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MUNICIPALITY OF CROWSNEST PASS
ORGANIZATIONAL REVIEW

INTRODUCTION

: Municipalities, like all other levels of government, face difficult operating challenges in the current
economic reality and political climate. As with the private sector, all government organizations

must take proactive steps to review and ensure organizational efficiency and cost effectiveness in
their operations if they are to survive. The very same principles of good management that apply to

any private corporation also apply to the public sector.

g The Municipality of Crowsnest Pass was amalgamated in 1979 comprising the five communities of
Hillcrest. Bellevue, Frank, Blairmore and Coleman. Unfortunately, very little has changed over the
intervening 18 years with regard to how the municipality is managed and how it handles its day to
day operations. Management techniques, systems and procedures, technology and staff utilization
have been badly neglected and are badly outdated. Very little, if any, future planning has been done
g and the Municipality operates on a day to day crisis basis involving continual conflict.

The reasons for this poor state of affairs lie primarily with the manner in which past Councils and
Administration have operated; the same manner that current Council is attempting to finally change
through this Organizational Review. There is a legacy of strong-willed, one might say
“domineering” Councils, where some Mayors have even yelled at staff and other Councillors and
pounded the table at public meetings in order to obtain the decisions they desired. This might make
g for interesting folklore, but it is a disastrous and highly ineffective and costly style of management,

if one can call it that. Past Councils have, in effect, been managing all the day to day affairs of the
Municipality; and poorly at that. This in turn has produced an extremely weak and ineffective
administration for which they are not to blame; it is very difficult for any Manager, Director or
other staff member to stand up to Council when their job is on the line for doing so.

.
g Other attempts have been made to remedy this situation, unfortunately with no results. The
situation has now reached a state, however, where the poor publicity generated by Council is an
embarrassment to both Council and all the municipal staff. This Organizational Review was finally
called for as an attempt to assist Council in rectifying these problems once and for all, no matter
how painful, and in adequately preparing administration with the appropriate staff, skills, systems
b and technology to operate competitively and be able to meet future challenges.
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METHODOLOGY

An Organizational Review can be a useful means under any circumstances to accomplish the

following goals:

« To review the effectiveness of the organization by providing an objective third party
analysis utilizing knowledge and experience of other organizations and municipalities.

« To create the most cost effective organizational structure and division of work that
provides optimum customer service and flexibility for future growth and increased work

demands.

o To create a productive workplace that fosters the use of those management practices such
as delegation of responsibility and participation of all staff in order to promote teamwork,
service, quality and individual accountability and ownership.

e To align such human resource management areas as performance management, job
descriptions, hours of work, salary administration, and human resource policies with
corporate goals to ensure that they add value by fostering productivity and customer service
and promoting individual responsibility and accountability.

« To recognize the distinct roles of council and administration and to foster productive
working relationships between them.

All too often, however, the review becomes another flavor of the month leaving resentment,
cynicism and poor morale in its wake. They are frequently self defeating in that there is less
productivity and efficiency than there was before. Why does this unfortunately occur? The primary
reason is that there is no commitment, buy-in or ownership of the process on the part of most staff.
No matter what “flavor” is being used, the process is usually imposed top-down with only lip
service being paid to the concept of staff input. All such processes, however, require full
participation of all concerned if they are to be successful.

We believe and our experience has shown that organizational reviews can be extremely effective if
the following principles are followed in their implementation:

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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1. The process itself that is used to perform an organizational review is as equally
important as the outcomes of the review; in fact the success of the outcomes is
directly influenced by the process. Our experience with organizational reviews,
reengineering, downsizing and restructuring in general has shown time and time again that if staff
at all levels are not fully involved in the process, there is no commitment or buy-in and the
organization is left with poor morale and does not achieve the cost effectiveness and competitive
advantage that were the reasons for the review in the first place.

2. Difficult decisions will need to be made. Performance issues must be addressed and
dealt with fairly for the benefit of everyone: the individual concerned, other staff and the
organization. Any in-depth organizational review has a negative impact, or at least it is perceived as
negative, for some of the employees involved. Nonetheless our experience and that of others has
shown that the least negative impact can be achieved through involvement of the stakeholders in a
process that affects their livelihood, careers and daily work. If they understand that their voice will
be heard and that they will be treated fairly and equitably, no matter what the outcome to them
personally, then they will be far more likely to contribute positively to the review rather than
creating a negative outcome.

3. Encouraging and capitalizing on the participation, commitment and buy-in from
all staff levels will enhance the success of restructuring. We believe that better
decisions and outcomes are arrived at through the participation of all concerned. Regardless of our
expertise and experience in organizational behaviour and development, it is the individual
employees who fully understand the work that they do on a daily basis and who can, therefore,
contribute the most about how that work can and should be organized to provide the best service in
the most cost effective manner.

4. The Client will ensure that recommendations are consistent with their
requirements. As consultants we provide our experience, expertise and advice; we do not try to
impose predetermined outcomes.

5. Delegation of decision making to the level at which the work is performed will
increase customer service and organizational effectiveness. This delegation also fosters
individual responsibility and accountability without which you cannot have good customer service.
Front line employees must have delegated authority to make reasonable decisions on the spot in
order to satisfy customer needs. The less bureaucracy and the simpler the organizational structure,
the greater the cost effectiveness and the flexibility to meet future growth and increased customer
requirements.
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6. All human resource management practices should only be used if they add
value to the “bottom line” by promoting better productivity, accountability,
service and cost effectiveness. We do not, for example, promote the use of pay practices that
are based on rigid arithmetic formulas and seniority rather than performance.

7. The organizational review and consequent restructuring acts as a catalyst for
ongoing change and development.The participative approach by all employees and
management serves to start building the desired team approach, commitment and organizational
culture that is required if the organization is to be productive and adaptable to future changes.
Teams may be used, where desirable, to analyze findings and develop solutions.

8. We don’t just write a report and leave. We start things working before we leave and
develop teamwork wherever possible. We leave you with the policies, practices and procedures to
continue operating in a cost effective and efficient manner and we remain available for ongoing
advice and assistance.

9. We review all means of improving service, quality and cost effectiveness. We
review:

* Organization structure and division of work.

e Overlap, duplication and redundancy.

» Administrative policies and procedures.

» Human resources management.

¢ Council / administration relationship.

e Teamwork, delegation and accountability.

* Alternative means of service delivery.

* Work methods, policies and procedures.

10. We provide follow - up. We provide ongoing advice and assistance and emergency help
when needed. We recommend a formal follow - up after approximately six months to ensure that
all is working well and to “fine tune” where required.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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FINDINGS

1. Council still manages virtually all the day to day affairs of the municipality either through direct
interference in Administration or indirectly through the use of the various committees and boards
that councillors sit on. Taxpayers call councillors directly for favors such as getting their street or
back alley cleared of snow and “the squeaky wheel gets the oil”. Administration and staff cannot
rely on existing policies in such matters as they know that council will not back them up; they are
constantly undermined.

2. Councillors argue publicly at Council and committee meetings and try and impose their own
personal agendas on administration instead of allowing administration to do their work according

to established policies.

3. Past Councils have also overstepped their commonly accepted role by meddling in
administrative staffing matters and have promoted totally unqualified staff to senior management
positions or hired unqualified staff to senior management positions against the recommendations of
their own Chief Administrative Officer. This is grossly unfair to the individuals concerned who
cannot satisfactorily discharge their responsibilities and then are subsequently removed from their
positions and have to reassess their careers. It is also highly unfair to the remaining staff who have
to suffer the embarrassment of having inept managers and not being adequately supported in their
own daily work.

4. Because of this and past Council’s continual micro-management, the Administration is viewed
as weak and ineffective. Again this is unfair to the senior administrators concerned. If they are not
allowed to get on with their work and have no backing in discharging their responsibilities, what
are they supposed to do? They can only resign, risk termination or stand aside and do nothing. It
is no wonder that the Administration is not proactive and displays little if any initiative; under the
circumstances, why bother.

5. This micro-management takes place regardless of the existence of a “Chief Administrative
Officer” bylaw which clearly outlines the responsibilities that are delegated to the Chief
Administrative Officer. The argumentative behavior of Council takes place in spite of a
“Procedural” bylaw which clearly stipulates the accepted procedures and rules of conduct at
Council meetings. Council will not even follow their own bylaws.

6. The degree of personal animosity displayed by some councillors at public Council and
committee meetings does nothing to further good representation of their constituents, is a public
embarrassment, sets a very poor example and does nothing to further productive management.

105, 4990 - 92 Avenue Edmonton, Alberia T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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7. The existing Council Committee structure serves no useful purpose, creates unnecessary work
and wasted time for all concerned and merely serves as a forum for councillors to meddle in
administrative matters and to pursue their own personal agendas. This is also true for those
community committees such as the Recreation Board and the FCSS Board.

8. The current management practices are outdated and unproductive. There is little if any allowance
for, let alone encouragement of, employee initiative and creativity. Some office practices are highly
inefficient and have not been allowed to change for years. Employees are treated as if they leave
their brains at the gate every morning before they come in to work. They are not allowed to make
any decisions regarding their own work and how it could be improved to provide better customer
service and cost efficiency. This applies equally to outside and inside staff.

9. The current “upstairs-downstairs” arrangement of staff in the Municipal offices has fostered and
allowed poor communication between various departments and their staff.

10. The office systems, procedures and technology are severely outdated. The telecommunications
system, for example, wastes a great deal of office staff time, provides poor customer service and is
inefficient.

11. Computer technology is outdated to the extent that management reports are not readily available
from an existing data base and are sometimes hand prepared.

12. Council is not provided with ongoing, up-to-date, accurate reports which provide them with an
overview of expenditures to date in relation to budget allocated and other “management” reports
that Council should expect to receive so that they can be assured that administration is functioning
well and that there are no serious problems. There is no Annual Report other than audited annual
financial statements.

13. There is no long term or strategic planning on the part of either Council or Administration.
Daily crisis management is the norm.

14. There are virtually no human resource management policies in place. There is no formal
organization chart, no job descriptions and no performance management either on a daily basis or
as a formal performance appraisal process. There are no employment contracts for management
staff outlining their terms and conditions of employment.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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15. Labour Relations have deteriorated recently particularly in the Public Works area. Much of this
can be traced to certain management practices, imposed by past Councils, which have stipulated
that there be certain “quotas” of staff that were allowed in various classifications such as
Equipment Operator or Accounting Clerk. This practice only serves to create less flexible usage of
staff and destroys any employee initiative to learn additional skills and to take on added
responsibilities. It also undermines the entire rationale of any job evaluation system.

16. Labour Relations are also negatively impacted by highly restrictive management practices such
as charging as little as fifteen minutes off early for a doctor’s appointment to vacation time instead
of assuming that the employee would make it up normally by staying a few minutes after closing
hours to assist a customer. This type of management style only breeds the inevitable employee
response that they are not going to work past quitting time no matter what the circumstances. One
employee had fifteen minutes charged to her vacation time because she left early as her husband

had just died.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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INTERIM REPORT

An interim report was given verbally to a private meeting of Council on January 14, 1997. The
primary purpose of this report was to apprise Council of three major and related findings i.e.
Council’s micro-management of daily administrative matters, unqualified management in two
major areas and out-dated administration in general. Council was advised at the time that
management could not be held responsible for the actions of past and present Councils that had
created these problems. Council agreed to make certain staff and organizational changes at that time
to facilitate the development of a strong, qualified and cohesive administration. Council also agreed
that they had to stop micro-managing if there was to be any hope of these changes succeeding.

RECOMMENDATIONS

1. The first and foremost recommendation is that Council must respect the commonly accepted
delineation of roles between Administration and Council. Council’s primary role is to establish
policy that reflects the needs of their constituents, the residents of Crowsnest Pass.
Administration’s primary role is to enact that policy and to administer the municipal services on a
daily basis without interference from Council. The powers required for Administration to fulfill
their responsibilities are delegated to them through the position of the Chief Administrative Officer.
This is the one position that reports to Council, is hired by Council and is accountable to Council.
Council communicates officially with its administration through this position and not directly to
every staff member it wishes to direct. This division of roles is clearly evident at other levels of
government, where in fact the interference of the political arm in the administrative arm is not to be
tolerated. This division is also clearly reflected in the new Municipal Government Act.

If this one fundamental recommendation is not firmly adopted and adhered to then
there will be no lasting improvement and the staff changes already made will have
been a fruitless and unfair exercise.

One workshop has already been held with Council to openly discuss and to try and resolve this
matter once and for all.

2. Council has the freedom as we all do to disagree as individuals; after all this is a democratic right
that we are all proud to share. Continuing animosity and disagreement in public, however, serves
no useful purpose and accomplishes nobody’s goals. Council members must make every effort to
put their personal differences aside and to live with the decisions that Council arrives at through the

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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democratic process of a majority vote. Those that are not able to act in this fashion or who will not
refrain from influencing day-to-day administration and cannot follow their own bylaws should be

asked to resign.
A future workshop will be held with Council on how to run effective meetings.

3. Wherever legally possible and administratively feasible, Committees of Council should be
abolished immediately. They are redundant and waste the time of all those attending as well as the
time of office staff in preparing minutes and other bureaucratic paperwork. They serve no useful
purpose other than providing another avenue for Councillors to micro-manage and to push their
own individual agendas. If Council as a whole is provided with well documented reports from
Administration which clearly outline issues, alternatives, cost benefit analyses and
recommendations, then Council as a whole should be able to make a decision without a great deal
of wasted time. There is no point in discussing issues at Committee meetings which will only be
discussed again at Council meetings.

