarks to measure

performance.

* Improvements in products and processes unfold slowly and
incrementally.

* Employees are rewarded for maintaining stable performance,
not for pushing the envelope.

Teamwaork ¢ Team members compete with one another and protect turf
rather than work together to achleve collective goals.
* People are rewarded for creating fiefdoms.

Sense of « Team members ignore the needs of external and Iinternal
urgency customers,
* Complacency reigns, revealed in beliefs such as, “We're
the best and always have been” and “It doesn't matter if we
respond immediately; it won’t make any difference.”
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Adopting Basic Principles

It’s crucial to get early wins, but it’s also important to secure
them in the right way. Above all, of course, you want to avoid
early losses, because it’s tough to recover once the tide is running

against you. Here are some basic principles to consider.

¢ Focus on a few promising opportunities. It’s easy to
take on too much during a transition, and the results can
be ruinous. You cannot hope to achieve results in more
than a couple of areas during your transition. Thus,
it’s essential to identify the most promising opportuni-
ties and then focus relentlessly on translating them into
wins. Think of it as risk management: pursue enough
focal points to have a good shot at getting a significant
success, but not so many that your efforts get diffused.

= Get wins that matter to your boss. Its essental to get
early wins that energize your direct reports and other
employees. But your bosss opinion about your accomplish-
ments is crucial too. Even if you do not fully endorse her
priorities, you must make them central in thinking through
which early wins you will aim for. Addressing problems
that your boss cares about will go a long way toward build-
ing credibility and cementing your access to resources.

* Get wins in the right ways. If you achieve impressive
results in a manner that is seeti as manipulative, under-
handed, or inconsistent with the culture, you're setting
yourself up for trouble. If Elena had gotten her key wins
by being punitive, it would have undercut the larger
objective she was trying to achieve. An early win that is
accomplished in a way that exemplifies the behavior you
hope to instill in your new organization is a double win.
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* Take your STARS portfolio into account. What con-
stitutes an early win differs dramatically from one
STARS business situation to another. Simply getting
people to talk about the organization and its challenges
can be a big accomplishment in a realignment, bur it’s
a waste of time in a turnaround. So think hard about
what will build momentum best in each part of your
portfolio. Will it be a demonstrated willingness to listen

and learn? Will it be rapid, decisive calls on pressing
business issues?

Adjust for the culture. In some organizations, a win
must be a visible individual accomplishment. In oth-
ers, individual pursuit of glory, even if it achieves good
results, is viewed as grandstanding and destructive of
teamwork. In team-oriented organizations, early wins
could come in the form of leading a team in the develop-
ment of a new product idea or being viewed as a solid
contributor and team player in a broader initiative. Be
sure you understand what is and is not viewed as a win,
especially if you’re onboarding into the organization.

Identifying Your Early Wins

Armed with (and guided by) an understanding of your goals and
objectives for behavior change, you can identify where you will
seek early wins. You should think about what you need to do
in two phases: building personal credibility in roughly the first
30 days, and deciding which projects you will launch to achieve
early performance improvements beyond that. (The actual time
frames will of course depend on the situation.)
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Understand Your Reputation

When you arrive, people will rapidly begin to assess you and
your capabilities. In part, this evaluation will be based on what
people think they already “know” about you. You can be sure
people have talked to people who have talked to people who have
worked with you in the past. So like it or not, you will start your
role with a reputation, deserved or not. The risk, of course, is
that your reputation will become reality, because people tend to
focus on information that confirms their beliefs and screen out
information that doesn’t—the so-called confirmation bias.> The
implication is that you need to figure out what role people are
expecting you to play and then make an explicit decision about
whether you will reinforce these expectations or confound them.

Elena’s situation—leading former peers—is a special case in
which people in the organization knew her, but in a different, more
junior role. The risk for her was that they would expect her to be the
same in her new role. So her job was to figure out ways to change
how people perceived her. The broader challenges of leading for-
mer peers are summarized in the box “Leading Former Peers.”

Leading Former Peers

To meet the classic challenges of moving from peer to boss, you

should adopt the following principles:

. Accept the fact that relationships must change. An unfor-
tunate price of promotion is that personal relationships with
former peers must become less so. Close personal relation-

ships are rarely compatible with effective supervisory ones.

o AR, SIS N

[ L ] --mmﬂm-wmiw, L g B




124 THE FIRST 90 DAYS

* Focus early on rites of passage. The first days are about
symbolism more than substance. So focus on rites of pas-
sage can help establish you in your new role—for example,
having your new boss introduce you to your team and
pass the baton.

* Reenlist your (good) former peers. For every leader
who gets promoted, there are other ambitious souls who
wanted the job but didn’t get it. So recognize that disap-
pointed competitors will go through stages of adjustment.,
Focus on figuring out who can work for you and who
can't,

* Establish your authority deftly. You must walk the knife’s
edge between over- and underasserting yourself, It can be
effective to adopt a consult-and-decide approach when
dealing with critical issues until former peers get used to
making the calls, as long as you don’t make uninformed
decisions,

* Focus on what’s good for the business. From the moment
your appointment is announced, some former peers will be
straining to discern whether you will play favorites or will
seek to advance political agendas at their expense. One anti-
dote is to adopt a relentless, principled focus on doing what
is right for the business.

Build Credibility

In your first few weeks in your new job, you cannot hope to have a
measurable impact on performance, but you can score small victo-
ries and signal that things are changing. Think of this as an effort
to secure early, early wins by building your personal credibility.
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Your credibility, or lack of it, will depend on how people
would answer the following questions about you:

* Do you have the insight and steadiness to make tough

decisions?

* Do you have values that they relate to, admire, and want

to emulate?
* Do you have the right kind of energy?

¢ Do you demand high levels of performance from your-

self and others?

For better or worse, they will begin to form opinions based on
little dara. Your early actions, good and bad, will shape v.nnnn_u-
tions. Once opinion about you has begun to harden, it is difficult
to change. And the opinion-forming process happens remarkably
quickly. | N

So how do you build personal credibility? In _.”.VE.H. it's mv.ocﬁ
marketing yourself effectively, much akin to _u::nrsm. ety i 4
brand. You want people to associate you with attractive capabili-
ties, attitudes, and values. There’s no single right answer for how
to do this. In general, though, new leaders are perceived as more

credible when they display these characteristics:

* Demanding but able to be satisfied. Effective leaders
get people to make realistic commitments m.nm ﬁwwb hold
them responsible for achieving results. But if you're never
satisfied, you'll sap people’s motivation. Know when to
celebrate success and when to push for more.

* Accessible but not too familiar. Being accessible does
not mean making yourself available indiscriminately.
It means being approachable, but in a way that preserves

your authority.
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. Dmn_m.?_m but judicious. New leaders communicate their
capacity to take charge, perhaps by rapidly making some
Fﬁ.&osuoﬂcnnnm decisions, without jumping too quickly
into decisions that they aren’t ready to make. Early in your
m,mn.mwno? you want to project decisiveness but defer some
decisions until you know enough to make the right calls.

_uﬂ.vn:mmn but flexible. Avoid setting up a vicious cycle and
alienating others by coming across as rigid and unwilling
fo consider multiple solutions. Effective new leaders estab-
lish authority by zeroing in on issues but consulting oth-
ers and encouraging input. They also know when to give
people the flexibility to achieve results in their own ways.

Active without causing commotion. There’s a fine line
between building momentum and overwhelming your
group or unit. Make things happen, but avoid pushing
people to the point of burnout. Learn to pay attention to
stress levels and pace yourself and others.

Willing to make tough calls but humane. You may have
to make tough calls right away, including letting go of
marginal performers. Effective new leaders do what needs
to be done, but they do it in ways that preserve people’s
dignity and that others perceive as fair. Keep in mind that
people watch not only what you do but also how you do it.

Plan to Engage

Because your earliest actions will have a disproportionate influence
on how you're perceived, think through how you will get connected
to your new organization in the first few days in your new role. What
messages do you want to get across about who you are and what you
represent as a leader? What are the best ways to convey those messages?
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Identify your key audiences—direct reports, other employees, key
outside constituencies—and craft a few messages tailored to each.
These need not be about what you plan to doj that’s premature. They
should focus instead on who you are, the values and goals you repre-
sent, your style, and how you plan to conduct business.

Think about modes of engagement, too. How will you introduce
yourself? Should your first meetings with direct reports be one-on-
one or in a group? Will these meetings be informal get-to-know-
you sessions, or will they immediately focus on business issues and
assessment? What other channels, such as e-mail and video, will
you use to introduce yourself more widely? Will you have early
meetings at other locations where your organization has facilities?

As you make progress in getting connected, identify and act as
quickly as you can to remove minor but persistent irritants. Focus
on strained external relationships, and begin to repair them.
Cut out redundant meetings, shorten excessively long ones, or
improve problems with physical work spaces. All this helps you
build personal credibility early on.

Finally, keep in mind that effective learning builds personal cred-
ibility. It’s never a bad thing to be seen as genuinely committed to
understanding your new organization. It helps immunize you against
the perception that you have come in with your mind made up
about the organization’s problems and have “the” answer. An early,
visible focus on learning signals to the organization that you under-
stand it has a unique history and dynamics. Of course, it's important
that you also be seen as a quick study and not, as was said of one
president, that you have “a learning curve as flat as Kansas.”* Know,
t00, when to shift the emphasis from learning to decision and action.

Write Your Own Story

Your actions during your first few weeks inevitably will have a dis-
proportionate impact, because they are as much about symbolism




as about substance. Early actions often get transformed into stories,
which can define you as hero or villain. Do you take the time to
informally introduce yourself to the support staff, or do you focus
only on your boss, peers, and direct reports? Something as simple
as this action can help brand you as either accessible or remote.
How you introduce yourself to the organization, how you treat
support staff, how you deal with small irritants—all these pieces
of behavior can become the kernels of stories that circulate widely.
To nudge your mythology in a positive direction, look for
and leverage teachable moments. These are actions—such as the
way Elena dealt with recalcitrant supervisors—that clearly dis-
play what you’re about; they also model the kinds of behavior
you want to encourage. They need not be dramatic statements or
confrontations. They can be as simple, and as hard, as asking the

penetrating question that crystallizes your group’s understanding
of a key problem the members are confronting,

Launch Early-Win Projects

Building personal credibility and developing some key rela-
tionships help you get immediate wins. Soon, however, you
should identify opportunities to get quick, tangible performance
improvement in the business. The best candidates are prob-
lems you can tackle quickly with modest expenditures and will
yield visible operational and financial gains. Examples include

bottlenecks that restrict productivity and incentive programs that
undermine performance by causing conflict.

Identify three or four key areas, at most, where you will seek to
achieve rapid improvement. Use the early wins evaluation tool in
table 5-2 to gauge the potential. But keep in mind that if you take
on too many initiatives, you risk losing focus. Think abour risk
management: build a promising portfolio of early-win initiatives
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so that big successes in one will balance disappointments in oth-
ets. Then focus relentlessly on getting results.