Council and/or Administration representation on other “Community” committees or boards such as
the Recreation Board or the FCSS Board should also be abolished. In many instances this leads to
a waste of the funds available for such programs in the first place. Why spend $60,000
administering $100,000 worth of FCSS funding? This is a gross misuse of scarce resources.
Community members who are interested in seeing that certain programs are available should be
willing to spend their own time in establishing Committees, attending and chairing meetings and
taking minutes when required. The role of Administration is to provide advice and assistance to
such Committees and it is up to Council to determine, as elected representatives of all constituents,
the amount of funding for such programs. It is not the appropriate role for either Administration or
Council to “babysit” and, in effect, manage such programs. This detracts from individual
community initiatives and is an unwarranted intrusion of government. Committees and boards with
purely community citizen involvement can operate very efficiently and effectively as evidenced by
the Crowsnest Pass Ski Hill Society.

4. A qualified, strong and cohesive management team must be created as soon as possible. With
the retirement of the Municipal Administrator, recruitment is already underway for a replacement. It
is recommended that the position be retitled Chief Administrative Officer to reflect the senior nature
of the position and to reflect, as discussed above, that this position is responsible for all
administration. This position will be selected and chosen by Council. It is recommended, however,
that there be staff representation on the selection committee. It is imperative that the successful
candidate be someone with the management skills required to create and maintain a productive and
participative workplace and to create a strong and unified team environment at all levels in the

105. 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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organization. These are the primary skills required in all public and private organizations today.

5. The position of Public Works Superintendent should be filled with someone who understands
the daily workings of a municipal public works department, who can create and maintain an
effective team environment and can gain the respect of staff. The primary role of the
Superintendent should be one of planning and coordination, not constant supervision of staff who
are experienced, who understand their daily responsibilities and who are more than willing to work
cooperatively together. With old infrastructure, there is a pressing need for replacement and

maintenance planning in general.

6. The position of Director of Community Services should not be replaced. As mentioned above,
there is far too much money spent in administering scarce funds and it is not an appropriate role for
Administration to “manage” community services. Existing staff in this area are well qualified and
more than able to provide advice and assistance to community led groups. The existing staff should
report directly to the Chief Administrative Officer. They are able to operate independently as a team
and do not need another redundant supervisory position.

7. The position of Financial Officer and Assistant Administrator should be retitled Director of
Finance and Systems. There is no need to have one person designated as an assistant Chief
Administrative Officer; more than one manager can be designated to act in that capacity during the
Chief Administrative Officer’s absences so that others have an opportunity to learn additional
skills. The change in title also reflects the importance of having up-to-date computer hardware and
software. Current staff in accounting, taxation and utilities should continue to report to this

position.

8. The position of Human Resources Coordinator should be renamed Executive Assistant to the
Chief Administrative Officer. With a relatively flat organization, the Executive Assistant can
provide assistance to the Chief Administrative Officer in all areas and can continue to coordinate all
human resource matters. In order to assist the incumbent, adequate training and staff development
should be provided in human resources management and other areas of municipal administration.

9. The current position of Department Clerk/Stenographer in Community Services also acts as the
main receptionist and answers the switchboard. This position should be retitled Clerk/Receptionist
and should report together with the other office staff to the Director of Finance and Systems. The
primary function of this position should be to provide front counter and telephone reception
services and to provide as much “one stop shopping” customer service as possible. These duties
will be more clearly definable with recommended changes (see below) to the telecommunications
system and to the systems available at the front counter for receiving various payments, etc. This

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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change should also be made to reflect another recommendation of having all office staff on the
upstairs floor. This position should be a pivotal one in the organization providing good service to
all clients as they enter the municipal offices.

10. All staff should be delegated far more responsibility and freedom to make decisions regarding
their daily work and how it is done.

“...accountability for results is essential to achieving organizational
objectives and...employees must have responsibility for those things
for which they are held accountable.”

Conference Board of Canada, 1996.

There has been very little, if any, opportunity or encouragement in the past for employees to
provide suggestions, to show initiative and creativity and to be treated as responsible contributors
to the success of the organization. There has been poor morale, little enthusiasm and even a lack of
social events amongst the staff.

A “team” meeting was held with office staff in order to begin to rectify this situation and to allow
them the opportunity to analyze their own work situations and to make recommendations for
improvement. This was the first occasion where they had been asked for their input and allowed to
function as a responsible team. They immediately and enthusiastically outlined what they perceived
to be areas for improvement and put forward several major recommendations to improve customer
service, cost effectiveness and efficiency:

* Move all staff onto the main floor so that there is better communication, better
sharing of work, and better utilization of staff. This can be accomplished at minimal
cost with most work being done by public works staff. The Mayor’s office can be
moved downstairs next to Council chambers.

* The telecommunications system needs to be reviewed and up-dated once the
offices are all moved. The system wastes the time of the Receptionist and all staff,
is inefficient and provides poor customer service. This system should be designed
by the staff that use the system with the assistance and expert advice of a Telus
representative.

* The exact division of duties amongst all the staff needs to be reviewed by the staff
and some adjustments made to reflect the changes in Community Services, to match
the new telecommunications system and to provide for better utilization of

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262



12
Human Resource Group
Municipality of Crowsnest Pass Organizational Review

&

everyone’s time. Multi-skilling and cross training should be encouraged at all times
without the artificially imposed classification quotas mentioned above.

* Provide “one stop shopping” customer service at the front counter with modern
cashier tills that automatically credit monies received to the appropriate account.

S

o Average the utilities readings and move to outside electronic readings of meters.

« Office hours and work shifts should be reexamined to see whether or not better
customer service can be provided by staying open later or during the lunch hour.

AR

BN

e Similar “team” meetings should be held on a fairly regular basis to ensure good
communication, resolution of problems and new ideas for continual improvement.

« The budget process should be completed in a more timely fashion.

g e Computer software should be updated with access available to all and with
appropriate networking.

» Human Resource policies should be more supportive rather than punitive.

o Adequate staff training should be made available to everyone to increase skills and
provide better flexibility in staff utilization and manpower planning. Multi-skilling
@ and cross training are desirable as well as adequate advanced training and planning
when someone is leaving and a replacement is being hired.

The feedback from this meeting has been excellent and there is no reason not to implement these
recommendations. Not to implement such reasonable and business like recommendations would
only serve to undermine morale even further and negate the usefulness of this review.

All staff were asked to continually question everything that they have been doing and to ask the
following questions:

« “What useful purpose does it serve; does it add value? If not, stop doing it.”

&R

% * “Is it necessary? If not, stop wasting time doing it.”

* “Can it be done more effectively and efficiently; and if so, how?”

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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It is only in this manner that one will gain the input of all staff for continuous improvement and
provide them with the challenge and opportunity for growth in their work.

A similar meeting should be held with all the public works staff by the newly appointed Public
Works Superintendent as well as ongoing meetings to keep all staff informed of goals, changes

and future planning.

“QOrganizations need people who can thrive in changing conditions,
who are willing to innovate rather than just carry out a set of tasks.
Organizations must tap into their employee’ creativity. Employees
need scope to develop this creativity and to implement new ideas,

new products and new answers to customer problems.”
Conference Board of Canada, 1996.

Several current articles are attached as Appendix C which describe the principles and practices of
productive organizations in all sectors, both public and private.

11. The question of whether the Public Works shops and operations should be centralized or not
has been thoroughly debated and analyzed. Given the fact that the Municipality is spread out over a
fairly sizeable area and covers five separate communities, it makes little sense in our view to
centralize the shops and yards. Operations, on the other hand, need to be coordinated
centrally with advanced planning and deployment of staff. This should be a major role of the
foremen and/or a single Coordinator on a daily basis to ensure the most appropriate and efficient
utilization of staff time. The Foremen are, in effect, Lead Hands and do not have supervisory
responsibilities as they are covered by the Collective Agreement.

Staff deployment and utilization has been a major issue in Public Works. There is nothing to
prevent the more flexible use of staff on different shifts, for example, especially in emergencies
where round the clock service is required. Differing possibilities need to be examined.

The new Superintendent of Public Works should discuss this question of staff coordination and
utilization with all the public works staff and they should determine what arrangement will work

best.

12. The arena operators should report to the Public Works Superintendent. Most of the planning
and scheduling of work can be done by the staff themselves. They will need to work in liaison
with the Community Services staff to be aware of any significant changes to the scheduling of
events that impacts on their work; most scheduling is known in advance.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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13. The maintenance of all municipal equipment and buildings should also come under the Public
Works Superintendent. Public Works should service both external and internal customers.

14. A comprehensive audit should be made by a qualified firm of Chartered Accountants of the
municipality’s finance systems and software as well as the computer hardware, software and
systems in general. This process is already underway and the recommendations of this audit by the
firm of Young, Parkyn, McNab & Co. should assist greatly in determining what changes should
be made in this area so that the Municipality can benefit from the most efficient and cost effective
systems without which no organization can hope to survive today.

15. There have been jurisdictional disputes between the Fire Departments and the Rescue Squad.
All Fire Departments and the Rescue Squad should report to the Fire Marshall, who in turn should
report directly to the Chief Administrative Officer. Search and Rescue services are in the process of
being developed separately which should be of benefit to all concerned as these services must be
provided by competent individuals who are well trained and experienced in wilderness survival,
search techniques, avalanche safety and rescue, as well as the climbing skills and abilities required
to rescue stranded or injured climbers.

16. The question of how many Fire Departments are required to safely cover the entire area of the
Municipality is one that is best answered by the Provincial Fire Commissioner’s Office. The
Commissioner, Tom Makey, can be reached at 427 - 8392 and is very helpful. Alternatively, one
can ask the Fire Underwriters Survey office in Calgary to independently assess the situation. As
there is continuing concern about this issue, an independent audit should be conducted as soon as
possible.

17. Comprehensive Human Resource policies and procedures must be developed and
implemented:

* A current organizational chart - See Appendix A for a chart that is based on these
recommendations.

* Current up-to-date job descriptions which outline responsibilities and not just
duties and also describe the required competencies and behaviors to achieve those
responsibilities. A sample description is attached in Appendix B.

* A Performance Management system which also includes up-to-date methods of
Performance Appraisal such as feedback solicited from customers. This process
should also include a self appraisal and an open two way dialogue between the
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employee and the manager. This is not a disciplinary process and is meant to be a
process of planning and assessing goals, determining additional skills and abilities
that need to be developed and career planning. The question should be asked,
“What have you done in the past review period to add value to this organization?”

With proper Human Resources management and adequate
performance management, the Municipality could have avoided many
of its current problems.

o A comprehensive set of meaningful Human Resource management policies.

o Consideration should be given to negative rather than positive time reporting.
Only the variances in time, for example, such as vacation, sickness, overtime etc.
need to be reported. This is a far more efficient process.

« All management staff should have an employment contract which clearly spells out
their terms and conditions of employment. The contract with the new Chief
Administrative Officer should clearly indicate the overall responsibility for all
administrative matters.

e The payout of unused sick leave credits is not a recommended benefit for
management staff. Sick leave benefits are an insurance in case of illness and are not
a monetary benefit to be had purely because one was fortunate enough not to get

sick.

18. Ongoing staff development and training is critical to the success of any organization today.
You cannot expect initiative, creativity and productivity if you are not prepared to allow for the
appropriate skill development. As mentioned above, multi-skilling and cross training should be
encouraged at all levels and throughout the organization as this is the only way of gaining the most
flexible, cost efficient and effective use of staff. It should also be remembered that staff are far
more challenged and rewarded with greater variety and responsibility in their jobs in this manner.
The cost of paying for skills is a negligible one and one that is well worth it.

«..we cannot expect to tap into the talents of individual workers or
the capabilities of the organization until ‘we change the way we
design, allocate, and talk about work...The focus should be on
people’s skills and behaviors, not on jobs’.”

William Bridges, “Job Shift”, Addison-Wesley, 1994.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 044 9194 Fax: (403) 466 6262
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19. There are few specific recommendations regarding Labour Relations and staff relations in
general other than to point out that the implementation of these recommendations will alleviate and
obviate most issues in this area. Two issues, however, need be raised:

« The final step of the current Grievance Procedure is Council. If Council is not to
be involved in day-to-day administration, the final step of the Grievance Procedure
should be the Chief Administrative Officer. This is the process that used to exist
and we would recommend that this process be brought back. The Chief
Administrative Officer has been bypassed in most recent grievances in the belief that
decisions would be more quickly made if they went directly to Council. Hopefully
this will not be the case if the recommendations of this review are adopted.

» All job classifications under the Collective Agreement should be reviewed to see if
there is any meaningful distinction between many of them. What, for example, is
the distinction between an Accounting Clerk 11, Accounting Clerk I1I and Taxation
Clerk? What is the distinction between a Clerk Il and a Utilities Clerk? What is the
difference between an Electrician I and I1? In effect, there needs to be a simple job
evaluation done to determine and record what, if any, the distinctions are and
whether or not they are still meaningful.

20. A great deal has been said about Council’s interference in administrative matters. It must be
pointed out, however, that all staff would appreciate having Council, and Management, take an
interest in what they do and where they work. All Councillors and managers should make an effort
to practise MBWA or “Management by Walking Around”. When was the last time that a Councillor
visited a sewage treatment plant and spoke to the staff?