To set the stage for securing early wins, make sure your
learning agenda specifically addresses how you will identify
promising opportunities for improvement. Then translate your

goals into specific projects to secure carly wins, using the follow-
ing guidelines:

® Keep your long-term goals in mind. Your actions should,
to the greatest extent possible, serve your agreed-to busi-
ness goals and supporting objectives for behavior change.

Identify a few promising focal points. Focal points are
areas or processes (such as the customer service processes
for Elena) in which im provement can dramatically
strengthen the organization’s overall operational or finan-
cial performance. Concentration on a few focal points
will help you reduce the time and energy needed to
achieve tangible results. And success in improving per-
formance early in these areas will win you freedom and
Space to pursue more extensive changes.

® Launch early-win projects. Manage your early-win ini-
tiatives as projects, targeted at your chosen focal points.
This is what Elena did when she appointed a team to
improve customer service in her new position.

* Elevate change agents. Identify the people in your new
unit, at all levels, who have the insight, drive, and incen-
tives to advance your agenda. Promote them or appoint
them to lead key projects, as Elena did.

® Leverage the early-win projects to introduce new behay-

iors. Your early-win projects should serve as models of how
you want your organization, unit, or group to function in
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the future. Elena understood this when she engaged a con-
sultant to help the team use the right methods to pursue
the project so they could learn how best to do this.

Use the project planning template in table 5-3 to plan projects
with maximum impact.

TABLE 5-3

FOGLAMP project checklist

_ . i _—
FOGLAMP is an acronym for focus, oversight, m.oﬂ_ﬁ hmemWM”o_ommwﬂmﬂwwﬂmm__
t through the haze a
d process. This tool can help you cu .
wa_.hma. Complete the table for each early-win project you set up.

Project:

Answer
Question

Focus: What is the focus for this n,_.c_mnS
For example, what goal or early win do
you want to achieve?

this
Oversight: How will you oversee
project? Who else should _um:a_m.umﬁm
in oversight to help you get buy-in for
implementing results?

the

Goals: What are the goals and
intermediate milestones and time frames
for achieving them?

i t?
Leadership: Who will lead the v_.o_mm
What training, if any, do they need in order
to be successful?

i d
Abilities: What mix of skills an
representation needs to be included?
Who needs to be included because of
their skills? Because they represent key.
constituencies?

iti s, such
Means: What additional resources,
as facllitation, does the team need to be
successful?

Is or
Process: Are there change mode
structured processes you want the team to
usa? If so, how will they become familiar
with the approach?

. 3 T R e S S
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Leading Change

As you EOH._A out where to get your early wins, think, too, about
rwi you will make change happen in your organization. Keep in
mind there is no one best way to lead change; the best mwwnomwrna
depend on the situation. For example, approaches that work well in
turnarounds, where there already is a sense of urgency, can fail mis-
erably in realignments, where many people may be in denial about
the need for change. So stay open to the possibility that you will
lead change differently in different parts of your STARS vouﬂ.%o:o

Planning Versus Learning

Once you've identified the most important problems or issues

you need to address, the next step is to decide whether to engage
in planned change or collective learning,”

The straightforward plan-then-implement approach to change
works well when you’re sure you have the following key support-

ing planks in place:

. s
Awareness. A critical mass of people is aware of the
need for change.

Diagnosis. You know what needs to be changed and why
Vision. You have a compelling vision and a solid strategy.

Plan. You have the expertise to put together a detailed

plan.

Support. You have sufficiently powerful alliances to
support implementation.

This approach often works well in turnaround situations—for exam-
Ea. where people accept there is a problem, the fixes are more tech-
nical than cultural or political, and people are hungry for a solution.
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If any of these five conditions is not met, however, the pure
planning approach to change can get you into trouble. If you're
in a realignment, for example, and people are in denial about
the need for change, they’re likely to greet your plan with stony
silence or active resistance. You may therefore need to build
awareness of the need for change. Or you may need to sharpen
the diagnosis of the problem, create a compelling vision and strat-
egy, develop a solid cross-functional implementation plan, or cre-
ate a coalition in support of change.

To accomplish any of these goals, you would be well advised to
focus on setting up a collective learning process and not on devel-
oping and imposing change plans. If many people in the orga-
nization are willfully blind to emerging problems, for example,
you must put in place a process to pierce this veil. Rather than
mount a frontal assault on the organization’s defenses, you should
engage in something akin to guerrilla warfare, slowly chipping
away at people’s resistance and raising their awareness of the need
for change.

You can do this by exposing key people to new ways of
operating and thinking about the business, such as new data
on customer satisfaction and competitive offerings. Or you
can do some benchmarking of best-in-class organizations, get-
ting the group to analyze how your best competitors perform.
Or you can persuade people to envision new approaches to
doing things—for example, by scheduling an off-site meeting
to brainstorm about key objectives or ways to improve existing
processes.

The key, then, is to figure out which parts of the change pro-
cess can be best addressed through planning, and which are bet-
ter dealt with through collective learning, Think of a change you
want to make in your new organization. Now use the diagnostic
flow chart in figure 5-2 to figure out where planning and learning
processes are likely to be important to your success.

|
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FIGURE 5-2

Diagnostic framework for managing change

Assessment

Action

Sufficient awareness

Awareness?
of the need for change?

Raise awareness and
overcome denial

Yes

y

Diagnosis? | | "orough diagnosis of
problems and/or opportunities?

Engage in root-cause
diagnosis

Yes
v

Vision? | Solid new business model? Engage in strategizing

and visioning

Yes
h 4

Plan? .Um"m:mn plan for
implementation?

Engage in planning

Yes

y

Support? Critical mass of support for
implementation?

Engage in coalition
building

Successful
change

Get Started on Behavior Change

» . P .

‘in place to get early wins should do double duty by establish-

ing new standards of behavior. Elena did this when she carefully

sta j
ffed m:& coached her project team and then quickly imple-
mented its recommendations.
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To change your organization, you will likely have to change
ts culture. This is a difficult undertaking. Your organization may
have well-ingrained bad habits that you want to break. But we
know how difficult it is for one person to change habitual pat-
terns in any significant way, never mind a mutually reinforcing
collection of people. :

Simply blowing up the existing culture and starting over is
rarely the right answer. People—and organizations—have limits
on the change they can absorb all at once. And organizational
cultures invariably have virtues as well as faults; they provide pre-
dictability and can be sources of pride. If you send the message
that there is nothing good about the existing organization and its
culture, you will rob people of a key source of stability in times of
change. You also will deprive yourself of a potential wellspring of
energy you could tap to improve performance.

The key is to identify both the good and the bad elements of
the existing culture. Elevate and praise the good elements even as
you seek to change the bad ones. These functional aspects of the
familiar culture are a bridge that can help carry people from the

past to the future.

Match Strategy to Situation

The choice of behavior-change techniques should be a function of
your group’s Structure, processes, skills, and—above all—situation.
Consider again the difference between turnaround and realign-
ment situations. In a turnaround, you face a combination of time
pressure and the need to rapidly identify and secure the defensible
core of the business. Often, techniques such as bringing in new
people from the outside and setting up project teams to pursue spe-
cific performance-improvement initiatives are a good fit. Contrast
this with realignments, where you are well advised to start with less
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obvious approaches to behavior change. By changing performance
meas i i

; ures M.Enm starting benchmarking, for example, you set the stage
or collectively creating a vision for realigning the business

Avoiding Predictable Surprises

.E:m:%. all your efforts to secure early wins could come to naught

if you don’t pay attention to identifying ticking time bombs mma
preventing them from exploding in your face. If they do explode
your focus will instantly shift to continuous firefighting, and on”
hopes for systematically getting established and building momen-
tum will fly out the window.

Some bolts from the blue really do come out of the blue
dﬁ.r.as this happens, you must grit your teeth and mount the _umm_m
crisis response you can. But far more often, new leaders are taken
off track by predictable surprises. These are situations in which
people have all the information necessary to recognize and defuse
a time bomb but fail to do s0.°
. This often happens because the new leader simply doesn’t look
in the right places or ask the right questions. As mentioned ear-
lier, we all have preferences about the types of problems we like
to work on and those we prefer to avoid or don’t feel competent
to address. But you need to discipline yourself either to dig into
areas where you’re not fully comfortable or to find trustworth
people with the necessary expertise to do so. ’

Another reason for predictable surprises is that different parts
of the organization have different pieces of the puzzle, but no one
puts them together. Every organization has its information silos
H.m you don’t put processes in place to make sure critical 5?55..
tion is surfaced and integrated, then you’re putting yourself at
risk of being predictably surprised.
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Use the following set of questions to identify areas where

@oﬁnnﬁ.r& problems may be lurking:

« The external environment. Could trends in public opin-
ion, government action, or economic conditions ?.aom?-
tate major problems for your unit? Examples include a
change in government policy that favors competitors or
unfavorably influences your prices or Costs; major shift
in public opinion about the health or safety implications
of using your product; an emerging economic crisis in a

developing country.

s Customers, markets, competitors, and strategy. Are
there developments in the competitive situation con-
fronting your organization that could pose major
challenges? Examples include a study suggesting that
your product is inferior to that of a competitor; a new
competitor that is offering a lower-cost substitute; a

price war.

« Internal capabilities. Are there potential problems with
your unit’s processes, skills, and capabilities that could
precipitate a crisis? Examples include an unexpected loss
of key personnel; major quality problems at a key plant;
a product recall.

Organizational politics. Are you in danger of unwit-
tingly stepping on a political land mine? Examples
include certain people in your unit who are untouchable,
but you don’t know it; your failure to recognize that a

key peer is subtly undermining you.

As you plan how to secure early wins, keep in mind your over-
arching goal: creating a virtuous cycle that reinforces wanted

H
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est but signi i
gnificant early improvements so that you can pur
more fundamental changes. e

SECURE EARLY WINS—CHECKLIST

1. Giv i
en your agreed-to business goals, what do you need to

&.O ﬂm_:._._.:w TAU_..: transitio create momentum _:_ a V=

2.
Iw_éu&o @no._u_n need to behave differently to achieve these
go. M Describe as vividly as you can the behaviors you
need to encourage and those you need to discourage

3. Ho
W .&o you plan to connect yourself to your new
or: ion?
ganization? Who are your key audiences, and what

me: i
essages would you like to convey to them? What are
the best modes of engagement?

What a isi
re the most promising focal points to get some

early i i
y improvements in performance and start the pro
of behavior change? e

5. What projects d
b jects do you need to launch, and who will lead

What predictable surprises could take you off track?

CHAPTER 6

Achieve Alignment

Hannah Jaffey, a respected human resource consultant, was
hired by a former client to be corporate vice president of human
resources. She joined a company suffering from such intense
conflict at the top that some senior executives were barely on
speaking terms. Hannah had been brought in to support the
CEO in making needed personnel changes and to rebuild the
executive team. _

Hannah soon realized the organization’s structure and incen-
tives system were at the root of the problems. A year earlier, the
company, which had grown rapidly, had been reorganized into
business units, each focusing on a specific product line. How-
ever, several of the units” customer bases overlapped, and the new
structure and incentives system discouraged cooperation. The
result? Confused customers, conflicts over which units owned key
customer relationships, and an inability to offer integrated solu-
tions. The turmoil had begun to impact the financials, with top-
line growth stalling and the CEQ facing tough questioning from

the board and investors.
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Convinced the company needed further structural change
Hannah laid out her case to the CEO. But he was s&cnﬁmamﬁw
Eﬂrwﬂr on another round of reorganization, and he remained
no:.q_snnm that the people were the problem. The organizational
design was sound, he told Hannah, and with the right people i
place it could work. s

In cruth, there were significant weak links in the executive
team. But Hannah knew that the people issues couldn’t be dealt
with until the structure was put right. So she kept coming back to
r.Q _u.omm. She did an in-depth diagnosis and brought to his arten-
.zo: instances in which incentive misalignments had unnecessar-
ily stoked conflict. She also highlighted how other companies had
organized themselves to deal with similar tensions.

It took time, but eventually Hannah convinced the CEO to
move the company to a hybrid structure. The focus of marketin
and sales was returned to customer segments, leaving owﬂ.mﬂo:m
E.:_ Wmﬁu organized by product line, and a shared-services orga-
nization was created to provide finance, HR, IT, and supply nTW:
support. The realignment worked: a year later, the company was
?:nﬂoanm much more smoothly, customers were much hap-
pier, and robust growth had resumed. And it had become EcMH
clearer which executives needed to be replaced.

The higher you climb in organizations, the more you take on
the role of organizational architect, creating and aligning the ke
elements of the organizational system: the strategic n:nmn&o:%
e and skill bases that provide the mo:;&mu
tion for superior performance. No matter how charismatic ou
areiasa leader, you cannot hope to do much if your o_.mm:mmmwm\o_
is fundamentally out of alignment. You will feel as if you're pu WH
ing a boulder uphill every day. o

If you have the scope to alter direction, structure, processes
and skills in your new position, you should begin to ,mnm_%mm ﬂrm
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architecture of your organization and assess alignment among
these key clements. In the first few months you can’t hope to
do much more than conduct a solid diagnosis and perhaps get
started on the most pressing alignment issues. But it’s important
to get a handle on what needs to be done so that you can focus
some of your early-win projects app ropriately and lay the founda-
tion for a subsequent, deeper wave of change.

Even if, like Hannah, you lack the authority to unilaterally
alter the architecture of your new organization, you should focus
on assessing organizational alignment. Look at how your piece of
the puzzle fits (or doesn’t fit) into the bigger picture. Think about
whether you need to convince influential people—your boss or
your peers—that serious misalignments are a key impediment to

achieving superior performance. Also, keep in mind that a thor-

ough understanding of o_.mp:mmm&osm__ systems can help you build
credibility with people higher in the organization—and demon-

strate your potential for more-seniot positions.

Avoiding Common Traps

Many leaders rely on simplistic fixes to address complicated orga-
nizational problems, and they end up committing malpractice.

Be alert to these common m_#mm:m"

+ Making changes for change’s sake. The ﬁnamﬁm&c: is
great for newly appointed leaders to make rapid, visible
changes to strategies Of SETUCLUIES, whether or not these
clements are the right areas for focus. Often, leaders feel
self-imposed pressure to put their stamp on the organiza-
dion and seek to make changes before they really under-
stand the business; it’s ready, shoot, aim. Once again, the

action imperative creates a sure recipe for disaster.

i
!
|

5 amaTIE

.




CHAPTERS

Secure Early Wins

When Elena Lee was promoted to head customer service at
a leading retailer, she was tasked with improving slumping
customer satisfaction. She also was determined to change the
authoritarian leadership culture exemplified by her predeces-
sor. Before her promotion, Elena had been responsible for the
highest-performing call center in the same organization, so she
knew a lot about the problems other units had been facing with
quality of service. Convinced that she could dramatically improve
performance through more employee participation, she saw
cultural change as a top priority.

Elena began by communicating her goals to her former peers,
now direct reports—the leaders of the company’s call centers
across the globe. In a series of team calls and 1:1 meetings, she
laid out her quality improvement goals and vision for a more par-
ticipative, problem-solving culture. These early overtures gener-
ated little obvious reaction.

Next, she initiated weekly meetings with each of the call cen-
ter managers to review unit performance and discuss how they
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were working to improve it. Elena stressed that “the punishment
culture is a thing of the past” and that she expected managers
to coach employees. Cases involving significant disciplinary mea-
sures, she said, should be referred (on an interim basis) directly to
her for review.

Over time Elena learned which center managers were getting
with the program and which ones were continuing to be punitive.
She then conducted formal performance reviews and put two of
the worst offenders on performance-improvement plans. One
left almost immediately; she replaced him with a high-potential
supervisor from the center she had run. Although it took some
time, the other manager shaped up acceprably.

Meanwhile, Elena focused on a critical aspect of the business:
evaluation of customer satisfaction and improvement in quality
of service. She appointed her best unit leader to lead a team of
promising frontline managers and tasked them with producing a
plan to introduce new metrics and supporting performance feed-
back and improvement processes. She also engaged a consultant
to advise the managers on how to pursue this project, and she
regularly reviewed their progress. When the team presented rec-
ommendations, she promptly implemented them on a pilot basis
in the unit previously overseen by the departed supervisor.

By the end of her first year, Elena had extended the new approach
throughour the organization. Customer service had improved sub-
stantially, and climate surveys revealed striking improvements in
morale and employee satisfaction.

Elena succeeded in quickly creating momentum and build-
ing personal credibility by securing early wins.! By the end of
the first few months, you want your boss, your peers, and your

subordinates to feel that something new, something good, is hap-

pening. Early wins excite and energize people and build your
personal credibility. Done well, they help you create value for
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your new organization earlier and reach the break-even point

much more quickly.

Making Waves

A seminal study of executives in transition found that they plan and
implement change in distinct waves, as illustrated in figure 5-1.2
Following an early period of focused learning, these leaders begin
an early wave of changes. The pace then slows to allow consoli-
dation and deeper learning about the organization, and to allow
people to catch their breath. Armed with more insight, these
executives then implement deeper waves of change. A final, less
extreme wave focuses on fine-tuning to maximize performance. By
this point, most of these leaders are ready to move on.

This research has direct implications for how you should man-
age your transition. It suggests that you should keep your ends
clearly in mind when you devise your plan to secure early wins.
The transition lasts only a few months, but you typically will

FIGURE 5-1

Waves of change
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remain in the same job for two to four years before moving on
to a new position. To the greatest extent possible, your early wins
should advance longer-term goals.

Plan Your Waves

In planning for your transition (and beyond), focus on making
successive waves of change. Each wave should consist of distinct
phases: learning, designing the changes, building supporr, imple-
menting the changes, and observing results. Thinking in this way
can release you to spend time up front to learn and prepare, and
afterward to consolidate and get ready for the next wave. If you
keep changing things, it is impossible to figure out what is work-
ing and what is not. Unending change is also a surefire recipe for
burning out your people.

The goal of the first wave of change is to secure early wins. The
new leader tilors early initiatives to build personal credibility,
establish key relationships, and identify and harvest low-hanging
fruit—the highest-potential opportunities for short-term improve-
ments in organizational performance. Done well, this strategy helps
the new leader build momentum and deepen his own learning,

The second wave of change typically addresses more funda-
mental issues of strategy, structure, systems, and skills to reshape
the organization; deeper gains in organizational performance are
achieved. But you will not get there if you don’t secure early wins
in the first wave.

Starting with the Goal

Leaders in transition understandably are eager to get things mov-
ing. Thus, they naturally tend to focus on the problems thart are
easiest to fix quickly. This tactic is fine, up to a point. But be

= I NG T o Y
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careful not to fall into the low-hanging fiuit trap. This trap catches
leaders when they expend most of their energy secking early wins
that don’t contribute to achieving their longer-term business
objectives. It’s like trying to launch a rocket into orbit with noth-
ing except a very big first stage; the risk is great that you’ll fall
back to earth once the initial momentum fades. The implication:
when you're deciding where to seek early wins, you may have to
forgo some of the low-hanging fruit and reach higher in the tree.

As you strive to create momentum, therefore, keep in mind that
your early wins must do double duty: they must help you build
momentum in the short term and lay a foundation for achieving
your longer-term business goals. So be sure that your plans for
securing early wins, to the greatest extent possible, (1) are consis-
tent with your agreed-to goals—what your bosses and key stake-
holders expect you to achieve—and (2) help you introduce the new
patterns of behavior you need to achieve those goals.

Focus on Business Priorities

The goals you have agreed to with your boss and othier key stake-
holders are the destination you're striving to reach in measur-
able business objectives. Examples are double-digit annual profit
growth; a dramatic cut in defects and rework; or completion of
a key project by an agreed-to deadline. For Elena, her number 1
priority was to make significant improvements in customer sat-
isfaction. The point is to define your goals so that you can lead
with a distinct end point in mind.

Identify and Support Behavioral Changes

Your agreed-to goals are the destination, but the behavior of peo-

ple in your organization is a key part of how you do (or don’t)
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get there. Put another way, if you are to achieve your goals in the
allotted time, you may have to change dysfunctional patterns of
behavior.

Start by identifying the unwanted behaviors; for example, Elena
wanted to reduce the fear and disempowerment in her organiza-
tion. Then work out, as Elena did, a clear vision of how you would
like people to behave by the end of your tenure in the job, and
plan how your actions in pursuit of early wins will advance the
process. What behaviors do people consistently display that under-
mine the potential for high performance? Take a look at table 5-1,
which lists some problematic behavior patterns, and then summa-
rize your thoughts about the behaviors you would like to change.

TABLE 5-1

P

roblematic behavior patterns

Lack of... Symptoms

Focus ® The group can't clearly define its priorities, or it has too
many priorities,

Resources are spread too thin, leading to frequent crises
and firefighting. People are rewarded for their abllity to put
out fires, not for devising enduring solutions,

Discipline People exhibit great variation in their levels of performance.

Employees don't understand the negative consequences of
inconsistency.

People make excuses when they fail to meet commitments,

Innovation * The group uses internal benchmarks to measure
performance.
* Improvements in products and processes unfold slowly and
incrementally,
* Employees are rewarded for maintaining stable performance,
not for pushing the envelope,

Teamwork * Team members compete with one another and protect turf
rather than work together to achieve collective goals.
* People are rewarded for creating fiefdoms.

Sense of * Team members ignore the needs of external and internal
urgency customers.
* Complacency reigns, revealed in beliefs such as, “We're
the best and always have been” and “Jt doesn't matter if we
respond immediately; it won't make any difference.”
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Adopting Basic Principles

It’s crucial to get early wins, but it’s also important to secure
them in the right way. Above all, of course, you want to avoid
early losses, because it’s tough to recover once the tide is running
against you. Here are some basic principles to consider.