21. If Council is concemed about what they will be left to do when they cease managing day to day
administrative matters, they should be reassured that there is a great deal of work that they need to
turn their attention to. Council must start the process of continual long range and strategic planning
so as to provide the proper guidance for the future prosperity of the Municipality.

Tourism is gaining in popularity and importance in this area. Long range planning is critical if the
Municipality is to avoid some of the problems being experienced by other popular tourist
attractions in similarly located communities.

Well planned economic development s critical to the Municipality. As the elected representatives of
all the constituents in the area, and not just those who have a vested interest in one direction or
another, Council should play a major role in ensuring that there are strong and appropriate

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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economic development initiatives which recognize the needs of all members of the community and
which also promote and protect the lifestyle which they desire. Council should be proactive in this
area.

CLOSING COMMENTS

This report may be perceived as rather harsh and critical; bear in mind, however that we are
attempting to rectify 18 years worth of issues that have not been resolved. The cost may also be
perceived as great, but there is absolute necessity in resolving these issues if the Municipality is to
prosper. The cost is well worth it. On a positive note, this Council is to be commended by all
concerned for having the “guts” to finally make these changes especially in the face of adverse
criticism from those who do not understand what it takes to effectively manage and direct a
complex organization. Council is to be congratulated for having the courage to properly represent
the interests of all their constituents.

“It’s time for ‘tough love’. Caring harder, Caring enough to take the
company through the tough, unpopular struggle of culture change so
it can survive.”

Price Pritchett, “High-Velocity Culture Change, 1996.

105, 4990 - 92 Avenue Edmonton, Alberta T6B 2V4 Phone: (403) 944 9194 Fax: (403) 466 6262
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SAMPLE
POSITION PROFILE

Position Title: Director of Finance and Administration
Reports to: Chief Administrative Officer

Date: March 1, 1996

POSITION RESPONSIBILITIES

The Director of Finance and Administration is responsible for the overall direction of the following
major functions:

* Financial planning - All financial plans including long range planning with forecasts, possible
scenarios and alternative options to maintain financial viability and assist all departments and
programs in determining appropriate courses of action.

* Accounting systems - All accounting systems, software and records ensuring accuracy, cost
effectiveness, relevance, internal and external customer service, required reports and adherence to
accepted accounting principles. Annual review and recommendations by outside auditors.
Coordination of preparation of Annual Report.

* Computer systems - Overall hardware and software for all town offices ensuring internal and
external customer service, systems compatibility, cost effectiveness and up-to-date technology to
support the effectiveness and efficiency of all Town operations.

* Office administration - Overall direction of office administrative staff providing appropriate
assistance and training and fostering a fully participative workplace with input from all staff.
Responsible for ensuring the provision of exemplary customer service to all visitors and clients
either in person or by phone. Responsible for up-to-date, cost effective and efficient office
equipment and communication systems ensuring service to all clients. Responsible for all general
office records, records retention and general office practices.

* Budget administration - Assistance to all departments in establishing format and content of
annual budget and administration of budget once adopted. Budgetary control.

e Purchasing - Tenders, records and procedures for all purchasing ensuring cost/quality
effectiveness and service to all departments.

e Taxation and assessment - Accuracy and timeliness of all assessment and taxation.
Compliance with all legislated requirements. Maintenance of all required records and billing
procedures. Customer service with optional means for payment such as debit cards etc.

o Utility billing - Accuracy and timeliness of all utility billing ensuring customer service with
optional means for payment, averaging and other requested services as appropriate.

e Insurance - All Town insurance including staff benefits ensuring adequate liability protection,
cost effectiveness and service.

The incumbent is also responsible for other related areas that generally belong in the functional area
of finance and administration.
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POSITION PROFILE: Director of Finance and Administration Page 2

COMPETENCIES AND BEHAVIORS

The incumbent is expected to demonstrate the following competencies and behaviors in order to
successfully meet the requirements of the position:

* Ability to support, coach and develop subordinate staff in a fully participative workplace so as to
fully engage and motivate staff and sustain optimum productivity.

* Ability to work cooperatively as a member of the management team, to assist and support other
staff, Directors and the CAO and to facilitate a team environment through personal behavior, work
contributions and the sharing of expertise and knowledge.

« Continuing up-to-date knowledge and expertise in computer systems and software and the
capabilities of modern technology including telecommunications systems for creating an efficient
and cost effective workplace.

« A constant awareness of who the customer is, both internal and external, and a recognition of the
customer’s needs at all times.

« Effective interpersonal skills in dealing with staff, peers, the public and council under all types of
conditions. A positive and generally supportive approach.

* A high degree of personal initiative with good planning and organizational skills.

« Continuing personal education and development in related areas such as systems and finance.

DESIRED KNOWLEDGE, EDUCATION AND EXPERIENCE

» A recognized professional accounting designation (or close to completion and to be completed as
soon as possible while employed).

« A good knowledge of pertinent municipal affairs and legislation.
« Several years of directly related experience, preferably in a municipal environment.

¢ A good knowledge of computer systems in general and financial systems in particular.
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I wanted employees who would fly
like geese. What I had was a company
that wallowed like a herd of buffalo.

How | Learned to Let
My Workers Lead

by Ralph Stayer

In 1980,1 was the head of a success-
ful family business-Jjohnsonville
Sausage - that was in great shape and
required radical change.

Our profits were sbove the average

for our industry, and our financial
statements showed every sign of
health. We were growing at s rste of
sbout 20% annually, with sales that
were strong in our home state of
Wisconsin snd steadily rising in Min-
pesots, Michigan, and Indiana. Our
quality was high. We were respected
in the community. ] was making a Jot
of money.
And 1 had a knot in my stomach
that wouldn’t go away. For one thing,
1 was worried about competition. We
were a small, regional producer with
nationa! competitors who could out-
promote, outadvertise, and under-
price us any time they chose.

In addition to our big national
competitors, we had a host of local
and regional producers small enough
to provide superior service to cus-

Copyright © 1990 by the President and
of Harvard Colicge. All rights seserved.

tomers who were virtually their
neighbors. We were too big to have
the small-town advantage and too
small to have advantages of national
scale. Our business was more vulner-
able than it Jooked.

What worried me more than the
competition, however, was the gap
between potential and performance.
Our people didn't seem to care. Every
day I came to work and saw people so
bored by their jobs that they made
thoughtless, dumb mistakes. They
mislabeled products or added the
wrong seasonings or failed to mix
them into the sausage properly.
Someone drove the prongs of a fork-
lift right through a newly built wall.
Someone else ruined a big batch of
fresh sausage by spraying it with wa-
ter while cleaning the work area.
These were accidents. No one was
deliberately wasting money, time,
and materials; it was just that people
took no responsibility for their work.
They showed up in the moming, did

halfheartedly what they were told
to do, and then went home.

Now, | didn’t expect them to be as
deeply committed to the company as
I was. ] owned it, and they didn’t. But
bhow could we survive s serious com-
petitive challenge with this low level
of attentiveness and involvement?

Getting to Points B and A

In 1980, I began looking for a recipe
for change.1started by searching fora
book that would tell me how to get
people to care about their jobs and
their company. Not surprisingly, the
search was fruitless. No one could
tell me how to wake up my own
work force; I would have to figure it
out for myself.

And yet, 1 told myself, why not? 1
had made the company, so I could
fix it. This was an insight filled with
pitfalls but it was an insight: the
fault was not someone else’s, the
fault was mine.

Of course, | hadn’t really built the
company all alone, but I had created
the management style that kept peo-
ple from assuming responsibility. Of
course, it was counterproductive for
me to own all the company’s prob-
lems by myself, but in 1980 every
problem did, in fact, rest squarely on
my shoulders, weighing me down
snd-though I didn’t appreciate it at
the time - crippling my subordinates
and strangling the company. if I was
going to fix what ] had made, I would
have to start by fixing myself. In
many ways that was my good luck,
oz, to put the same thought another
way, thank God 1 was the problem so
1 could be the solution.

As | thought sbout what I should
do, 1 first asked myself what I needed
to do to achieve the company’s goals.
But what were the company’s goals?
What did I really want Johnsonville
to be? I didn‘t know.

This reslizstion led me to s second
insight: nothing matters more than a
goal. The most important question
any manager can ask is, “In the best

Ralph Stayer is the CEO of Johnson-
ville Foods, Inc., of Sheboygan, Wis-
consin and the managing partner of
Leadership Dynamics, a consulting
group that specializes in change.
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of all possible worlds, what would
I really want to happen?”’

I tried to picture what Johnsonville
would have to be to sell the most ex-
pensive sausage in the industry and
still have the biggest market share.
Whatlsswin my mind’s eye was def-
initely not an organization where 1
made all the decisions and owned all
the problems. What I saw was an or-
ganization where people took re-
sponsibility for their own work, for
the product, for the company as s
whole. If that happened, our product
and service quality would improve,
our margins would rise, and we could
reduce costs and successfully enter
pew markets. Johnsonville would be
much less vulnerable to competition.

The image that best captured the
organizational end state ] had in
mind for Johnsonville was s flock of
geese on the wing. 1 didn‘t want an or-
ganizational chart with traditional
lines and boxes, but a V" of individ-
uals who knew the common goal,
took turns leading, and adjusted their
structure to the task at hand. Geese
fly in s wedge, for instance, but land
in waves. Most important, each indi-
vidual bird is responsible for its own
performance.

With that end state in mind as
Point B, the goal, I tumed to the ques-
tion of our starting point, Point A.
Johnsonville was financially suc-
cessful, but I was dissatisfied with
employee attitudes. So I conducted
an attitude survey to find out what
people thought sbout their jobs and
the company and to get an idea of
how they perceived the company’s
attitude toward them. | knew there
was less commitment than I wanted,
but] was startled all the same to find
that Johnsonville attitudes were on-
ly average-no better than employ-
ee attitudes at big, impersonsl com-
panies like General Motors.

At first 1 didn’t want to believe the
survey, and 1 looked for all kinds of
excuses. The methodology was
fsulty. The questions were poorly
worded. I didn’t want to admit that
we had an employee motivation
problem becsuse I didn‘t know how
to deal with that. But however strong
the temptation, the mistakes and

poor performance were too glaring

to ignore.

DRAVINGS BY WALLOP MANYM

The survey told me that people
saw nothing for themselves at John-
sonville. It was s job, s means to
some end that lay outside the com-
pany. I wanted them to commit
themselves to s company goal, but
they saw little to commit to. And st
that stage, I still couldn’t see that the
biggest obstacle to changing their
point of view was me. Everything I
had leamned and experienced to that
point had convinced me thst sny-
thing I didn’t do myself would not be
done right. As I saw it, my job was to
create the agends and then motivate
“them” to carry it out.

In fact, ] expected my people to fol-
low me the way buffalo follow their
leader-blindly. Unfortunately, that
kind of lesdership model almost led
to the buffalo’s extinction. Buffalo
hunters used to slaughter the herd by
finding and killing the leader. Once
the leader was dead, the rest of the
herd stood around waiting for in-
structions that never came, and the
hunters could (and did) exterminate
them one by one.

1 realized that I had been focused
entirely on the financial side of the

business - margins, market share, re-
turn on assets~and had seen people
as dutiful tools to make the business
grow. The business had grown -
nicely-and thst very success was
my biggest obstacle to change. ] had
made all the decisions sbout pur-
marketing, sales, hiring, and all the
rest of it. Now the very things that
had brought me success-my cen-
tralized control, my aggressive be-
hsvior, my authoritarian business
practices - were creating the envi-
ronment that made me so0 unhappy.
1 had been Johnsonville Ssusage, as-
sisted by some hired hands who, to
my annoyance, lacked commitment.
But why should they make s com-
mitment to Johnsonville? They had
no stake in the compsny and no
power to make decisions or control
their own work. If 1 wanted to im-
prove results, I had to increase their
involvement in the business.

This was an insight that | immedi-
ately misused. Acting on instinct, |
ordered a change. “From now on,”
I announced to my management
teasm, ““you’re all responsible for
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C. Actitude

Towhatmudolha.veapoanvnmmdemdmypemml department, and company goals as expressed by
my actions, feelings, and thoughts? Do I like to come to work? Am ] thoughtful and considerate toward fellow

members? Do | wofk to promote better aaimds? Do ] demonstrate company loyalty?  Score

D R n.l. :
Towhatmmtdolnkercponsibﬂuyfotmyown)ob’Dolacceptadnllenge’Dolwillmglynkemorlook for
additional responsibilities? Do I work independently of supervision? SO e

E.ldeas

To what extent have | offered ideas and suggestions for improvements? Do | suggest better ways of doing things
instead of just complaining? - J—
F. Problem Solver/Preventer

To what extent have I contributed to solving or preventing problems? Do | anticipate problem situations and try to
avoid them? Do [ push-pull when necessary? Do I keep an open line of communication?  Score

G. Safety
To what extent do my actions show my concern for safery for myself and others? Do | alert coworkers wo unsafe

procedures? Do | alert my coach to unsafe conditions in my department? Score

H. Quality Image

To what extent have | displayed a high-quality image in my appearance, language, personal hygiene, and working
environment? Score

PO

" making your own decisions.” | went
. from authoritarian control to author-

for more responsibility; 1 forced it
down their throats. They were good
soldiers, and they did their best, but ]
had trained them to expect me to
solve their problems. 1 had nurtured
their inability by expecting them to
be incapable; now they met my ex-
pectations with an insbility to make
decisions unless they knew which
decisions | wanted them to make.