¢ Focus on a few promising opportunities. It’s easy to
take on too much during a transition, and the results can
be ruinous. You cannot hope to achieve results in more
than a couple of areas during your transition. Thus,
it’s essential to identify the most promising opportuni-
ties and then focus relentlessly on translating them into
wins. Think of it as risk management: pursue enough
focal points to have a good shot at getting a significant
success, but not so many that your efforts get diffused.

¢ Get wins that matter to your boss. It’s essential to get
early wins that energize your direct reports and other
employees. But your boss’s opinion about your accomplish-
ments is crucial too. Even if you do not fully endorse her
priorities, you must make them central in thinking through
which early wins you will aim for. Addressing problems
that your boss cares about will go a long way toward build-
ing credibility and cementing your access to resources.

® Get wins in the right ways. If you achieve impressive

results in a manner that is seen as manipulative, under-
handed, or inconsistent with the culture, you're setting
yourself up for trouble. If Elena had gotten her key wins
by being punitive, it would have undercut the larger
objective she was trying to achieve. An early win that is
accomplished in a way that exemplifies the behavior you
hope to instill in your new organization is a double win.

BT T e g R b
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® Take your STARS portfolio into account. What con-
stitutes an early win differs dramatically from one
STARS business situation to another. Simply getting
people to talk about the organization and its challenges
can be a big accomplishment in a realignment, but it’s
a waste of time in a turnaround. So think hard about
what will build momentum best in each part of your
portfolio. Will it be a demonstrated willingness to listen

and learn? Will ic be rapid, decisive calls on pressing
business issues?

Adjust for the culture. In some organizations, a win
must be a visible individual accomplishment. In oth-
ers, individual pursuit of glory, even if it achieves good
results, is viewed as grandstanding and destructive of
teamwork. In team-oriented organizations, early wins
could come in the form of leading a team in the develop-
ment of a new product idea or being viewed as a solid
contributor and team player in a broader initiative. Be
sure you understand what is and is not viewed as a win,
especially if you’re onboarding into the organization.

Identifying Your Early Wins

Armed with (and guided by) an understanding of your goals and
objectives for behavior change, you can identify where you will
seck early wins. You should think about what you need to do
in two phases: building personal credibility in roughly the firsc
30 days, and deciding which projects you will launch to achieve
carly performance improvements beyond that. (The actual time
frames will of course depend on the situation.)
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Understand Your Reputation

When you arrive, people will rapidly begin to assess you and
your capabilities. In part, this evaluation will be based on what
people think they already “know” about you. You can be sure
people have talked to people who have talked to people who have
worked with you in the past. So like it or not, you will start your
role with a reputation, deserved or not. The risk, of course, is
that your reputation will become reality, because people tend to
focus on information that confirms their beliefs and screen out
information that doesn’t—the so-called confirmation bias> The
implication is that you need to figure out what role people are
expecting you to play and then make an explicit decision about
whether you will reinforce these expectations or confound them.
Elena’s situation—leading former peers—is a special case in
which people in the organization knew her, but in a different, more
junior role. The risk for her was that they would expect her to be the
same in her new role. So her job was to figure out ways to change
how people perceived her. The broader challenges of leading for-

mer peers are summarized in the box “Leading Former Peers.”

Leading Former Peers

To meet the classic challenges of moving from peer to boss, you

should adopt the following principles:

+ Accept the fact that relationships must change. An unfor-
tunate price of promotion is that personal relationships with

former peers must become less so. Close personal relation-

ships are rarely compatible with effective supervisory ones.
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—

* Focus early on rites of passage. The first days are about
symbolism more than substance. So focus on rites of pas-
sage can help establish You in your new role—for example,
having your new boss introduce you to your team and
pass the baton,

* Reenlist your (good) former peers. For every leader
who gets promoted, there are other ambitious souls who
wanted the job but didn’t get it. So recognize that disap-
pointed competitors will go through stages of adjustment,

Focus on figuring out who can work for you and who
can't,

* Establish your authority deftly. Yoy must walk the knife’s
edge between over- and c:Qm..mmmmE:m yourself, It can be
effective to adopt a consult-and-decide approach when
dealing with critical issues until former peers get used to

making the calls, as long as you don’t make uninformed
decisions.

* Focus on what’s good for the business. From the moment
Your appointment is announced, some former peers will be
straining to discern whether you wiil play favorites or will
seek to advance political agendas at their expense, One anti-
dote is to adopt a relentless, principled focus on doing what
is right for the business.

/

Build Credibility

In your first few weeks in your new job, you cannot hope to have a
measurable impact on performance, but you can score small victo-
ries and signal that things are changing. Think of this as an effort
to secure early, early wins by building your personal credibility.
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Your credibility, or lack of it, will depend on how people
would answer the following questions about you:

* Do you have the insight and steadiness to make tough

decisions?

* Do you have values that they relate to, admire, and want

to emulate?
* Do you have the right kind of energy?

* Do you demand high levels of performance from your-
self and others?

For better or worse, they will begin to form opinions based on
litle data. Your early actions, good and bad, will shape percep-
tions. Once opinion about you has begun to harden, it is difficult
to change. And the opinion-forming process happens remarkably
quickly. N

So how do you build personal credibility? In part, :m.. m_u.oE
marketing yourself effectively, much akin to _uz:n::m. equity in 2
brand. You want people to associate you with attractive capabili-
ties, attitudes, and values. There’s no single right answer for how
to do this. In general, though, new leaders are perceived as more
credible when they display these characteristics:

¢ Demanding but able to be satisfied. Effective leaders
get people to make realistic commitments and w_.__ns hold
them responsible for achieving results. But if you're never
satisfied, you'll sap people’s motivation. Know when to
celebrate success and when to push for more.

* Accessible but not too familiar. Being accessible does
not mean making yourself available indiscriminately.
It means being approachable, but in a way that preserves

your authoriry.
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* Decisive but judicious. New leaders communicate their
capacity to take charge, perhaps by rapidly making some
*os..nc:mnmﬁn:nn decisions, without jumping too quickly
into w_wamwozm that they aren’t ready to make. Early in your
transition, you want to project decisiveness but defer some
decisions until you know enough to make the right calls.

_uﬂ.uncmm.mn but flexible. Avoid setting up a vicious cycle and
alienating others by coming across as rigid and unwilling
to consider multiple solutions. Effective new leaders estab-
lish authority by zeroing in on issues but consulting oth-
ers and encouraging input. They also know when to give
people the flexibility to achieve results in their own ways.

* Active without causing commotion. There’s a fine line
between building momentum and overwhelming your
group or unit. Make things happen, but avoid pushing
people to the point of burnout. Learn to pay attention to
stress levels and pace yourself and others.

* Willing to make tough calls but humane. You may have
o Bm_nm tough calls right away, including letting go of
marginal performers. Effective new leaders do what needs
o be done, bur they do it in ways that preserve people’s
dignity and that others perceive as fair. Keep in mind that
people watch not only what you do but also how you do it.

Plan to Engage

Because your earliest actions will have a disproportionate influence
on how you're perceived, think through how you will get connected
to your new organization in the first few days in your new role. What
messages do you want to get across about who you are and what you
represent as a leader? What are the best ways to convey those messages?
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[dentify your key audiences—direct reports, other employees, key
outside constituencies—and craft a few messages tailored to each.
These need not be about what you plan to do; that’s premature. They
should focus instead on who you are, the values and goals you repre-
sent, your style, and how you plan to conduct business.

Think about modes of engagement, too. How will you introduce
yourself? Should your first meetings with direct reports be one-on-
one or in a group? Will these meetings be informal get-to-know-
you sessions, or will they immediately focus on business issues and
assessment? What other channels, such as e-mail and video, will
you use to introduce yourself more widely? Will you have early
meetings at other locations where your organization has facilities?

As you make progress in getting connected, identify and act as
quickly as you can to remove minor but persistent irritants. Focus
on strained external relationships, and begin to repair them.
Cut out redundant meetings, shorten excessively long ones, or
improve problems with physical work spaces. All this helps you
build personal credibility early on.

Finally, keep in mind that effective learning builds personal cred-
ibility. It's never a bad thing to be scen as genuinely committed to
understanding your new organization. It helps immunize you against
the perception that you have come in with your mind made up
about the organization’s problems and have “the” answer. An early,
visible focus on learning signals to the organization that you under-
stand it has a unique history and dynamics. Of course, it’s important
that you also be seen as a quick study and not, as was said of one
president, that you have “a learning curve as flat as Kansas.” Know,
100, when to shift the emphasis from learning to decision and action.

Write Your Own Story

Your actions during your first few weeks inevitably will have a dis-
proportionate impact, because they are as much about symbolism




as about substance. Early actions often get transformed into stories,
which can define you as hero or villain. Do you take the time to
informally introduce yourself to the support staff, or do you focus
only on your boss, peers, and direct reports? Something as simple
as this action can help brand you as cither accessible or remote.
How you introduce yourself to the organization, how you treat
support staff, how you deal with small irritants—all these pieces
of behavior can become the kernels of stories that circulate widely.
To nudge your mythology in a positive direction, look for
and leverage teachable moments. These are actions—such as the
way Elena dealt with recalcitrant supervisors—that clearly dis-
play what you're abour; they also model the kinds of behavior
you want to encourage. They need not be dramatic statements or
confrontations. They can be as simple, and as hard, as asking the

penetrating question that crystallizes your group’s understanding
of a key problem the members are confronting,

Launch Early-Win Projects

Building personal credibility and developing some key rela-
tionships help you get immediate wins. Soon, however,

should identify

you
opportunities to get quick, tangible performance
improvement in the business. The best candidates are prob-

lems you can tackle quickly with modest expenditures and will
yield visible operational and financial gains. Examples include
bottlenecks chat restrict productivity and incentive programs that
undermine performance by causing conflict,

Identify three or four key areas, at most, where you will seek to
achieve rapid improvement. Use the early wins evaluation tool in
table 5-2 to gauge the potential. But keep in mind that if you take
on too many initiatives, you risk losing focus. Think about risk
management: build a promising portfolio of early-win initiatives

TABLE 5-2
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This too ”e’ S U 8558ss the Otent.'ail ar ca dfdate oca p fo
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of the potential.

CANDIDATE EARLY WIN

i the potential.
For each of the following questions, circle the response that best describes p

To a great

extent

To a signifi-
cant extent

Toasmall Somewhat
extent

Not at all

Does the focal point offer an opportunity to make a

substantial improvement in the performance of your unit?

0

Is this improvement achievable in a reasonably short

time with available resources?

0

Would success also help lay the foundation for achieving

agreed-to business goals?

0

eve the win help you make

in the organization?

Will the process used to achi

needed changes in behavior

Now total the numbers that you circled, and fill in that number here:

The result will be a number between 0 and 1 6 that is a roug
focal points. Use common sense in interpreting these num

doesn’t matter if it scores 4’s on all the others.

ess of candidate

h measure you can use to compare the attractiven

le, it

bers. If the candidate scores 0 on the first question, for examp
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so that big successes in one will balance disappointments in ogh.
ers. Then focus relentlessly on getting results,

To set the stage for securing early wins, make sure your
learning agenda specifically addresses how you will identify
promising opportunities for improvement. Then translate your

goals into specific projects to secure early wins, using the follow-
ing guidelines:

* Keep your long-term goals in mind. Your actions should,
to the greartest extent possible, serve your agreed-to busi-
ness goals and supporting objectives for behavior change.

Identify a few promising focal points. Focal points are
areas or processes (such as the customer service processes
for Elena) in which improvement can dramatically
strengthen the organization’s overall operational or finan-
cial performance. Concentration on a few focal points
will help you reduce the time and energy needed to
achieve tangible results. And success in improving per-
formance early in these areas will win you freedom and
Space to pursue more extensive changes.

Launch early-win projects. Manage your early-win inj-
tiatives as projects, targeted at your chosen focal poins.
This is what Elena did when she appointed a team to
improve customer service in her new position.

* Elevate change agents. Identify the people in your new
unit, at all levels, who have the insight, drive, and incen-
tives to advance your agenda. Promote them or appoint
them to lead key projects, as Elena did.

Leverage the early-win projects to introduce new behav-
fors. Your early-win projects should serve as models of how
you want your organization, unit, or group tofunction in
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the future. Elena understood this when she engaged a con-
sultant to help the team use the right methods to pursuc
the project so they could learn how best to do this.

Use the project planning template in table 5-3 to plan projects

with maximum impact.

TABLE 5-3

FOGLAMP project checklist
FOGLAMP fs an acronym for focus, oversight, goals, __mmnma%___c_ﬂ mvhwﬁhwmn.ﬁﬁmwwm_
i t through the haze and plan
rocess. This tool can help you cu ‘
M_”M%um. Complete the table for each early-win project you set up

Project:

Answer
Question

Focus: What is the focus for this _um.o_mns.
For example, what goal or early win do
you want to achieve?

this
Oversight: How will you oversee
project? Who else should umn_o__.umﬁm
in oversight to help you get buy-in for
implementing results?

d the

Goals: What are the goals an j
intermediate milestones and time frames
for achieving them?

i ject?
Leadership: Who will lead the projec
What training, if any, do they need in order
to be successful?

ities: What mix of skills and
w%mﬁ-wmamzc: needs to be included?
Who needs to be included because of
their skills? Because they represent key,
constituencies?

iti uch
Means: What additional resources, s
as facilitation, does the team need to be
successful?

Is or
Process: Are there change mode

structured processes you want the team to
use? If so, how will they become familiar
with the approach?

: TR e TR T
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Leading Change

As you work out where to get your early wins
2

rn..i you §..= make change happen in your organization. Keep in
mind there is no one best way to lead change; the best approaches

depend on the situation. For example, approaches that work el in
turnarounds, where there already is a s

erably in realignments,
the need for change. §
lead change differencly

think, too, about

ense of urgency, can fail mis-
where many people may be in denial about
© Sty open to the possibility thac you will
in different parts of your STARS portfolio.

Planning Versys Learning

X g g
Once you've identified the most important problems or issyes
you need to address, the next step is to decide whether to engage
in planned change or collective learning,>

The straightforward plan-then-implemen approach to change

works well when you're sure h i
: you have the foll ! -
ing planks in place: i

. -
Awareness. A critical mass of people is aware of the
need for change,

Diagnosis. You know what needs to be changed and why,
Vision. You have a compelling vision and a solid strategy.

® Plan. You have the expertise to put together a detailed
plan.

Support. You haye sufficiently powerful alljances to
support implementation.

This approach often works well in turnaround situations—for exam-

ple, where people accept there is a problem, the fixes are more tech-

nical than cultural or political, and people are hungry for a solution,
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If any of these five conditions is not met, however, the pure
planning approach to change can get you into trouble. If you’re
in a realignment, for example, and people are in denial about
the need for change, they’re likely to greet your plan with stony
silence or active resistance. You may therefore need to build
awareness of the need for change. Or you may need to sharpen
the diagnosis of the problem, create a compelling vision and strat-
egy, develop a solid cross-functional implementation plan, or cre-
ate a coalition in support of change.

To accomplish any of these goals, you would be well advised to
focus on setting up a collective learning process and not on devel-
oping and imposing change plans. If many people in the orga-
nization are willfully blind to emerging problems, for example,
you must put in place a process to pierce this veil. Rather than
mount a frontal assault on the organization’s defenses, you should
engage in something akin to guerrilla warfare, slowly chipping
away at people’s resistance and raising their awareness of the need
for change.

You can do this by exposing key people to new ways of
operating and thinking about the business, such as new data
on customer satisfaction and competitive offerings. Or you
can do some benchmarking of best-in-class organizations, get-
ting the group to analyze how your best competitors perform.
Or you can persuade people to envision new approaches to
doing things—for example, by scheduling an off-site meeting
to brainstorm about key objectives or ways to improve existing
processes.

The key, then, is to figure out which parts of the change pro-
cess can be best addressed through planning, and which are bet-
ter dealt with through collective learning. Think of a change you
want to make in your new organization. Now use the diagnostic
flow chart in figure 5-2 to figure out where planning and learning
processes are likely to be important to your success.
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FIGURE 5-2
: = =
Diagnostic framework for managing change

Assessment Actiol
n

Sufficient awareness
of the need for change?

Awaren :
oas? Raise awareness and

overcome denial

Diagnosis? Thorough diagnosis of
problems and/or opportunities?

Engage in root-cause
diagnosis

Engage in strategizing
and visioning

Vision? |  Solid new business model?

Detailed plan for

Plan? .
implementation?

Engage in planning

.Q:_nm_ mass of support for
implementation?

Support? Engage in coalition

building

Successful
change

Get Started on Behavior Change

As you plan to get early wins, remember that the means you yse
are as important as the ends you achieve. The Initiatives you put
in place to get early wins should do double duty by nﬁm_uzwwg
ing new standards of behavior, Elena did this when she carefully

staffed and coached her project team and then quickly imple-
mented its recommendations, '
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To change your organization, you will likely have to change
its culture. This is a difficult undertaking. Your organization may
have well-ingrained bad habits that you want to break. But we
know how difficult it is for one person to change habitual pat-
terns in any significant way, never mind a mutually reinforcing
collection of people.

Simply blowing up the existing culture and starting over is
rarely the right answer. People—and organizations—have limits
on the change they can absorb all at once. And organizational
cultures invariably have virtues as well as faults; they provide pre-
dictability and can be sources of pride. If you send the message
that there is nothing good about the existing organization and its
culture, you will rob people of a key source of stability in times of
change. You also will deprive yourself of a potential wellspring of
energy you could tap to improve performance.

The key is to identify both the good and the bad elements of
the existing culture. Elevate and praise the good elements even as
you seek to change the bad ones. These functional aspects of the
familiar culture are a bridge that can help carry people from the
past to the future.

Match Strategy to Situation

The choice of behavior-change techniques should be a function of
your group’s structure, processes, skills, and—above all—situation.
Consider again the difference between turnaround and realign-
ment situations. In a turnaround, you face a combination of time
pressure and the need to rapidly identify and secure the defensible
core of the business. Often, techniques such as bringing in new
people from the outside and setting up project teams to pursue spe-
cific performance-improvement initiatives are a good fit. Contrast
this with realignments, where you are well advised to start with less

ESLeeese———
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obvious approaches to behavior change. By changing performance
measures and starting vnznramaf.:m. for example, you set the stage
for collectively creating a vision for realigning the business.

Avoiding Predictable Surprises

Finally, all your efforts to secure early wins could come to naught
if you don’t pay attention to identifying ticking time bombs and
preventing them from exploding in your face, If they do explode,
your focus will instantly shift to continuous firefighting, and your
hopes for systematically getting established and building momen-
tum will fly out the window.

Some bolts from the blue really do come out of the blue.
When this happens, you must grit your teeth and mount the best
crisis response you can. But far more often, new leaders are taken
off track by predictable surprises. These are situations in which
people have all the information necessary to recognize and defuse
a time bomb but fail to do s0.6

This often happens because the new leader simply doesn’t look
in the right places or ask the right questions. As mentioned ear-
lier, we all have preferences about the types of problems we like
to work on and those we prefer to avoid or don’t feel competent
to address. But you need to discipline yourself either to dig into
areas where you’re not fully comfortable or to find trustworthy
people with the necessary expertise to do so.

Another reason for predictable surprises is that different parts
of the organization have different pieces of the puzzle, but no one
puts them together. Every organization has its information silos.
If you don’t put processes in place to make sure critical informa-
tion is surfaced and integrated, then you're putting yourself at
risk of being predictably surprised.
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Use the following set of questions to identify areas where

potential problems may be lurking:

* The external environment. Could trends in public opins
ion, government action, or mnosoE_Jn no:&:_wbm wwmn%_-
tate major problems for your unit? Examples En.? ea
change in government policy that favors noamg.ﬂoa_ww
unfavorably influences your prices or costs; m, iR m.ﬂ
in public opinion about the health or safety w:._ww._mmﬁ._o:m
of using your product; an emerging economic crisis in a

developing country.

s Customers, markets, competitors, and strategy. Are
there developments in the competitive &Em&o.c con-
fronting your organization that could pose major
challenges? Examples include a study mcmmnwzsm that
your product is inferior to that of a COMPEItor; a new
competitor that is offering a lower-cost substitute; a

price war.

* Internal capabilities. Are there potential problems ,.iﬁr
your unit’s processes, skills, and capabilities that could
precipitate a crisis? Examples include an unexpected _om.m
of key personnel; major quality problems at a key plant;

a product recall.

* Organizational politics. Are you in danger of unwit-
tingly stepping on a political land mine? Examples
include certain people in your unit who are ﬁwﬁocnrm_u_n,
but you don’t know it; your failure to recognize that a
key peer is subtly undermining you.

As you plan how to secure early wins, keep in mind your oéM
arching goal: creating a virtuous cycle that reinforces wante
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est but signi i
gnificant early improvements so that you can pu
more fundamental changes. o

SECURE EARLY WINS—CHECKLIST

1. Gi i
. Given your agreed-to business goals, what do you need to

. s .
achie

Ew_éumo wmo.w_n need to behave differently to achieve these
goals? Describe as vividly as you can the behaviors you
need to encourage and those you need to discourage

H

ow m_o you plan to connect yourself to your new
organization?

ganization? Who are your key audiences, and what

m .
essages would you like to convey to them? What are
the best modes of engagement?

L

Wha isi
tare the most promising focal points to get some

early i i
y improvements in performance and start the proces
of behavior change? e

5. What projects d
i projects do you need to launch, and who will lead

What predictable surprises could rake you off track?