After more than two years of work-

{ ingwith them,lfinally had toreplace
¢ itarian sbdication. No one had asked |

all three top managers. Worst of all,
1 now see that in s way they were
right. I didn’t really want them to
make independent decisions. I want-
ed them to make the decisions |
would have made. Deep down, } was
still in love with my own control; 1
was just making people guess what |
wanted instead of telling them. And
yet I had to replace those three man-
agers. | needed people who didn‘t

guess so well, people who couldn’t
read my mind, people strong enough
to call my bluff and seize ownership

of Johnsonville’s problems whether ] :
“geally’” wanted to give it up or not. .

1 spent those two years pursuing
another mirage as well-detailed

strategic and tactical plans that
would realize my goal of johnson-
ville as the world‘s greatest sausage
maker. We tried to plan organiza-
tional structure two to three years
before it would be needed-who

HARVARD BUSINESS REVIEW  November-December 1990
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would be responsible for what and
who would report to whom, all care-
fully disgramed in boxes and lines on
charts. Later | realized that these
structural changes had to grow from
day-to-dsy working realities; no one
could dictate them from sbove, and
certainly not in advance. But at the
time, my business training told me
this was the way to proceed. The dis-
cussions went on at an abstract level
for months, the details overwhelmed
us, and we got nowhere.

In short, the early 1980s were s di-
saster. After two years of stewing, it
began to dawn on me that my first
reactions to most situstions were
usually dead wrong. After all, my or-
ganizsational instincts had brought
us to Point A to begin with. Pursu-
ing those instincts now would only
bring us back to Point A.1needed to
start thinking before I acted, and the
thought 1 needed to think was, “Will
this action belp us achieve our new
Point B?"'

HARVARD BUSINESS REVIEW November-December 1990

Point B also needed some revision.
The esrly 1980s taught me that i
couldn’t give responsibility. People
had to expect it, want it, even de-
mand it. So my end state needed re-
defining. The goal was not somuch a
state of shared responsibility as an
environment where people insist on
being responsible.

To bring people to that new Point
B,1had tolearn to be a bettercoach.It
took me additional years to leam the
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art of cosching, by which, in s nut-
shell, | mean communicating s vi-
sion and then getting people to see
their own behavior, harness their
own frustrations, and own their own
problems.

Early in the change process, for ex-
ample, I was told that workers in one
plant disliked working weekends,
which they often had to do to meet
deliveries. Suspecting that the week-
ends weren’t reslly necessary, 1
pressed plant managers to use the
problem as an opportunity. | asked
them if they had measured produc-
tion efficiency, for instance, and if
they had tried to get their workers to
take responsibility for the overtime
problem. The first thing everyone
discovered was that machine down-
time hovered between 30% and
40%. Then they started coming to
terms with the fact that all that
downtime had its causes-lateness,
absences, sloppy maintenance, slow

. shift startups. Once the workers be-
gan to see that they themselves were
the problem, they realized that they
could do away with weekend work.
In three weeks, they cut downtime
to less than 10% and had Saturdays
and Sundays off.

Managing the Context

The debacle of ordering change
and watching it fail to occur showed
me my limitations. | had come to re-
alize that 1 didn‘t directly control the
performance of the people at john-
sonville, that as s manager 1didn’t re-
ally manage people. They managed
themselves. But I did manage the
context. | provided and allocated the
gesources. | designed and imple-
mented the systems. 1 drew up and
executed the organizational struc-
ture. The power of any contextual
factor lies in its ability to shape the
way people think and what they ex-
pect. So | worked on two contextual
areas: systems and structures.

Systems. 1 first attacked our qual-
ity control system. Quality was cen-
tral to our business success, one of
our key competitive advantages. But
even though our quality was better
than average, it wasn’t yet good
enough to be great.

We had the traditional quality con-

trol department with the traditional

FIRST PERSON

quality control responsibilities -
catching errors before they got to the
customer. Senior management was
a part of the system. Several times
a week we evaluated the product-
that is to say, we checked it-for
taste, flavor, color, and texture.

One day it struck me that by
checking the product, top manage-
ment had assumed responsibility for
its quality. We were not encouraging
people to be responsible for their
own performance. We were not help-
ing people commit themselves to
making Johnsonville a great company.

Customer letters
are answered by
the line workers
who make the
sausage.

This line of reasoning led me to
another insight: the first strategic
decision ] needed to make was who
should make decisions. On the the-
ory that those who implement a de-
cision and live with its consequences
are the best people to make it, we
changed our quality control system.
Top management stopped tasting
sausage, and the people who made
sausage started. We informed line
workers that from now on it would
be their responsibility to make cer-
tain that only top-quality product
left the plant. In the future, they
would manage quality control.

It surprised me how readily peo-
ple accepted this ownership. They
formed teams of workers to resolve
quality problems. For example, one
team attacked the problem of leak-
ers-vacuum-packed plastic pack-
ages of sausage that Jeaked air
and shortened shelf life. The team
gathered data, identified problems,
worked with suppliers and with
other line workers to develop and
implement solutions, even visited
retail stores to find out how reuailers
handled the product so we could
make changes thst would prevent
their problems from occurring. The
team took complete responsibility
for measuring quality and then used
those measurements to improve pro-

duction processes. They owned and
expected to own all the problems of
producing top-quality sausage, and
they wanted to do the best possible
job. The results were amazing. Re-
jects fell from 5% to less than 0.5%.

Clearly this new quality control
system was helping to create the end
state we were after. Its success trig-
gered changes in several other sys-
tems as well.

Teams of workers in other areas
began to taste the product every
morning and discuss possible im-
provements. They asked for informa-
tion about costs and customer reac-
tions, and we redesigned the infor-
mation system to give it to them.

We began to forward customer let-
ters directly to line workers. They re-
sponded to customer complaints and
sent coupons for free Johnsonville
sausage when they felt it was war-
ranted. They came to own and expect
responsibility for correcting the
problems that customers raised in
their letters.

People in each section on the shop
floor began to collect data about la-
bor costs, efficiency, and yield. They
posted the data and discussed it at
the daily tasting meeting. Increas-
ingly, people asked for more responsi-
bility, and the information system
encouraged them to take it. We were
progressing toward our end state, and
as we made progress we uncovered
deeper and more complex problems.

One of these arose when people on
the shop floor began to complain
about fellow workers whose perfor-
mance was still slipshod or indiffes-
ent. In fact, they came to senior
management and said, ““You don’t
take your own advice. If you did, you
wouldn’‘t let these poor performers
work here. It’s your job to either fix
them or fire them”

Our first reaction was to jump in -
and do something, but by now we
had learned to think before acting.
We asked ourselves if accepting re-

- sponsibility for this problem would

help us resch Point B. The answer
was clearly no. More important, we
asked ourselves who was in the best
position to own the problem and
came to the obvious conclusion that
the people on the shop floor knew
more about shop-floor performance

HARVARD BUSINESS REVIEW  November-December 1990
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357 . SEvery six months, we evalu-
b~ Ate the performance of every-
~.. - one.ast Johnsonville to help us
- - -compute shares in our profit-
o=+  sharing program. Except “we"”
e is the wrong word. In practice,
, performance evaluations are
.. ; Gone by the employees them-
:"% " selves. For example, 300 wage
e . earners~salaried employees
~ have a separate profit-sharing
- . pool and s different evaluation
system -fill out forms in
which they rate themselves on
ascaleaf]to9in 17 specific ar-
eas grouped into three catego-
ries: performance, teamwork,
and personal development.

Scores of 3, 4, or 5-the sver-
age range - are simply entered
on the proper line. Low scores
of 1 or2 and high scores of 6 to 9
Tequire & sentence or two of
explanation.

Each member’s coach fills
out an identical form, and later
both people sit down together
and discuss all 17 areas. In
cases of disagreement, the rule
is only that their overall point
totals must agree within

.
LR

nine points, whereupon the
two totals are averaged to
zeach s final score. If they can-
Botnarrow the gap to nine
points, an arbitration group is
ready to step in and help, but so
far mediation has never been
needed. .

All final scores, names delet-
ed, are then passed to s profit-
sharing team that carves out
five categories of performance:
a small group of superior per-
formers (about 5% of the to-
tal}, s larger group of better-
than-aversge workers (rough-
ly 20%), an average group
amounting to about 50% of the
total work force, s below-sver-
age group of 20%, and s small
group of poor performers who
are often in some danger of
losing their jobs.

The total pool of profits to be
shared is then divided by the
number of workers to find an
average share—for the purpose
of illustration, let’s say $1,000.
Members of the top group geta
check for 125% of that amount
01 $1,250. Members of the next

than we did, so they were the best
ones to make these decisions.

We offered to help them set perfor-
mance standards and to coach them
in confronting poor performers, but
we insisted that since they were the
production-performance experts, it
was up to them to deal with the situ-
ation. | bit my tongue time and time
again, but they took on the responsi-
bility for dealing with performance
problems and actually fired individu-
als who wouldn‘t perform up to the
standsrds of their teams.

This led to a dramatic change in
Johnsonville’s human resource sys-
tem. Convinced that inadequate se-
lection and training of new workers
csused performance problems, line
workers asked to do the selection
and training themselves. Managers

helped them set up selection and

| training procedures, but production
! workers made them work. Eventu-

ally, line workers assumed most of
; the traditional personnel functions.
i  The compensation system was
‘ another early target for change. We

had traditionally given across-the-
. board annual raises like most oth-
! er businesses. What mattered was
! longevity, not performance. That
i system was also s stumbling block
| on our way to Point B, so0 we made
( two changes.

First, we eliminated the annual
across-the-board raise and substi-
tuted a pay-for-responsibility sys-
tem. As people took on new duties
-budgeting, for instance, or train-
ing-they earned additional base
income. Where the old system re-
warded people for hanging around,

regardless of what they contributed,
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group get 110% ($1,100), of the
large middle group, 100% or -
$1,000,sndsoondownto$900 .
and $750. - Rt

Yes, people do complain - -~
from time to time, especiallyif = -
they think they’ve missed a -
higher share by only apointor - -
two. The usual way of dealing
with such situations is to help
the individual improve his or
her performance in enough ar-
cas to ensure 3 higher score the
anext time. But overall satisfac-
tion with the system is very
high, partly becsuse fellow
workers invented it, adminis-
ter it, and constantly revise it
in an effort to make it more
equitable. The person cur-
rently in charge of the Johnson-
ville profit-sharing team is an
hourly worker from the ship-
ping department.

Many forros have been used
over the years—a new one is
under consideration at this
moment - but the questions
most recently asked, in a

slightly edited version, are re-
printed in this article.

NERE

—

the new one encouraged people to
seek responsibility.

Second, we instituted what we
called a “’‘company performance
share,” a fixed percentage of pre-
tax profits to be divided every
six months among our employecs.
We based individual shares on a
performance-sppraisal system de-
signed and administered by a volun-
teer team of line production workers
from various departments. The sys-
tem is explained in the insert “How
Johnsonville Shares Profits on the
Basis of Performance

These system changes taught me
two more valuable lessons. First, just
start. Don’t wait until you have all
the answers. When I set out to make
these changes, I had no clear picture
of how these new systems would in-
teract with one another or with other
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company systems and procedures,
but if 1 had waited until I had all the
answers, 1d still be waiting. A grand
plan was impossible; there were too
many variables. ] wasn’t certain
which systems to change; I just knew

1 had to change somethinginorderto | department was redefined. It stopped Helping human beings fulfill their
alter expectations and begin moving | checking quality-now done by line | potentialis of course s moral respon-
toward my goal. workers-and began providing tech- | sibility, but it’s also good business.

Second, start by changing themost | nical support to the production peo- Life is aspiration. Leamning, striving

visible system you directly control.
You want your first effort to succeed.
1 knew I could control who tasted the
product because I was doing the tast-
ing. 1 also knew it was a highly visi-
ble action. Everyone waited to hear
my taste-test results. By announcing
that I wasn’t going to taste the prod-
uct anymore and that the people who
made it were, everyone knew im-
mediately that | was serious about
spreading responsibility.

Structures. Along with the system
changes, 1 introduced a number of
changes in company structure.
Teams gradually took over 2 number
of the functions previously per-
formed by individual managers in
the chain of command, with the re-
sult that the number of hierarchical
layers went from six to three.

Teams had already taken on re-
sponsibility for selecting, training,
evaluating, and, when necessary, ter-
minating fellow employees. Now
they began to make all decisions
about schedules, performance stan-
dards, assignments, budgets, quality
measures, snd capital improvements
as well. In operations, teams as-
sumed the supervisors’ functions,
and those jobs disappeared. Those

former supervisors who needed su-
thority in order to function left the
company, but most went into other
jobs at johnsonville, some of them
into technical positions.

The function of the quality control

ple in a cooperative effort to improve
quality. The department developed
systems for continuous on-line mon-
itoring of fat, moisture, and protein
content, for example, and it launched
a program of outside taste testing
among customers.

The uaditional personnel depart-
ment disappeared and was replaced
by a learning and personal develop-
ment team to help individual em-
ployees develop their own Points B
and A -their destinations and start-
ing points-and figure out how to
use Johnsonville to reach their goals.
We set up an educational allowance
for each person, 10 be used however
the individual saw fit. In the begin-
ning, some took cooking or sewing
classes; a few took flying lessons.
Over time, however, more and more
of the employees focused on job-
related learning. Today more than
65% of all the people at Johnsonville
are involved in some type of formal
education.