CHAPTER 6

Achieve Alignment

Hannah Jaffey, a respected human resource consultant, was
hired by a former client to be corporate vice president of human
resources. She joined a company suffering from such intense
conflict at the top that some senior executives were barely on
speaking terms. Hannah had been brought in to support the
CEO in making needed personnel changes and to rebuild the
executive team. _

Hannah soon realized the organization’s structure and incen-
tives system were at the root of the problems. A year earlier, the
company, which had grown rapidly, had been reorganized into
business units, each focusing on a specific product line. How-
ever, several of the units’ customer bases overlapped, and the new
structure and incentives system discouraged cooperation. The
resule? Confused customers, conflicts over which units owned key
customer relationships, and an inability to offer integrated solu-
tions. The turmoil had begun to impact the financials, with top-
line growth stalling and the CEO facing tough questioning from

the board and investors.




140 THE FIRST 90 DAYS

Convinced the company needed further structural change,
Hannah laid out her case to the CEO. But he was reluctant to
embark on another round of reorganization, and he remained
convinced that the people were the problem. The organizational
design was sound, he told Hannah, and with the right people in
place it could work.

In truth, there were significant weak links in the executive
team. But Hannah knew that the people issues couldn’t be dealt
with until the structure was put right. So she kept coming back to
her boss. She did an in-depth diagnosis and brought to his atten-
tion instances in which incentive misalignments had unnecessar-
ily stoked conflict. She also highlighted how other companies had
organized themselves to deal with similar tensions.

It took time, but eventually Hannah convinced the CEO to
move the company to a hybrid structure. The focus of marketing
and sales was returned to customer segments, leaving operations
and R&D organized by product line, and a shared-services orga-
nization was created to provide finance, HR, IT, and supply chain
support. The realignment worked: a year later, the company was
functioning much more smoothly, customers were much hap-
pier, and robust growth had resumed. And it had become much
clearer which executives needed to be replaced.

The higher you climb in organizations, the more you take on
the role of organizational architect, creating and aligning the key
elements of the organizational system: the strategic direction,
structure, core processes, and skill bases that provide the mo_._:_.n_ma
tion for superior performance. No matter how charismatic you
are as a leader, you cannot hope to do much if your organization
is fundamentally out of alignment. You will feel as if you’re push-
ing a boulder uphill every day.

If you have the scope to alter direction, structure, processes,
and skills in your new position, you should begin to analyze the
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architecture of your organization and assess m:m::wm,:ﬁ among
these key elements. In the first few months youcan t hope to
do much more than conduct a solid diagnosis m:m ._uﬂrmwm get
started on the most pressing alignment issues. But it's important
to get a handle on what needs to be n_o.sn so that you can wo_m_:m
some of your early-win projects appropriately and lay the founda-
tion for a subsequent, deeper wave of change. .

Even if, like Hannah, you lack the authority to unilaterally
alter the architecture of your new organization, you mrocﬁ. moncmm
on assessing organizational alignment. Look m._“ how your Mvﬁﬁ_,.wn 0
the puzzle fits (or doesn’t fit) into the _Em.mmn picture. glr_n”um out
whether you need to convince influential @mow_m.l%oﬁ. 08s or
your peers—that serious misalignments are a Wm%._awampaaw to
achieving superior performance. Also, keep in mind that a ! O_M
ough understanding of organizational systems can help %o% ui
credibility with people higher in the organization—and demon-

i -senl ositions.
strate your potential for more-senior p

Avoiding Common Traps

Many leaders rely on simplistic fixes to address complicared orga-
nizational problems, and they end up committing malpractice.

Be alert to these common pitfalls:

s Making changes for change’s sake. The HBE&WJ 18
great for newly appointed leaders to make rapid, visible
changes to strategies or structures, whether or not these
clements are the right areas for focus. Often, leaders mwum_
self-imposed pressure to put their stamp on the organiza-
tion and seek to make changes before they really E.in?
stand the business; its ready, shoot, aim. Once again, the
action imperative creates a sure recipe for disaster.
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Not adjusting for the STARS situation. There is no one
_uwﬂ way to lead change. The right way to drive orga-
nizational alignment in a turnaround (with a focus on
Hm%& and often radical shifts) is very different from the
right way to proceed in an accelerated-growth situation
or a realignment (when subtle and incremental changes
often are the right way to proceed). So it’s essential not
to adopt a one-size-fits-all approach to change but rather

to understand the best ways to proceed in the various
STARS situations.

Trying to restructure your way out of deeper v..ou_m:_..m.
.Oﬁnnrmzzam your organization’s structure when the real
issues lie in the processes, skill bases, and culture can
amount to rearranging the deck chairs on the 7itanic.
.an_mﬁ doing so until you understand whether restructur-
ing will address the root causes of the problems. Oth-
erwise, you may create new misalignments and have to
backtrack, disrupting your organization and damaging
your credibility.

Creating structures that are too complex. This is

a related trap. It may indeed make sense, as it did in
Hannab’s situation, to implement a matrix structure.
Done well, matrices foster shared accountability and help
you work through creative tension. Bur take care to strike
the right balance and not diffuse decision making or
introduce sclerotic complexity. Strive, where possible, for
clear lines of accountability. Simplify the structure S,mrn
greatest degree possible without compromising core goals.

Overestimating your organization’s capacity to absorb
n_...m:mm. It’s easy to envision an ambitious new strategic
direction or shift in structure. In pracice, though, it can
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be difficult for people to change in response to large-scale
shifts, especially if they have experienced a string of such
changes in the recent past. Move quickly if you need
to—for example, in a turnaround. But proceed incre-
mentally if the STARS situation permits—for example,

in realignments or sustaining-success situations.

Designing Organizational Architecture

Begin by thinking of yourself as the architect of your unit or group.
This may be a familiar role for you, but it probably isn’t. Few lead-
ers get systematic training in organizational design. Because lead-
ers typically have limited control over organizational design early
in their careers, they learn little about it. It's commonplace for less-
senior people to complain about obvious misalignments and to
wonder why “those idiots” higher up tolerate clearly dysfunctional
arrangements. By the time you reach the midsenior levels of most
organizations, however, you are well on your way to becoming
one of those idiots. You're therefore well advised to begin learning
something about how to assess and design organizations.
To design (or redesign) your organization, start by thinking of
it as an open system. This is illustrated for an entire business in
figure 6-1; you may need to focus on only your piece. The “open”
part refers to the reality that organizations are open to (that s,
those elements they influence and are influenced by). This real-
ity comprises (1) key players in the external environment, includ-
ing customers, distributors, suppliers, competitors, governments,
NGOs, investors, and the media, and (2) the internal environ-
ment: climate, morale, and culture. So leaders’ architectural
choices must position the organization to respond to, as well as
shape, the realities of the external and internal environments.
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FIGURE 6-1
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Elements of organizational architecture

Internal
environment:

Climate and
culture

Organizational | architecture

—_— T
e

The “systems” part highlights the face that organizational

archit ; s ; ;
chitectures consist of distinct, Interacting elements: strategic

&._Rn.nca. structure, core processes, and skill bases. The implica-
tion is that you can work on individual elements—for ex . |
change the strategy, alter the structure, o
hire people with a different skill set—b
without thinking through the impact on
cifically all four elements of organizatio
aligned to work together. !

streamline a process, or
ut you shouldn’t do so
the other elements. Spe-
nal architecture need be

® Strategic direction. The or

ganization’s mission, vision,
and strategy

L ]
mn:.._nE re. How people are organized in units and how
their work s coordinated, measured, and incentivized
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* Core processes. The systems used to add value through
the processing of information and materials

* Skill bases. The capabilities of key groups of people in
the organization

Of course you need to have the right strategic direction to
move forward effectively. But misalignments involving any of the
other elements can make even the best strategy useless. Strategic
direction drives the other elements and is influenced by them: if
you decide to change your group’s direction, you will probably
have to alter its structure, processes, and skills to create a tully
aligned architecture.

Diagnosing Misalignments

Organizations can end up misaligned in many ways. Your goal
during your first 90 days should be to identify potential misalign-
ments and design a plan for correcting them. Common types of
misalignments include the following;

¢ Misalignments between strategic direction and skill
bases. Suppose you head an R&D group and your goal
is to increase the number of new product ideas your
team generates and tests. However, your staff is not up
to speed on the latest techniques that would let you run
more experiments faster than before. In this case, your
group’s skills do not support its mission.

* Misalignments between strategic direction and core
processes. Imagine that you lead a marketing group
whose mission is to focus on meeting the needs of a new
customer segment. If your team has not established an
effective way to compile and analyze information about
those customers, your group’s systems fail to support
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the direction. There is a mismatch between strategic
direction and core processes.

Misalignments between structure and processes.
Suppose you manage a product development group
whose members are organized by product line. The
rationale for this structure is that it focuses specialized
technical expertise on specific products. Bur this
structure has a downside: the group does not have
efficient systems for sharing best practices among the
various product teams. The resulting mismatch between
structure and processes would make it difficult for the
entire group to perform optimally.

¢ Misalignments between structure and skills. mch_umn the
business has recently moved from a functional structure ro
a matrix structure in an effort to balance product-related
and functional decisions, People are used to relying on
authority and functional reporting lines to get things done,
but now they need to use influence and conflict manage-
ment skills. The shift in structure has created a mismatch

with needed skills that will need to be addressed.

Getting Started

Aligning an organization is like preparing for a long sailing trip.
First, you need to be clear on whether your destination (the mission
and goals) and your route (the strategy) are the right ones. Then
you can figure out which boat you need (the structure), how to
outfit it (the processes), and which mix of crew members is best

(the skill bases). Throughout the journey, you keep an eye out for
reefs that are not on the charts.
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The underlying point is that there is 8 logic to oﬁm”_wmsowh
alignment, It’s likely to cause problems if you try to c ﬂymnm N
structure before figuring out whether the direction it .mé
one. Also, you cannot fully assess the mﬁ.:nmm. of your nx_mﬂ”_m _MMM H
until you have a handle on your destination, route, an 1

although you certainly can get started. Here’s how:

1. Begin with strategic direction. Take a hard look at ro.é
your unit is positioned with respect ﬁ.o‘ the larger organiza-
tion’s goals and your agreed-to priorities. Make sure on.n_
mission, vision, and strategy are well thought through an
logically integrated.

2. Look at supporting structure, processes, and skills. HoMW
at whether your group’s existing structure, processes, an
skill bases support the strategic &Roﬁ.mo:alnnvnn the exist-
ing one (if you decide not to change it) or m.am one you
envision. Dig into and understand the H_wﬂon.mr%m among
these elements. If one or more of them is ill suited to the
mission or strategy you have in mind, figure out voﬁ you
will either adapt your direction or build (or acquire) the

capabilities you need.

3. Decide how and when you will introduce the new .
strategic direction. Armed with a deeper understanding
of your group’s current nm_umrm:&.nm. chart a path mo_.r n
shifting direction (if such a shift is necessary). Sketc A_u.: ;
changes in positioning Tﬁmn_ﬂ.w? n:mﬁo.:.ﬁuau and suppliers
as well as changes in supporting capabilities. Then adopt a
realistic time frame for making these changes.

4. Think through the correct sequencing, U_m.ﬂﬁ.:
situations demand different approaches to bringing o
organizations into alignment. In a turnaround, the right

|
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approach often is to alter the strategy (which typically is
not adequate), then to bring the structure into alignment
with it, and then to focus on supporting processes and
skills. In a realignment, however, strategic direction and
structure often are not the real source of the difficulties.
Instead, they frequently lie in the processes and skill bases

of the organization, and these are the places to focus on.

5. Close the loop. As you learn more about your group’s
structure, processes, and skills, you will gain insight into
the team’s capabilities and its cultural capacity for change.
This insight will in turn deepen your understanding of

what changes in strategic positioning are possible over
what time period.

Defining Strategic Direction

Strategic direction encompasses mission, vision,
Mission is about what will be achieved, vision is about why people
should feel motivated to perform ar a high level, and strategy is
about how resources should be allocated and decisions made to
accomplish the mission. If you keep in mind the what, the why,
and the how, you won’t get lost in debates about what a mission
is, what a vision is, and what a strategy is.

Some fundamental questions about strategic direction concern

what the organization will do and, critically, what it will not do.
Focus on customers, capital, capabilities,

and strategy.

and commitments:

® Customers. Which set of existing customers (external
or internal) will we continue to serve? What is our value
proposition? Which markets are we going to exit? What
new markets are we going to enter, and when?
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e Capital. Of the businesses we will remain in, which will
we invest in, and which will we draw cash from? What
additional capital is likely to be required, and when?
Where will it come from?

¢ Capabilities. What are we good at and not good at?
What existing organizational nmwmww:nnw ﬁmwa example, a
strong new-product development Emmemzo_..c can we
leverage? Which do we need to build up? Which do we

need to create or acquire?

s Commitments. What critical decisions do we need
: >
to make about resource commirments? When? What
difficult-to-reverse past commitments do we have to live

with or try to unwind?

It is beyond the scope of this book to delve deeply into the
development of strategic direction, but excellent resources are
available to help you answer these @cmm&owm. OE. focus here is
on assessing the current direction by looking at its coherence,

adequacy, and implementation.

Assess Coherence

Is there a clear logic to the choices that have been made m_u.ocﬁ ncmw
tomers, products, technologies, plans, and Hnmomnnn commitments:
To assess whether the elements of strategic direction fit Emmw._.ﬁr you
need to look at the logic behind the strategy to ensure that it Em_ﬁ.nm
sense overall. Have the people who defined it %ommr.ﬁ &H.Bﬁmr all its
ramifications and the practical aspects of WEE@E@E.Em. ie? “

How do you evaluate the logic of the organization 4 gtrates
gic direction? Start by looking at documents Hr.mﬁ describe ﬂoE
group’s mission, vision, and strategy. Then disassemble them
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into their components: markets, products, nmnrno_ommnr func-
tional plans, and goals. Ask yourself, Do the various dimensions
support one another? Is there a logical thread connecting the vari-
ous parts? To be more specific, is there an obvious connection
between market analysis and the group’s objectives? Does the
product development budget jibe with the capital investments
projected in the operations part of the strategy? Are plans in place
to train salespeople for new products in the pipeline?

It the organization’s strategic direction makes sense overall,
you will spot such connections easily.

Assess Adequacy

Is the defined direction sufficient for what your unit needs to do
in the next two or three years? Will it be sufficient to support the
larger organization’s goals? Your group may have a well-thought-
through and logically integrated strategic direction. But is it also
adequate? Thar is, will it empower the group to carry out whar
it needs o do to succeed—and to help the larger organization
succeed—in the next two or three years?
To assess adequacy, use these three approaches:

* Ask probing questions. Does your boss believe
the current direction will provide enough return
on the effort your group will expend to implement
it? Are there plans in place to secure, develop, and
preserve resources for carrying it out? Are profit and
other targets high enough to keep the group on the

right track? Is enough money earmarked for capital
investment? For research?

Use a variation on the well-known SWOT method. See
the box “From SWOT to TOWS.”
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* Probe the history of how strategic direction got
defined. Find out who drove the process of defining
strategic direction. Was it done in a rush? If so, the
developers might not have thought through .mb Hw._n
ramifications. Did it take a long time? If so, it B_mrﬁ.
represent a lowest-common-denominator comprotmise
that emerged from a political battle. Any B_mm&amw dur-
ing the development process could compromise the
strategy’s adequacy.

From SWOT to TOWS

SWOT is arguably the most useful (and certainly the most mis-
understood) framework for conducting strategic analysis. ._..:,m
reason has to do with how the tool was developed and, criti-
cally, how it was named. SWOT—an acronym for strengths,
weaknesses, opportunities, and threats—was originally n_*m<wu-
oped by a team at the Stanford Research Institute (SRI) in the
late 1960s.2 The group came up with the idea of simultaneously
analyzing internal capabilities (strengths and weaknesses) and
developments in the external environment (threats and oppor-
tunities) to identify strategic priorities and develop plans to
s them.
mawﬂwlc:mnm? the developers named their method SWOT,
with the implication that the analysis should be carried out in that
order—first, internal strengths and weaknesses, and then exter-
nal opportunities and threats: This implied hierarchy has Qmmn,mn
no end of problems for those who use the methodology to drive
strategy discussions in teams. The problem is that in the mUmm.:nm
of something to anchor the discussion, an analysis of organiza-
tional strengths and weaknesses can very easily become abstract,

undirected navel-gazing. As a result, groups often fail in trying
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to define their organization’s strengths and weaknesses, end up
frustrated and exhausted, and so give short shrift to critical devel-
opments in the external environment.

The correct approach is to start with the environment and
then analyze the organization. The first step is to assess the orga-
nization's external environment, looking for emerging threats
and potential opportunities. Naturally this assessment must be
conducted by people who are grounded in the reality of the orga-
nization and knowledgeable about its environment.

Having identified potential threats and Opportunities, the group
should next evaluate them with reference to organizational capa-
bilities. Does the organization have weaknesses that make it par-
ticularly vulnerable to specific threats? Does the organization have
strengths that would permit it to pursue specific opportunities?

The final step is to translate these assessments into a set of stra-
tegic priorities, blunting critical threats and pursuing high-poten-
tial opportunities. These are then the inputs to a more extensive
strategic planning process.

The confusion that has flowed from naming the method SWoOT
is so pervasive that a name change is probably in order. The alter-
native? Call it TOWS, so that people get the right cues about the
best order for conducting the process.

Assess Implementation

Have the mission, vision, and strategy of your organization been
pursued energetically? If not, why not? Look at how your group’s
strategic direction is being implemented—what people are doing
and not what they are saying. This approach will help you pin-
point whether problems stem from inadequacies in formulation
or implementation. Ask yourself these kinds of questions:
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e Isour overall pattern of decistions consistent with our
defined direction? What goals does the organization

actually seem to be pursuing?

i i : ics to make
* Are we using the specified performance metr

day-to-day decisions?

e If implementation requires teamwork and cross-
functional integration, are people acting as teams and

collaborating across functions?

¢ Ifimplementation requires the development of
new employee skills, is a learning-and-development
infrastructure in place to develop those skills?

Your answers to these kinds of questions will tell you érnnrna
to push for changes in your group’s strategic direction or in its

implementation.

Modify Strategic Direction

Suppose you discover serlous flaws in ﬁrw mission, _immmuzu msn_.
strategy you have inherited. Can you radically change Quz _M:
the way they’re implemented? That depends ot n.éo factors: the |
STARS situation you're entering, and your ability to persuade
others and build support for your ideas. ]
If you believe that your group is on the wrong path, you He
to raise questions to persuade your boss and Omrwa to nnmxma:.um
strategic direction. If you conclude that the existing strategy éH
move the group forward, but neither fast enough nor far enough,
the wisest course may be to tweak it early on and plan for bigger
changes later. For example, you might tise the targeted nmﬁ_:cm
goals modestly or recommend investing in a needed technology
sooner than the strategic direction calls for. More fundamental




154 THE FIRST 90 DAYS

changes should wait ungil you've learned more and haye built
Support among key constituencies,

Shaping Your Group’s Structure

Whether or not you decide to change the strategic direction of
your organization, you still need to assess the adequacy of the
struceure. If the structure doesn’t sy pport the strategy—either the
existing one or a new one you plan to pur in place—your organi-
zation’s energies will not be directed appropriately,

One caution: much of an organization’s power gets allocated
via its structure, because jt defines who has the authority to do
what. So take care not to take on structural change unless it js
obvious that it’s needed—for example, in turnaround or rapid-
growth scenarios. Tackling structural change early on can be
particularly perilous in realignments, where there jsn’ a burning
platform to drive the change process.

What is structure exactly? Most simply, your group’s struc-
ture is the way it organizes people and technology to support the

mission, vision, and strategy. Structure consists of the following
elements:

Units: How your direct feports are grouped, such as by
function, product, or geographical area

Reporting relationships and integration mechanisms:
How lines of reporting and accountability are set up o
coordinate effort, and how work AMong units is integrated

Decision rights and rules: Who is empowered to make
what kinds of decisions, and what rules should be
applied to align decisions with strategy
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<

that are in place

Assess Structure

*

these questions:

» ve our

* Do reporting relationships help align effort? H.m it clear
who is accountable for what? Is the work of different

elyd
units integrated effectively?

e [s the allocation of decision rights helping us .ENFW n”ﬁ
best decisions to support the strategy? Is the rig H&.m -
ance achieved between centralization and n._nOn.DE.u iza-
tion? Between standardization and customization?

* Are we measuring and rewarding the P.msm_m own mn_ﬂnﬁ-
ments that matter most to our strategic aims? Is the .
balance right between fixed R.&mam. and w.mnmoHEMmmo:
based rewards? Between individual incentives and group

incentives?

m _ulv\ W . 3

group.
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Grapple with the Trade-0Offs

There is no perfect organizational Structure; every one embodies
trade-offs, Thus, your n?&_n:mm is to find the right balance for
your situation. As you consider changes in your group’s structyre,
keep in mind some common problems that can arise;

The Organization has silos of excellence, When you
group people with simjlar experience and capabilities,
they can accumulate deep wells of expertise. But they
can also become isolated and compartmentalized, The
implication is that you need to pay attention ro how
integration happens, This includes looking at who js
responsible for bridging the chasms between functions,
as well as iden tifying whether the right integration
mechanisms, such as cross-functional teams and group
performance incentives, are in place.

Employees’ anwho:-ﬂzqu:m scope is too narrow or
too broad. A good general rule js that decisions should
be made by the people who have the most relevant
knowledge, as long as their incentives encourage them
to do what is best for the organization. If your group’s
Amnmm_.o:-am.ﬁ:m process is centralized, you (and perhaps
several other individuals) can decide quickly. But you
may be forgoing the benefit of the wisdom of others who
have better information to make certain of those deci.
sions. This structure can lead to ill-informed decisions
and can tax those who make all the decisions. If, on the
other hand, people are given %Q.&o??mﬁ:m scope
but do not understand the larger implications of their
choices, they may make unwise calls.