The end state we all now envision
for Johnsonville is a company that
never stops learning. One part of

i learning is the acquisition of facts
i and knowledge —about accounting,
i machine maintenance, marketing,

even about sky diving and Italian |
cooking. But the most important

kind of learning teaches us to ques-
tion our own actions and behaviorin |
order to better understand the ways |
we perform, work, and live.

people are happy people and good
workers. They have initiative and
imagination, and the companies they
work for are rarely caught napping.

Learning is change, and | keep
learning and relearning that change
is and needs to be continuous. Forex- -
ample, our system and structural
changes were reciprocal. The first led
to the second, which then in turn led
to new versions of the first.

Initially, I had hoped the joumncy
would be as neat and orderly as it
now sppears on paper. Fortunatcly -
since original mistakes are an im-
portant part of learning-it wasn’t.
There were lots of obstacles and
challenges, much backsliding, and
myriad false starts and wrong
decisions.

For example, team leaders chosen -
by their team members were sup-
posed to function as communication
links, lesving the traditional man-
agement functions of planning and
scheduling to the group itself. No
sooner had the team leaders been ap-
pointed, however, than they began to
function as supervisors. In other
words, they immediately fell into the
familiar roles they had slways seen.

i
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We had neglected to give them and
the plant managers sdequate training
in the new team model. The struc-
ture changed, but mind-sets didn‘t. It
was harder to alter people’s expecta-
tions than | had realized.

Influencing Expectations

1 discovered that change occurs
in fits and starts, and that while |
could plan individual changes and
events, I couldn’t plan the whole pro-
cess. | also Jearned that expectations
have s way of becoming reality, so 1
tried to use every available means
—semantic, symbolic, and behavior-
al-to send messages that would
shape expectations to Johnsonville’s
advantage.

For example, we wanted to break
down the traditional pictures in peo-
ple’s minds of what managers do and
how subordinates and employees be-
have, so we changed the words we
used. We dropped the words em-
ployee and subordinate. Instcad we
calied everyone a “member” of the
organization, and managers became
“coordinators” or “‘coaches.”’

Our promotion system had always
sent a powerful message: to move up
the ladder you need to become a
manager and solve probiems for your
people. But this was now the wrong

' message. | wanted coordinators who

could build problem-solving capaci-

The CEO who
knows about a
problem owns it.
My advice:
don’t ask.

ties in others rather than solve

strated abilities as a teacher, coach,
and facilitator.

‘This new promotion standard sent
s new message: to get ahead at John-
sonville, you need s talent for culti-
vating and encouraging problem
solvers and responsibility takers.

1 discovered that people watched
my every action to see if it supported
or undermined our vision. They
wanted to see if I practiced what 1
preached. From the outset 1 did sim-
ple things to demonstrate my sincer-
ity. ] made a sign for my desk that said
THE QUESTION IS THE ANSWER,

and when people came to me with
: But on the whole, the process of

questions, | asked myself if they were

questions I should answer. Invari- .

ably, they weren‘t. Invariably, people

were asking me to make decisions .
for them. Instead of giving answers, 1
turned the tables and asked the ques- -
tions myself, trying to make them re-
possess their own problems. Owning
problems was an important part of

the end state 1'd envisioned. ] wasn't

about to let people give theirstome.

1 also discovered that in mcetings
people waited to hear my opinion be-

fore offering their own. In the begin-
* Then Palmer Sausage (pot its real

ning, | insisted they say what they
thought, unaware that | showed my
own preferences in subtle ways-my
tone of voice, the questions | asked -
which, nevertheless, anyone could
read and interpret expertly. When |
realized what was happening, I be-
gan to stay silent to avoid giving any
clue to where I stood. The result was
that people flatly refuscd to commit

* themselves to any decision at all.

their problems for them. I recast the
: job requirements for the people
. whose work 1 directly coordinated

. (formerly known as ““my manage-

ment team’’}), and they, in turn,
did the same for the people whose
work they coordinated. I took every
opportunity to stress the need for
coaching skills, and | continually de-
emphasized technical experience.
Whenever someone became a coordi-
nator, I made sure word got around
that the promotion was for demon-

Some of thosc mectings would have
gone on for days if 1 hadn’t forced
people to speak out before they'd
read my mind.

In the end, | began scheduling my-
self out of many meetings, forcing
others to make their decisions with-

- out me.]also stopped collecting data

about production problems. I learned

_ that if 1 had information about daily

shortages and yields, 1 began to ask

about to do or say would reinforce
the vision or undermine it, bring us
closer to Point B or circle us back to
Point A, encourage people to own
their own problems or palm them off
on me. My job, as | had come to see it,
was to put myself out of a job.

Watershed

By mid-1985, we had all come a
long way. Johnsonville members had
started wanting and expecting re-
sponsibility for their own perfor-
mance, and they usually did a good
job. Return on assets was up signifi-
cantly, as were margins and quality.

change had been a journey without
any major mileposts or station stops.

Palmer’s

contract offer was
closeto a
bet-the-company
decision.

name)} came along and gave us our
watershed - a golden opportunity
and a significant threat to our
Cxistence.

Palmer 1s a much larger sausage
company that had contracted with us
for private-label products during a
strike in the carly 1980s. Qur quality

was so high that they keptusonasa

supplicr after the strike ended. Now
Palmer had decided to consolidate
several facilities and offered to let us
take over part of the production of a
plant they were closing. It repre-
sented a huge increasce in their order,
and the additional business was very
tempting: it could be very profitable,
and it would justify the cost of 2

. new and more efficicnt plant of our
~ own. The upside was extremely at-
. tractive - if we could handle it.

questions that put me firmly back in
- possession of the problems.

Eventually, ] came to understand
that everything 1 did and said had a
symbolic as well as a literal meaning.
1 had to anticipste the potential im-
pact of every word and act, ask my-
self again and again if what I was
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That was what worried me. To

. handle an expanded Palmer contract,

we'd have to hire and train a large
group of people quickly and teach
our present people new skills, keep
quality high on both the Palmer
products and our own, work six and
seven days a week for more than a

9
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year until our new plant was ready,
and run the risk if Palmer cancelled -
which it could do on 30-days notice-
of ssddling ourselves with big layoffs
and new capacity we no longer had
s market for. Maybe it wasn’t a bet-
the-company decision, but it was as
close as I'd like to come.

Before 1982, 1 would have met
for days with my senior team to dis-
cuss all these issues, and we would
probably have tumed down the op-
portunity in the face of such an
overwhelming downside. But by
1985, it was clear to me that the exec-
utive group was the wrong group to
make this decision. The executives
would not be responsible for success-
fully implementing such a move.
The only way we could do Palmer
successfully was if everyone at John-
sonville was committed to making it
work, so everyone had to decide.

Until that moment, my senior
team had always made the strategic
decisions. We took advice from peo-
ple in the operating departments, but
the senior staff and 1 had dealt with
the ultimate problems and responsi-
bilities. We needed to move to a new
level. This was a problem all of our
people had to own.

My senior managers and ] called
a meeting of the entire plant, pre-
sented the problem, and posed three
questions. What will it take to make

it work? Is it possible to reduce the .

downside? Do we want todo it?

We asked the teams in each area to
discuss these questions among
themselves and develop a list of pros
and cons. Since the group as a whole
was too large to work together effec-
tively, each team chose one member
to report its findings to a plantwide
representative body to develop a
plantwide snswer.

The small groups met almost im-
mediately, and within days their rep-
resentatives met. The discussion
moved back and forth several times
between the representative body and
the smaller groups.

To make it work, the members de-

PR z,-g-_: 5
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- from any group or individu-

a permanent change in the
way you think and run your
business. Change of this kind
is ot s single trgnsaction but
a journey, and the joumney has -
s specific starting point md
8 clear destination.

The journey is based on six
obeervations about human be-
havior that 1 didn’t fully grasp
when I started, though I'd have
made faster progress and fewa
mistakes if | had.

1. People want to be great. If .

they aren’t, it's because man-
sgement won't Jet them be.

2. Performance begins with
esch individual’s expectations.
Influence what people expect
and you influence how people
perform.

3. Expectations are driven
partly by goals, vision, sym-
bols, semantics, and partly by
the context in which people
work, that is, by such things
as compensstion systems, pro-
duction practices, and deci-
sion-making structures.

4. The actions of managers
shape expectations.

5. Learning is s process, not
a goal. Each new insight cre-
ates a new layer of potential
insights.

6. The organization’s results
reflect me and my perfor-

»nulpn smyers Guide o Impmvln_g Periormance

- :yesults,] have to change myself

k tl, yourself included, means - first. This is particularly true

] --.~'-=,:

.nmce.lflmm tor.hn;e the

forme, the owner and CEO, but
it is equally true for every
employee.

$0 to make the changes that
will lead to grest performance,
1 recommend focusing on

. goals, expectations, contexts,

actions, and learning. Lee

. Thayet, s humanities professor

at the University of Wisconsin,

. has another way of saying
_pretty much the same thing.
‘He srgues that since perfor-

mance is the key to organiza-

. tional success, mansgement’s

job is to establish the condi-

_tions under which superb

performance serves both the
company’s and the individual’s
best interests.

- CEOs need to focus first on
changing themselves before
theytry to change thevest of
the company. The process re-
sembles an srchaeological dig,
or at least it did for me. As
I uncovered and solved one
problem, I almost invarisbly
exposed another, deeper prob-
lem. As ] gained one insight
and mastered one situation,
another situation arose that re-
quired new insight and more
lJearning. As | approached one
goal, a new, more important,
but more distant goal always
began to take shape.

ger was that we’d lose the added
business after making all the in-
vestments and sacrifices needed to
handle it. They figured the only way

- to reduce that downside potential

cided we'd have to operate seven

days a week, hire and train people to
take new shifts, and increase effi-
ciency to get more from curment ca-
pacity. They also thought about the
downside risk. The biggest dan-

10

was to achieve quality standards so
high that we would actually improve
the already first-rate Palmer product
and, at the same time, maintain stan-
dards on our own products to make
sure Johnsonville brands didn‘t fall
by the wayside.

Two weeks later, the company de-
cided almost unanimously to take -
the business. It was onc of the proud-
est moments of my life. Left to our
traditional executive decision mak-
ing, we would have tumned Palmer .
down. The Johnsonville people, be-
lieving in themselves, rose to the

! challenge. They really did want to

be great.
The results surpassed our best pro-
jections. Learning took place faster
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than anticipated. Quality rose in our
own product line as well as for
Palmer. The new plant came on line
in 1987. Palmer has come back to us
several times since to increase the
size of its orders even further.

Success ~ The Greatest Enemy

The pace of change increased after
Palmer. Now that all of Johnson-
ville’s people expected and wanted
some degree of responsibility for
strategic decisions, we had to rede-
fine Point A, our current situation.
The new level of involvement slso

led us to a more ambitious view of |
what we could ultimately achieve— i
Point B, our vision and destination. '

We made additional changesinour |

career-tracking system. In our early
enthusiasm, we had played down the
technical aspects of our business, en-
couraging everyone to become a co-

ordinator, even those who were far

better suited to technical specialties.
We also had some excellent sales-
people who became coordinators be-
cause they saw it as the only path to

advancement, though their talents

and interests lay much more in sell-
ing than in coaching. When they be-
came coordinators, we lost in three
ways: we lost good salespeople, we
created poor coordinators, and we
lost sales from other good salespeo-
ple becausc they worked for these
poor coordinators.

A career team recommended that
Johnsonville set up dual career
tracks - one for specialists and one
for coordinators - that would enable
both to eam recognition, status, and
compensation on the basis of perfor-
mance alone. The team, not the se-
nior coordinators, agreed to own and
fix the compensation problem.

Everyone at Johnsonville discov-

ered they could do considerably bet-

ter and earn considerably more than
they had imagined. Since they had

production goals that they them-
selves had set, members raised the
minimum acceptable performance
criteria and began routinely to expect
more of themselves and others.
Right now, teams of Johnsonville
members are meeting to discuss next
year's capital budget, new product
ideas, today’s production schedule,
and yesterday’s quality, cost, and
yield. More important, these same
teams are redesigning their systems
and structures to manage their con-
tinuing journey toward Point B,

For the last five
years, my ambition
has been to
eliminate my job.

which, along with Point A, they are
also continually redefining. Most
important of all, their general level

. of commitment is now as high or
higher than my own.

In fact, our greatest enemy now is
our success. Our sales, margins, qual-
ity, and productivity far exceed any-
thing we could have imagined in
1980. We‘ve been studied and written
about, and we‘ve spent a lot of time
answering questions and giving ad-
vice. We've basked in the limelight,
telling other people how we did it.
All the time we kept telling our-
selves, ““We can‘t let this go to our
heads” But of course it had already
gone to our heads. We had begun to
talk and brag about the past instead
of about what we wanted for the
future. Once we saw what we were
doing, we managed to stop and, in
the process, learn a lesson sbout the
hazards of seli-congratulation.

Author's note: I wish to acknowledge

t the contribution of my partaer, James A.
litde trouble meeting the accelerated .

Belasco, to this article.
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When 1 began this process of
change ten years ago, I looked for-
ward to the time when it would all be
over and 1 could get back to my real
job. But I've learned that change is
the real job of every effective busi-
ness leader because change is about
the present and the future, not about
the past. There is no end to change.
This story is only an interim report.

Yet another thing I've learned is
that the cause of excitement at John-
sonville Ssusage is not change itself
but the process used in producing
change. Learning and responsibility
are invigorating, and aspirations
make our hearts beat. For the [ast
five years, my own aspiration has
been to eliminate my job by creat-
ing such a crowd of self-starting,
problem-solving, responsibility-
grabbing, independent thinkers that
Johnsonville would run itself.

Two years ago, 1 hired a new chief
operating officer and told him he
should lead the company and think
of me as his paid consultant. Earlier
this year, he invited mc to a manage-
ment retreat, and | enjoyed myself.
Other people owned the problems
that had once been minc. My whole
job was to generate productive con-
versations about Johnsonville’s goals
and to communicatc its vision.

On the second evening of the re-
treat, | was given 3 message from my
COO. There was a special session the
next momning, he wrote, and added,
] want you there at 8:15" Instinc-
tively, it made me mad. Johnsonville
was my company; I built it; 1 fixed it;
he owed me his job. Who the hell did
he think he was giving me orders like
a hired consultant?

Then, of course, I laughed. It's not
always easy giving up control, even
when it’s what you’ve worked to-
ward for ten years. He wanted me
there at 8:15? Well, good for him. I'd
be there. O
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CREATING
H1GH-PERFORMANCE
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ool WITH PEOPLE

and Analysis

The Conference Board
of Canada

Human Resource
Research

Organizational BY CAROLYN R. FARQUHAR AND JOHN A. LONGAIR
Effectiveness
Research

Financial Sector
Research

Tax Research

Public Affairs
Analysis

Business and M

Education
Research
Business and In the new working environment, where lifelong employment has been replaced by a

the Environment commitment 1o “employability,” a flexible employer—employee partnership is critical.
Research

Public Policy The new partnership must be built on the organization's willingness to provide
Research employees with opportunities and resources, and the employee’s willingness to be

accountable for results.
International

Programs
High-performance organizations create flexible structures that enable people to work

Tourism Research together toward clear, shared goals linked to the organization’s strategic direction.
Along with fluid structures, these organizations use “performance enhancers™—the
tools of effective selection, education, communication and reward—to support
employee efforts.

Employees are moving beyond a role as inputs to the process of achieving
organizational goals to take their place beside customers and investors as true drivers

REPORT 164-96 of the organization’s success.
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CREATING HiGH-PERFORMANCE ORGANIZATIONS

wWITH PEOPLE

Organizations have changed dramatically
in recent years in response to competitive
pressures. Re-engineering efforts, cost
cutting and realignment around customer
needs have not only altered the way work
gets done but have also forced a reappraisal
of what work needs to be done to add value
in the organization. Considerable emphasis
has been placed on improving work pro-
cesses. But much less attention has been
paid to the human side of these new work
environments, to providing skills, re-
sources and support to the organization’s
people so that they can thrive.

People are coming into organizations
with higher levels of skills and knowledge.
Among developed nations, it is estimated
that at least 4 out of 10 workers are being
paid for their knowledge and intellectual
capital, rather than their physical capa-
bilities.! This represents a significant
change from the early part of the century,
when the vast majority of workers were
paid for physical labour. This trend will
only gain in force, as 8 out of 10 new jobs
are now being created in knowledge-
intensive industries. As a result, people
are able to invest far more of their own
knowledge and creativity in their jobs. For
organizations that are willing to tap into
the capabilities of their people, there are
boundless opportunities to create high-
performance work environments.

Organizations, regardless of their area
of business, understand that their very
survival depends on their ability to satisfy
customer needs. They know they must also
satisfy the needs of their investors. And now
they are recognizing the importance of
satisfying their employees on an equal
footing with their customersand investors.
Satisfying the needs of employees is an

1 Peter Drucker, “Getting 1o the Future First” Conference, March 28
31, 1995, Toronto

1 Fine Conterence Boand of Canada

essential part of creating opportunities for
people to develop and use their capabilities.
But making employee satisfaction a central
driver in the organization demands that
support, resources and systems exist to
enable employees to take responsibility
for their own success and the success of
the organization.

It is a challenge for organizations to win
employee commitment and loyalty in a
time when downsizing and restructuring
have thinned employee ranks. But this is
exactly the time when the commitment of
every employee is essential to competitive
success. Companies need to forge new
relationships with their people, and em-
ployees need to move beyond their role as
inputs to the process of achieving organ-
izational goals and understand that they
are on an equal footing with customers and
investors. As the satisfaction of employees
becomes an end in itself, rather than the
means to an end, organizations will have
the necessary environment for creating
high performance.

In May and December 1994, The
Conference Board of Canada led two
executive study tours that focused on the
strategies of leading organizations in
maximizing employee potential. Partici-
pants on the study tour, who were senior
executives from private and public sector
organizations, spent a day with each of
the companies listed opposite. This study
explores the efforts of these leading com-
panies to create work environments in
which people have the opportunity and
capability to contribute to the organiz-
ation and, in doing so, to enhance their
own value. Employees in these com-
panies are willing to be accountable for

their own and the organization’s success.
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The New Contract

The relationship between employer and
employee imparts obligationsand privileges
on both sides. In an earlier age, employees
were expected to carry out the tasks set by
management, to be loyal to their employer
and to respect the organization’s ethical
guidelines. In return, they could expect
pay based on their job classification and a
job well done, fixed benefits, job security
and a stable and safe workplace.

The new relationship is not so straight-
forward a contract. The security of a job
for life, upheld by many organizations
for decades, has been replaced by a joint
commitment to “employability.” Atten-
tion and resources are being focused on
augmenting people’s capability. The
conditions of employment are now based
on an employee’s ability to add value to
the organization rather than on seniority
or narrow loyalty to the company. Loyalty
to the employer—a hallmark of organiz-
ational life until the late eighties—is being
replaced by loyalty to one’s work and one’s
own development. People are recognizing
that their skills and capabilities are their
own, to be taken with them wherever they
go. At the same time, organizations are
moving decisively toward contingent
workers and just-in-time application of
skills. In a recent U.S. survey by The
Conference Board, Inc., 21 per cent of

companies reported having at least 10 per
cent contingent workers. The proportion of
firms using contingent workers is pro-
jected to rise to 35 per cent by the tum of
the century.?

Employees are increasingly seeking
workplaces where they can make a differ-
ence, and where their skills will be both
valued and enhanced. For their part,

2 “Contingent Employment,” HA Executive Review, vol. 3.n0. 2 (New
York: The Conference Board. inc., 1995} p. 4

2 Phe ontercne e Bovird of L anndi

organizations know that their most valu-
able assets walk in the front door each
day. Charles Handy has pointed out that
the market value of the top 200 firms on
the London Stock Exchange is, on aver-
age, three times the worth of the visible
fixed assets.? The difference between an
organization’s market value and its book
value is derived from the core compe-
tency of its people.

Organizations need people who can
thrive in changing conditions, who are
willing to innovate rather than just carry
out a set of tasks. Organizations must tap
into their employees’ creativity. Employees
need scope to develop this creativity and
to implement new ideas, new products
and new answers to customer problems.

At Eastman Chemical Company, for
example, innovation is seen as a learnabl:
skill or process. The company distinguishe-
between creativity—that is, coming up
with a new idea—and innovation, which
it defines as a process for moving creativ.
solutions to the marketplace. Similarly, a
W.L. Gore and Associates, the emphasis
is on coming up with ideas, developing
new opportunities and building linkages
across the organization to bring these

ideas to life.

The relationship that is emerging is one
in which the traditional hierarchy is bein
replaced with one in which the employe!
and employee see their relationship as
mutually advantageous—as a partner-
ship. To be their most productive, peopl
need to be committed to what they are
doing. The new contract must engage thei:
minds and their hearts. The challenge for
organizations is to apply management
systems that support peoples’ achievemen
of their full potential.

3 *Trust and the Vidual Organizalion,” Harvard Business Review,
May-June 1935 p. 48
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Creating High-Performance
Organizations
A 1992 study that focused on employee
empowerment strategies concluded that
accountability for results is essential to
achieving organizational objectives and
that employees must have responsibility
for those things for which they are held
accountable.! It is clear from the current
study that organizations are still wrestling
with the implementation of empowerment
strategies. In the four years since the earlier
study was completed, there hasbeen signifi-
cant progress—workplaces have developed
teams, training and tools aimed at enhanc-
ing employee involvement. However,
most empowerment strategies emphasize
the involvement of employees in decision
making about their own and related work
processes, as a means of satisfying cus-
tomers. These strategies often fall short of
seeing employee satisfaction as an objec-
tive, of viewing employees as one of the
three drivers (along with customers and
investors) of the organization’s success.
To attain high performance, organiz-
ations must be willing to invest in people
and provide tools and opportunities for
self-improvement. In turn, employees
must be able to take charge of their own
careers, decide what skills they need to
acquire and where they wish to employ
these skills. When people believe that
they can influence outcomes, they are far
more willing to be accountable for results.
Further, when the organization’s structures
and management systems focus on under-
standing and responding to the needs of
employees, the employees see that their
own success converges with that of the
organization. High performance, whether at
the individual, team or organization level, is

4 Catharine G. Johnston and Carolyn R. Farquhar. Empowered
Peaple Salisty Customers: Stralegies for Leaders, Report 92-92
(Otiawa: The Conlerence Board of Canada, 1992)

3 The Conference Board of Canada

derived from creating opportunity to per-
form, ensuring capability to perform and
ensuring accountability for performance.
The organizations studied have devel-
oped flexible structures that bring people
together and that create opportunities for
them to work on those processes that are
central to the success of the organization.

But organizational structures alone are
not enough to ensure that people have the
capability and resources to contribute to
the organization. For this, organizations
rely on the “performance enhancers.” The
performance enhancers consist of four
components: attracting and selecting the
right people, ensuring employees have
access to skills and education, providing
information for effective decision making,
and recognizing employee efforts.

The organization’s leaders play a pivotal
part in creating and maintaining high-
performance environments, and company-
wide values are essential in communicating
the importance the organization places on
its employees. This report briefly looks at
the role of the leaders and of values in some
of the organizations on the study tour. It
then focuses on how these organizations are
using structures and performance enhanc-
ers to optimize employee performance.

The Leaders’ Role in the New Contract

Leaders play an important role in shap-
ing an organization’s environment. To
enable employees to take on ownership for
their own success and that of the organiz-
ation, the leaders’ own behaviour may
need to shift dramatically. Sometimes the
leaders themselves can be the biggest
barriers to employees being accountable.
Coming to this realization can be a major
revelation, especially for those leaders who
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feel they must personally take on all the
burdens within the organization.

At Johnsonville Foods, CEO Ralph Stayer
was just such a leader. Recognizing that
every issue was coming back to him for
resolution, he began to question his own
approach to leadership. With the aid of an
outside coach, Stayer came to the under-
standing that he needed to make every
employee as committed as he was. In his
words, he needed to “get the performers
responsible for the performance.” In this
way the leader moves away from being
an authority to being an enabler.

For Ralph Stayer, one of the catalyzing
events at Johnsonville occurred when he
decided to ask the employees to make a
major decision themselves. The company
had an opportunity to take over a pro-
duction order for a competitor. To meet
customer deadlines, employees would have
to work overtime and significantly increase
the volume of production. In an earlier time,
Stayer would have assessed the situation
himself—and he probably would have
decided that the employees would not be
willing to push themselves hard enough to

meet the deadlines. However, after careful
assessment of the pros and cons, the em-
ployees recommended that the company

The Johnsonville Way

all those who have a stake in our success.

We will succeed by setting near-term objectives and Jong
pertormance by each of us. We will change any objective
performance to ones that do.

This is the Johnsonville Way and we are committed to it.

We here at Johnsonville have a moral responsibility to be the best food company ever established

We will accomplish this as each one of us becomes better than anyone else at defining, then serving, the best interests of

-term goals that will require personal growth and superlative
S or goals that no longer require personat growth and superiative

We understand that our commitment to stretch, grow and excel is an unending one.

goahead. Productivity in the plant increased
by 50 per cent and Stayer understood that a
new relationship had been forged.

Stayer realized that once the company
embarked on a new way of managing—
actively involving employees in decisions—
they needed to redesign their management
systems and philosophy about people’s
roles in order to help people perform (see
Exhibit 1). The Johnsonville Way, which
was developed as a company statement
by the employees, flowed out of a recogni-
tion that employees had as much stake as
the CEO in the success of the organization.
Personal success is linked to meeting the
needs of all the organization’s stakeholders.
However, the company understood that

not every employee would be willing to
make this commitment. Johnsonville
pledged that it would help find another
job for anyone who was unable to per-
form in this new organization.

Values that Support the New Contract
Company values help employees
understand to what extent employee
satisfaction is important, how they need
to act in pursuit of customer and investor
satisfaction and what they can expect from
each other and the organization itself.

Source: Johnsonville Foods.