Employees haye incentives to do the wrong
things. The best predictor of what people will do i
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what they are incentivized to do. mm.mma.ﬁ _mmMMHm mmnWr
to align the interests of individual mmn_m_w:. m rna_é y
the interests of the group as a iro_n.. This iy p mn_n g
more emphasis on group msnmbcfdw is nmm.wﬂ%n EHUM:
organizations: they focus everyone’s mﬁnnﬂo: oan <
ability to work together. Problems atisewhen Mc as ©
ment and compensation schemes fail to e .o%
ees for either their individual or their collective nm,oﬁ,m.
Problems also arise when rewards advance em @,_ownnmm
individual interests at the expense of the group’s broader
goals—for example, when multiple mE_u_ov.&nm ,i.uo
could serve the same set of customers FnW.:ﬁnEEnHﬂ )
cooperate. This was the problem confronting Hann
the story at the beginning of the chapter.
® Reporting relationships lead to no_,:u.m_.n:,.mzﬁ...w_ﬁm_.._o:
or diffusion of accountability. Reporting _.&wco:-m
ships help you observe m:&.nm.ﬁﬁo_ the workings o
your group, clarify responsibility, m.n& nzno._.:mm_n. N
accountability, Hierarchical reporting relations H.F.mm m
these tasks easier but can lead to nOBﬁmEEEZ&EmJ
tion and poor information sharing. Complex mewﬁm.“m.
arrangements, such as matrix structures, _un.om en HM :
mation sharing and reduce compartmentalization bu

can diffuse accountability.

Aligning Core Processes

Core processes (often referred to as “systems”) n.:_mw_n %”“M mﬁ“ﬂm
to transform information, materials, and knowledge o velue
in the form of commercially viable ?.o.&:nm or service m il
knowledge or ideas, productive mm_m&csmr%m.u or m:v\”m_._Em else

larger organization considers essential. Again, as with structure,
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ask yourself whether the processes currently in place support your
mission, vision, and strategy.

Make the Right Trade-Offs

Keep in mind that the extent and types of processes you need
depend on the trade-offs you need to make, T hink, for example,
about whether your primary goal is to drive flawless execution or
to stimulate innovation.3 You can’t hope to execute with high lev-
cls of quality and reliability (and low costs) without an intensive
focus on developing processes that specify both the ends and the
means (methods, techniques, tools) in exquisite derail. Obvious
examples are manufacturing plants and service delivery organiza-
tions. But these same sorts of processes can impede innovation. So
if stimulating innovation is your goal, you may need to develop
processes that focus on defining ends and rigorously checking
progress toward achieving them at key milestones, and not so
much on controlling the means people use to achieve the results,

Analyze Processes

A credit card company that sought to identify its core processes
came up with the results shown in table 6-1. It then mapped and
improved each of these processes, developing appropriate mea-
surement schemes and altering reward systems to better align
behaviors. It also focused on identifying key bottlenecks, For
critical tasks that were insufficiently under control, the company
revamped procedures and introduced new support tools. The
result was a dramatic increase in both customer satisfaction and
the productivity of the organization.

Your unit or group may have just as many processes as the
credit card company. Your first challenge is to identify those
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TABLE 6-1

Process analysis example

Production/Service-  Support/Service mcmmsmwwu
delivery processes processes proces

Quality management

Application processing Collections

Credit screening Customer inquiry Financial management

i i jonship management  Human resource
Credit card production Relationship g menasament

T . d
Authorizations Information an
management technology management

Transaction processing
Billing

Payment processing

processes and then to decide which of them are most important
to your strategy. For example, suppose your group’s wﬁ_.mwwmw
emphasizes customer satisfaction over m:.o&_._nﬂ n_mﬁwr.%am%ﬁ. ocm
would want to ensure that all the processes involved in delivery o

products or services to customers support that goal,

Align Processes with Structure

If your group’s core processes are to sapport its strategic direc-
tion, they must also align with the unit’s structure (the vy
people and work are organized). We can compare this relation-
ship to the human body. Our anatomy—skeleton, Ewmnc—mﬁcnn_
skin, and other components—is the structural ﬁo::mwﬁoz for .Hrn
body’s normal functions. Our physiology—circulation, respira-
tion, digestion, and so on—is the set of systems (or processes)
that enable the various parts of the body to work together. In
organizations, as in human bodies, both the structure and the
processes must be sound and must reinforce one another.
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To evaluate the efficiency and effectiveness of each core pro-
cess, you should examine four aspects:

* Productivity. Does the process efficiently transform

knowledge, materials, and labor into value?

Timeliness. Does the process deliver the desired value in
a timely manner?

Reliability. Is the process sufficiently reliable, or does it
break down too often?

Quality. Does the process deliver value in a way that
consistently meets required quality standards?

When processes and structure mesh with each other, the good
results are clear to see. For example, a customer service organi-
zation structured around specific customer segments also shares
information across teams and responds effectively to issues thar
affect all customer groups.

But when processes and structure are at odds—as when different
reams compete for the same set of customers using different sales

processes—they hamstring one another and subvert the group’s
strategy.

Improve Core Processes

How do you actually improve a core process? Start by making a
process (or work-flow) map—a straightforward diagram of exactly
how the tasks in a particular process flow through the individuals
and groups who handle them. Figure 6-2 shows a simplified pro-
cess map for order fulfillment.

Ask the individuals responsible for each stage of the process to
chart the process flow from beginning to end. Then ask the team
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FIGURE 6-2

A process map

Group: Customer Relations Group: Accounts Receivable
% Task: Task:
Mmm_MEm order .__._.“..m:mm_m.x » Check accuracy Um_uam:»
_:whcm: phone, availability oforder form paymen
e-mail, website of product |
| S -
A

Group: Fulfillment 14
Task: Task:
Gather order items ~ Box m:n_
from warehouse ship items

to look for bottlenecks and problem interfaces between individu-
als responsible for adjacent sets of tasks. For Qﬁd.@_n» errors or
delays may occur when someone in customer H_m:o;w no_..naﬁw.
nicates to the fulfillment group the need for special handling o
an order. Process failures are commonplace &:ibm. _wm:m_-om,.m of
this kind. Work with the team to identify opportunities for high-
¢ improvements.

_QMHMQM._ M:&ﬁmm stimulates collective learning. It ._._m_.mm ﬁrM
entire group understand exactly who %un.m what, within an
between units or groups, to carry out a particular process. Creat-
ing a process or work-flow map also sheds light on, how EoEwEm
arise. You, your boss, and your group can Hrw:. m.nn_n_n. how best to
improve the process—for example, by streamlining and automat-
i rk flows.

Em>$ME words of caution. You are probably E%O@Zn for a
number of processes. If so, manage them asa wcadro., mﬁwn:wﬂ
ing on a few at a time. Take care to factor in your organization's

capacity to absorb change.
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Developing Your Group’s Skill Bases

Do your direct reports have the skills and knowledge they need to
perform your group’s core processes superbly—and thus to sup-
port the strategy you have identified? If not, the entire architec-
ture of your group could be compromised. A skill base comprises
these four types of knowledge:

* Individual expertise. Gained through training,
education, and experience

* Relational knowledge. An understanding of how to
work together to integrate individual knowledge to
achieve specified goals

* Embedded knowledge. The core technologies on which
your group’s performance depends, such as customer
databases or R&D technologies

* Metaknowledge. The awareness of where to go to get
critical information—for example, through external affilia-
tions such as research institutions and technology partners

Identify Gaps and Resources

The overarching goal of assessing your group’s capabilities is to
identify (1) critical gaps between needed and existing skills and
knowledge and (2) underutilized resources, such as partially
exploited technologies and squandered expertise. Closing gaps
and making better use of underutilized resources can produce sig-
nificant gains in performance and productivity.

To identify skill and knowledge gaps, first revisit your mission
and strategy and the core processes you identified. Ask yourself
what mix of the four types of knowledge is needed to support your

J
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group’s core processes. Treat this as a visioning exercise in which you
imagine the ideal knowledge mix. Then assess your group’s existing
skills, knowledge, and technologies. What gaps do you see? Which
of them can be repaired quickly, and which will take more time?
To identify underutilized resources, search for individuals or

- groups in your unit who have performed much better than aver-

age. What has enabled them to do so? Do they enjoy resources
(technologies, methods, materials, and support from key people)
that could be exported to the rest of your unit? Have promising
product ideas been sitting on the shelf because of lack of interest
or investment? Could existing production resources be adapted to

serve new sets of customers?

Changing Architecture to Change Culture

Keep in mind that culture is not something you can change
directly. It is powerfully influenced by the four elements of orga-
nizational architecture, as well as by leadership behaviors. The
implication is that to change the culture, you need to change the
architecture as well as reinforce what you’re trying to do with the
right leadership.

One example is changing the metrics by which you judge suc-
cess and then aligning employees’ objectives and incentives with
those new measures. For instance, consider changing the balance
between individual and group incentives. Does success require
people to work closely and coordinate with one another—for
example, in a new-product development team? If so, then put
more weight on group incentives. Do people in your group oper-
ate independently—for example, in a sales unit? If so, and if their
individual contributions to the business can be measured, then

place more emphasis on individual incentives.
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Getting Aligned

Draw on all the analyses discussed in this chapter to develop a
plan for aligning your organization. If you’re repeatedly frustrated
in your efforts to get people to adopt more productive behaviors,
step back and ask whether organizational misalignments might be
creating problems,

ACHIEVE >F_GZZMZ._.I.OImﬂ—A_-_m._.

1. What are your observations about misalignments among
strategic direction, structure, processes, and skills? How
will you dig deeper to confirm of refine your impressions?

2. What decisions about customers, capital, capabilities, and

commitments do you need to make? How and when will
you make these decisions?

3. What is your current assessment of the coherence of the
organization’s strategic direction? OF jts adequacy? What
are your current thoughes about changing direction?

4. Whar are the strengths and weaknesses of the organiza-
tion’s structure? Whart potential structural changes are you
thinking abour?

\n

What are the core processes in your organization? How
well are they performing? What are your priorities for
process improvement?

6. What skill gaps and underutilized resources have you

identified? What are your priorities for strengthening key
skill bases?

CHAPTER 7 _

Build Your Team

When Liam Geffen was appointed to lead a troubled ‘v_._mmanmm
unit of a process automation company, he knew he was in for Mﬂ
uphill climb. The extent of the challenge Un.nmmpn n_nm_.aﬁ when he
read the previous year’s performance evaluations for his new HEM.
Everyone was either outstanding or _.E;mw:mh_ there was nobody
in between. It seemed his predecessor had played favorites.
Conversations with his new direct reports m:m a thorough
review of operating results confirmed Liam’s suspicion that the
performance evaluations were skewed. In particular, the VP
of marketing seemed reasonably noammnnsﬁ._ucﬂ by no means
a minor god. Unfortunately, he believed his own press. The
VP of sales struck Liam as a solid performer u,.&o had been
scapegoated for poor judgment calls by Liam’s predecessor.
The relationship between marketing and sales was understand-
mr_wwwﬂm“nomimnm that one or both of the VPs would probably
have to go. He met with each of them separately and bluntly told