4

Fhe Contterence Board of Canada
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High-performance organizations have
found that values provide a clear context
for employee decision making. As decision
making is pushed down in the organiz-
ation and employees take greater owner-
ship for outcomes, lack of clear values can
result in wasted effort and even conflict
between management and employees.®

Values are a unifying bond across the
organization, helping to break down
barriers and enabling people to work
toward common goals. Values describe
those things that are imperative to the
success of the employees and the organiz-
ation. They must not be too abstract and
they must resonate with all employees,
not only with senior management. Values
should also influence the performance
enhancers within the organization. Accord-
ing to General Electric’s CEOQ, Jack Welch,
“Every organization needs values, but a
lean organization needs them even more.
When you strip away the support systems
of staffs and layers, people need to change
their habits and expectations or else the
stress will just overwhelm them . . . values
are what enable people to guide themselves
through that kind of change.””

Some organizations recognize the
importance of involving their people in
defining the organization. Eastman Chemi-
cal has four documents that define the
company culture. One of these, The Eastman
Way, describes the values by which the
company operates: honesty and integrity,
fairness, trust, teamwork, diversity, em-
ployee well-being, citizenship and winning
attitude—all of which help to give em-
ployees a way to handle important issues

5 Tkujiro Nonaka, “The Knowledge Creating Company,” Harvard
Business Review, November—December 1991, p. 97.

5 The Conference Board of Canada

as they arise. In developing this document,
the company surveyed and interviewed
employees across the organization. The
document lets all employees know that
“Eastman people are the key to success.”
It is also used by senior management in
developing and implementing new strat-
egies. Its underlying beliefs reflect the
elements of the new contract: shared
success, mutual commitment to improve-
ment and recognition of the value that
each individual brings to the organization.

At W.L. Gore, four principles are at
the heart of the company: fairness, free-
dom, commitment and “waterline.” These
principles govern expectations for the
organization and for all associates (their
term for employees). They emphasize the
necessity of ownership for personal
development and of making and keeping
commitments that will lead to organiz-
ational success.

Gore’s “waterline” principle tells associ-
ates that they can make decisions on their
own as long as the implications of the
decision will not threaten the survival of
the organization. The term is an analogy
to boating: the integrity of the boat below
the waterline is critical to its ability to stay
afloat. Decisions that could cause damage
below the waterline require consultation
with other associates. The principle encour-
ages people to work across boundaries
but demands that they consider how any
decision will affect everyone else and the
company as a whole.

Another Gore principle, freedom,
addresses the importance of being involved
in contributing to the activities of the

6 See Catharine G. Johnslon, Values for Success in Unionized
Organizations. Report 156-35 (Ottawa: The Conference Board of
Canada, 1995)

7 “Jack Welch's Lessons for Success.” Fortune, January 25. 1993,
p.88
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business and of taking risks. This includes
even the freedom to fail. The challenge for
organizations is to create a climate where
people are confident that their attempts to
innovate will not be held against them if
they fail. Increasingly, mistakes are toler-
ated; what is frowned upon is keeping
results secret. Mistakes and failed ven-
tures are seen as adding to an employee’s
knowledge base. By helping them take
actions in the future, these experiences
contribute to employees’ growth.

People at all levels of the organization
must be accountable for making the values
areality. To measure the extent to which
the principles are “lived,” Gore regularly
carries out a communications survey,
consisting of about 90 questions linked to
the company’s principles. The survey helps
to identify problem areas. These issues are
then “owned” by the associates them-
selves; associates form teams to address
the problems.

Structures that Support Performance

Much has been written about organiz-
ational structures. Earlier Conference Board
studies examined how the application of
structures—at the individual, functional,
cross-functional and organization-wide
level—ensures that employees can take
ownership for customer satisfaction.”
Tangible structures such as teams enable
people to take on responsibility and to
improve work processes at all levels. But
just as important as these tangible struc-
tures is the ability to form, dismantle and
re-form the right structures as part of a
fluid and flexible organization.

8 William Bridges, “The End of the Job.” Fortune, Seplember 19,
1994, p.64.

9 For example, see Catharing G. Johnston and Brenda L. Charlrand,

Quality in a Unionized Organizalion, Report 121-94 (Ottawa: The
Conlerence Board of Canada, 1994)

6 The Conference Board of Canadn

In the high-performance organization,
people’s work is far less focused on pre-
scribed tasks; instead, work is determined
by what it takes to achieve results. Structures
are increasingly being developed around
processes and are being conceived to pro-
vide people with end-to-end responsibility
and to link employees with customers,
suppliers and other partners.” What is key
is not so much the form of the structures
themselves but the fact that people are
drawn together by a purpose that they can
commit to, clear goals that are linked to the
strategic direction and objectives of the
organization, and a common working
approach.

Focusing on Results Rather than Tasks

Building on a set of relationships rather
than on “hard-wired” structures is a key
element in creating ownership within the
organization. Organizations have learned
that rules and ngid structures can block the
natural flow of information and prevent
the people who “have the knowledge” from
being able to get together right away to
solve problems.

As we move away from traditional
organizational structures to “networks”
both within and outside companies, there
will be much more emphasis on building
relationships rather than hierarchies. At
W.L. Gore, a “lattice” structure allows
direct communication between people in
the organization (within and between
plants); there is no fixed authority, there
are no “bosses,” objectives are set by
consensus, and tasks and functions are
organized through a set of commitments.

10 See Mark J. Daniel, Infegration of Effort The Key to High-
Performance Organizations, Report 151-95 (Ottawa The
Conference Board of Canada, 1995)

__M
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The lattice structure provides cross-
functional accessibility so that teams can
be formed quickly to take advantage of
opportunities in the market. Associates can
team up with others, regardless of where
they are in the organization, to accomplish
mutually agreed objectives." The company
itself describes these teams as “unstruc-
tured.” Although at first glance the lattice
structure suggests fuzziness, the reality is
quite different. The teams are expected to
make tangible contributions. As the founder
of the company, Bill Gore, noted: “If there’s
no contribution, there’s no paycheque.”

Working in such an environment is a
challenge. Terri Kelly, a business leader at
Gore, acknowledged that not everyone can
thrive. This is where a thorough grounding
in the company values helps people. Since
there is no formal structure, people have to
make things happen themselves and attract
others to participate in implementing new
ideas. Team leaders are not appointed; they
achieve their position by gaining followers.
A premium is put on creativity, but people
must also be able to “sell” and implement
their ideas.

Redesign of work processes requires
that people work differently. At Eastman
Kodak Company, for instance, the major
business units have transformed the six
manufacturing operations from a functional
to a flow orientation. Structures within each
of the business units used to be oriented
around a function (e.g., the emulsion
functions were all linked together). Now
the orientation cuts across functions (e.g.,
the emulsion, sensitizing and finishing
functions are linked within each business

unit) to better focus on the customer’s needs.

11 No plant in the woridwide Gore organization exceeds 200 people
As teams grow and a plant reaches this size, a new facility is
created

7 The Conference Board of Canada

This change was accompanied by the
development of teams, called Flow Teams.
Significant advantages are derived from
being able to bring different skills to-
gether. Employees within each business
unit now have end-to-end responsibility.
Team members go directly to suppliers
when they have questions. There has also
been a transition from supervisors to team
coaches. Each of the Flow Teams has
several “co-ordinators,” who provide
functional leadership, and “advisers,” who
provide a link between the teams and the
business unit manager.

One of the Flow Teams in the Black and
White Film business unit experienced a
remarkable improvement using this new
structure. It was able to reduce waste by
75 per cent, increase productivity by 15 to
20 per cent, achieve on-time delivery 95 per
cent of the time and cut work-in-process
inventory in half in the first two years.

Building end-to-end responsibility into
structures helps employees understand the
entire process that provides value to the
customer. Eastman Chemical Company
has created teams that partner employees
with their customers and their suppliers
to improve communications and to solve
shared problems. There are more than
40 customer teams and 25 supplier teams.
Eastman Chemical also uses interlocking
teams, which means that supervisors belong
to at least two teams—the team made up
of their direct reports and the team led
by their supervisor (see Exhibit 2). These
teams help to integrate each employee’s
objectives with the organization’s goals
and ensure information sharing and
feedback in all directions.
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At Johnsonville Foods, employees have
gradually taken on greater responsibility.
As the teams’ range of responsibilities
increases, they are able to make informed
decisions about work that directly affects
them and to position themselves for new
opportunities within the organization.
Teams are now selecting, training, evalu-
ating and even terminating employees.
As well, teams make decisions regarding
scheduling, standards of performance,
assignments, budgets, quality and capital
improvements. People were initially
hesitant about carrying out activities that
had always been the job of supervisors,
but over time and with experience they
have grown increasingly confident and
comfortable.

Emphasis on Speed and Flexibility

In some organizations, divisional bound-
aries inhibit co-operation and joint efforts.
They may also prevent employees or teams
from knowing about or being able to act
on opportunities in the market. Breaking
down the vertical and horizontal barriers
and crossing the geographical boundaries
frees up employees to find innovative
solutions for customers. At General Electric,
“boundarylessness” is a key concept:
ideas, resources and people are free to be
moved around the organization where
they are most needed. John Breen, Senior

8 e o osterene Boand of Canada

Vice-President of GE Lighting Technology,
phrased the concept this way: “I'm going
to do whatever it takes for the business to
be successful.”

Within GE Lighting, a major restructur-
ing took place in 1993 to achieve global
competitiveness. Under the old structure,
teams were built right into the hierarchy.
Primary allegiance was to one’s own depart
ment. Functional teams would undertake
projects as they came along and complete
them as part of their ongoing activities.
Once a project was finished, they would
wait for the next one to come along. Pro-
gram staffing was complex, with multiple
levels of management required to bring
resources together.

The new structure has two layers—thc
Leadership Team and the project teams
consisting of employees from across the
global organization (see Exhibit 3). This
structure enables leaders to look across the
organization for resources. The structure
provides an expanded skill base and far
greater flexibility. People no longer belong
to a home department, but employees are
at the centre of the organization’s activities.
Project teams are formed and dissolved
based on market opportunities and the
needs of the organization. As Bob Corcorar
Manager of Human Resources, noted:
“As priorities change, we need to have ar
organization that can change—hierarchi-
cal structures get in the way of being able
to move.” Decision making and team
development take place on a global level,
and teams are thus able to assume higher
levels of responsibility.

One of the central roles of the Leader-
ship Team at GE is to identify new pro-
grams and then staff them. Under the old
structure, the senior leaders were removed
from the ongoing activities of the teams,
and the bureaucracy shielded employees
from the company’s business objectives. Th:
new structure has enhanced communicatior
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between the Leadership Team and the teams
that are carrying out the work. Once a
team is formed, it has responsibility to
implement the agreed objectives and will
exist until the objectives are accomplished.
Although this flexible structuring repre-
sents a significant change for people, it
enables them to focus on the objectives
because they feel a greater sense of owner-
ship for the results.

A key characteristic of this new struc-
ture is “virtual co-location”: the bringing
together of the best resources in the world-
wide organization to form virtual teams
to address a particular project or issue.
Information technologies allow people to
work closely with colleagues on the other
side of the world, often without ever meet-
ing face to face. This represents a new
way of working together, and employees
at GE are embracing the opportunity.

The Performance Enhancers

The organizations on the study tour
have created structures to enable their
employees to work on those things that
are important to the organization. In
tandem with these structures, these organ-
izations use performance enhancers to
support the efforts of employees in
achieving success. People need to have
the right people to work with, to have
the right set of skills, to be able to access
critical information and to be recognized
for their contribution. To be truly effec-
tive, the performance enhancers must
support the efforts of employees to
contribute to their own success as well
as the success of the organization. When
employees see that the organization is
demonstrating a genuine effort to en-
hance their own capabilities, they in turn
make a greater commitment. Moreover,
employees need to have access to re-
sources and be able to direct how these
resources are expended.

10  The Conterence Board of Canada

Selection

A skilled and capable workforce is
essential today, as skill sets, even within
organizations, are undergoing significan!
change. One of the most important strat-
egies for achieving such a workforce is
selecting the right people in the first place.
To move beyond satisfying employees to
gain their commitment, organizations mus
put the responsibility for selection in the
hands of those who will be most affected
the front-line employees. They are also
the ones who are best suited to assessing
the “fit” of prospective co-workers. A
candidate’s personality and skills are
important, and so too is a willingness to
work in less structured environments.

Once people are brought into an organ-
ization, they need ongoing guidance and
coaching. In the past, this most often came
from their direct supervisor. Colleagues
acted in a supportive role, providing
mentoring or informal feedback on per-
formance. Today employees play a far mo:
direct role in determining what people
they will be working with, what kind of
support and skills these people will need
and how well they are performing.

At the Ritz-Carlton Hotel Company,
employee selection is central to their abilit\
to satisfy customers. To ensure high-
quality customer care, employees must
have specific skills and demonstrate certai
behaviours. The company feels that it mus
find the right employees before enticing
them to stay. An outside firm helps screen
candidates for essential “talents”—work
ethic, self-esteem, persuasion, service,
caring, exactness—that successful em-
ployees possess. The company believes
that people receive intrinsic satisfaction
when their talents are being used to the
fullest. Ritz-Carlton’s selection process,
which consists of a highly structured set ot
interviews, aims to build on the strengths «
both the individual and the organization
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Mary Anne Oliman, Corporate Director of
Training, notes that their focus on selection
rather than just hiring has enabled them to
reduce annual turnover from 120 per cent
to just 38 per cent (significantly below the
industry average), which they are aiming
to reduce even further.

A key role for employees is enabling
new people to contribute to the organiz-
ation. At Johnsonville Foods, a buddy
system helps new employees understand
expectations. Each team has a coach to
smooth the way, and Meyers-Briggs profil-
ing is used to help employees appreciate
everyone’s working style.

In several of the organizations studied,
employees play a direct role in determin-
ing the people they will be working with.
At W.L. Gore, at least five people inter-
view a prospective associate. People within
Gore note that they are looking for a certain
kind of individual: they try to get a sense
of the candidate’s background and explore
how people do problem solving and interact
with others. The people coming into the
organization need to be able to navigate a
relatively structureless organization and
to find opportunities to bring their talents
together to help achieve the organization’s
objectives. The associates evaluate the
candidates with this in mind.

As employees encounter new dimen-
sions to their areas of responsibility, they
will need support and guidance to be
successful. At Gore, coaching is integral to
the organizational culture. The company
explicitly differentiates between the roles
of business leaders and sponsors, although
one person can take on both roles. Busi-
ness leaders are concerned with a team'’s
business side, financial issues, products and
processes. Sponsors provide one-on-one
relationships focused on the individual.
Each associate has at least one sponsor, who

is knowledgeable about the activities,
progress, well-being, accomplishments,
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personal problems and ambitions of the
person he or she sponsors.

There are three types of sponsors:
starting, advocate and compensation. A
starting sponsor helps the new associate
get going on the job. Advocate sponsors
ensure that individuals get credit and
recognition for their accomplishments. A
compensation sponsor focuses on financial
recognition and sees to it that an associate
is fairly paid. The sponsorship roles may
be performed by a single person or by
different individuals.

Education

As organizations reorient their busi-
ness to meet changing customer needs,
they are becoming increasingly demand-
ing about the skills and capabilities of
their people. But the new relationship
between employers and employees
requires that they also focus on building
these competencies and ensuring that
people have the freedom to use and
develop these skills. The relationship
may not be lifelong; but while it exists,
employers and employees must commit
to supporting each other. Employers
ensure that employees have ready access
to skills and training, and employees take
ownership for developing and using their
skills to contribute to the success of the
organization.

While people still need technical skills,
problem-solving skills and a good under-
standing of what is happening in the
organization and its environment, high-
performance organizations are also focus-
ing considerable attention on helping
people feel comfortable with the increas-
ing emphasis on partnerships within the
organization. People need skills in facili-
tation, negotiation, interpersonal manage-
ment and building relationships with
customers. These skills will be highly
transferable to other environments.
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Starting with Orientation

At W.L. Gore, the orientation process
lays the groundwork for developing such
skills. When new associates join the organ-
ization, their initial orientation introduces
the lattice structure and addresses such
topics as pay, benefits and safety issues.
Within the first three months they receive
a business orientation with product special-
ists. At three to six months they take part
in a discussion about the Gore culture, the
meaning of the four principles, the lattice
structure and the sponsor-associate relation-
ship as they have experienced them. At six
months, details of the compensation process
are explained. At the end of one year,
associates join the company’s associate
stock ownership plan; this cements the
relationship between the contribution they
make and the benefits they receive. Also
at the one-year mark, associates attend a
formal meeting with their sponsor to
discuss their progress; similar meetings
may also have taken place at the three- or
six-month milestones.

At the Ritz-Carlton, every employee gets
a two-day orientation. Part of the session is
spent on the values of the company, which
then become the foundation for acquiring
technical skills. Every employee is assigned
to a departmental trainer for 30 days for
technical training. At the end of 60 days,
new employees are brought back for more
education, including information on the
overall business systems.

Each shift at the Ritz-Carlton begins
with a “line-up” session where employees
have the opportunity to talk about areas for
improvement and the values of the organ-
ization. In this way the company fortifies the
ownership that employees have for positive
results. Every line-up session focuses on one
of the “Gold Standards,” which encompass
a credo, a motto, the “three steps to service”
and the 20 “Ritz-Carlton Basics.” Each
employee must understand and adhere to

12 The Conberence Board of Canadn

these standards, which include processes
for solving problems for guests and detailed
grooming, housekeeping, safety and
efficiency standards.

When Kodak was first implementing
Flow Teams within each major business
unit, they identified vital behaviours or
functions for which people would be
accountable. However, they knew that
people were not ready to assume all these
functions at once. In some business units,
an assessment document was developed
to determine the readiness and capability
of the individual teams to take on these
responsibilities. Four levels of team profi-
ciency were identified. Team members
master the functions at each level and the
team gradually becomes truly self-directing.
Each team identifies where all the team
members are with respect to each of the
behaviours and what training resources
will be required.

Exhibit 4 shows the roles and responsi-
bilities for Flow Team members in the
Precision Components Manufacturing
Division. The role of the Flow Team adviser
is also described. Advisers facilitate growth
toward self-direction, provide resource
support and information and fulfil a train-
ing and coaching role. In addition, rotat-
ing team co-ordinators support the Flow
Teams in administrative, safety, environ-
mental, quality, training and maintenance
matters. In the beginning, co-ordinators
were selected by management, but now
co-ordinators select their replacements
themselves.

Ouwnership for Education

Developing the skill sets to carry out the
work necessary to meet customer require-
ments is an essential part of employee
education. But organizations also need to
ensure that individuals and their work
teams have the latitude to determine where
they need capabilities and where they
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Exhibitd -

The Evolution to an Empowered Flow Team: Precision Components Manufacturing
Division, Eastman Kodak Company

Stages Team formation | Manager centred Shared leadership Self-directed
Roles 4{:
and
responsibilities
Flow Team One-on-one Group leader; Team co-ordinator; | Boundary manager,
adviser's role Supervisor; focuses on goals, provides input, coaches team,
directs each manages group shares manages
member’s work effort leadership interfaces
Expectations Do what they Work together Be goal focused, | Operate, maintain
of Fiow Team are told to do as a group initiate actions, and improve
members lead projects the flow
Flow Team Run equipment Individual and Handle Peer evaluation
members’ group problem- daily routine
roles and Complete solving skills Team member
responsibilities assigned tasks Performance selection
Communication measured
Function as skills against goals Evaluate needs
a specialist and manage
Understand Run meelings schedule
Performance is team purpose for training
determined by and business Cross-training
activities needed goals to give team Set monthly goals
flexibility in terms of
annual goals
Support work
included in team Handle special
projects

O Flow Team adviser
@ Flow Team member

Source: Eastman Kodak Company

should focus their resources to develop
these capabilities.

Embedding this responsibility right into
people’s jobs is a vital strategy. A best-
practice example is Xerox Canada, where a
Workplace Competency Model sets out the
present and future competencies needed by

the organization.”2 The company recognized

Conference Board.
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12 Xerox Canada hosted an April 1994 sludy lour undertaken by the

the importance of managing intellectual
assets and the need to create a learning
organization. The model provides a set of
processes, tools and resources by which
employees can manage their own develop-
ment within the organization. In Xerox
Canada'’s terms, the model “teaches em-
ployees to be opportunistic learners.”
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openly.
Information
should give

employees the
poiwer to act on
their own behalf
and on behalf of
customers and
1nvestors.

This model is supported by a culture that
sees learning as a dimension of performance.
The goal is to link pay to competency, and
in this way ensure that people are actively
influencing and therefore accountable for
their own development. Using the system
allows employees to assess their level of
competence and to create action plans to
achieve development goals—thereby
linking training to development needs.

Similarly, company employees are
responsible for their own development
at Eastman Chemical. Every six months,
employees meet with their manager to
agree on job expectations and the skills,
knowledge and behaviours needed to
accomplish objectives. This plan then
feeds into the portfolio of training, coach-
ing, feedback and assignments for each
employee.

At Johnsonville Foods, teams took
responsibility for their own education early
on. The personnel department disappeared
and was replaced by a learning and per-
sonal development team. This team pro-
vides support and guidance to the pro-
duction teams, rather than directing what
kind of training and skills will be required.
Every employee is eligible for a small
educational allowance each year. In the
early days, some employees used the money
for their own recreational interests, but
this is happening less and less as employ-
ees come to see the value of job-related
training.

Communication

Most organizations recognize the need
to share information with their employees
and have improved upward and down-
ward communication as well as loosening
the flow of information about customers
and suppliers. With the availability of
information technology, there is little that
cannot be shared widely in the organiz-
ation—people have instantaneous access to
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information and can use this information to
satisfy customer needs. In high-perform-
ance organizations, people are also able to
act on this information, rather than just
receiving or transmitting it to others.
Moreover, in knowledge-based environ-
ments, information is not a scarce resource.
It can be used simultaneously by a variety
of people, contributing to much wider
involvement in decision making.

In the companies studied, there was a
consistent willingness to share information
openly and to communicate the impli-
cations of the information for the organiz-
ation and its employees. At Kodak Black and
White Film, Bill Wallace, the Flow Team
Manager, believes in sharing information
with employees, helping them understand
the impacts of the actions that the teamns and
employees take, and working with them
to develop successful strategies. In his
view, ensuring transparency in information
sharing is a key ingredient in creating trust.

The Ritz-Carlton invests heavily in
communicating with employees, and all
communications are designed to reinforce
the organizational culture. The CEO,
Horst Schulze, spends a full week with
employees before the opening of each new
hotel, helping them to understand the
company’s Gold Standards. He and his
senior executive team communicate with
employees throughout the company with
regular newsletters and departmental
meetings. In fact, the senior management
spend 25 per cent of their time on issues
relating to quality and customer satisfaction.

Information should give employees the
power to act on their own behalf and on
behalf of customers and investors. At
Johnsonville Foods, they have set up a
mechanism for feedback on employee
performance that includes the customer’s
point of view. Designed by a team within
the company, the Great Performance Share
establishes a contract with internal and
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external customers and acts as a profit-
sharing mechanism as well as a feedback
mechanism. Parameters and objectives
are determined in consultation with each
team'’s customers. A pool of pre-tax profits
is established at the outset of the process
and set aside. Performance is checked on
a regular basis and is posted electronically
so that everyone can see how things are
going. The money is then divided among
employees based on their contribution,
determined once a month. For a team to
receive its share, it must have achieved
100 per cent of its agreed goals and a score
of 8.5 out of 10 on the monthly customer
feedback. Every individual has a bonus
target for the year, which adds between
10 and 25 per cent to the base pay.

The profit share recognizes people’s
contribution and also engages individuals
in assessing their own and fellow team
members’ performance. In one instance, a
Johnsonville team was able to increase the
shelf life of a product from 7 days to 21 days.
At the end of the month, all team members
decided to give their share to the person
who had come up with the idea.

Recognition

Employees take ownership for results
when recognition, status and compensation
are based on their performance and their
contribution to the success of the organiz-
ation. In the past, pay and recognition were
often determined by the number of people
who reported to an individual or the
amount of effort they expended. In the
future, recognition will be based on the
value that the person creates for the organ-
ization—as an individual and within the
larger structures of the organization.
Employees will be recognized for their
own contributions and will make decisions
about how other people are recognized.

At Aid Association for Lutherans (AAL),
they have made a fundamental change in
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the way people’s skills are recognized.
Compensation is based not on the job or
even the knowledge that employees have,
but instead on the services that they
provide. This approach, Pay for Applied
Services, has transformed 45 job descrip-
tions into 167 services. Base pay is depend-
ent on providing primary services, and
each additional service adds to overall
compensation.

As AAL has moved to a team-based
environment to better respond to customer
needs, the service teams themselves now
decide what skills and resources they will
need. This has resulted in a particular
challenge: as a team decides to add new
skills, it increases compensation costs due
to the enhanced level of skills. These costs,
of course, are borne by the organization.
Recognizing the necessity of managing
compensation growth rates as well as
the importance of creating strong links
between contribution and compensation,
the company has moved from team incen-
tives based solely on the productivity and
customer satisfaction of the individual
teams to team incentives based on the
performance of all 15 service teams.

Reward systems must reinforce the kinds
of behaviours that organizations and
employees are seeking. At GE Lighting,
they knew they needed to create a reward
system that would foster the values of the
organization and recognize the central role
that employees play in the success of the

company. People’s performance is now
assessed on their ability to achieve finan-
cial goals and their demonstration of the
“soft” skills needed to achieve business
success. Addressing performance on these
two dimensions is no easy task: resolving
the dilemma of how to deal with managers
who are skilled in quantitative areas but
weak in people skills will be a challenge.
As Kemp Smith, a GE Lighting Vice-
President, points out: “We know what to
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Assessing Performance: Feedback on Business Values at GE Lighting Technology

Indicate your perception Exceeds expectations (significant strength; he/she serves as a role model) ....... +
* of the reviewee's Meets expectations (demonstrates this behaviour and shouid continue doing so) .......... )
behaviours and actions Needs improvement (inconsistently demonstrates this Dehaviour) ............ocowewwe. - -
| for the past year. CannOt FaIE (OF i5 O APPICADIE) ..o o CR
Leadership & initiative 10. Applying intellect
' 1. Vision a) Exercises good judgement based on available data

a) Creates a team purpose thal energizes others.
b) Supports the goals of the organization.

2. Empowering others
a) Shares credit and recognition with others.
b) Coaches and encourages others to build their confidence.
¢) Does not have o do it all alone. Oblains assistance and/
or clearly delegates responsibility when appropriate.

' 3 Building high-performance teams

a) Contributes specific and frequent ideas that help improve
team performance.
b) Is ateam player

4. Stimulating change
a) Initiates change instead of reacting to external pressures
for change.
b) Questions the status quo
c) Does not let organizational boundaries limit his/er job
responsibilities

Passion for excellence
5. Continuous improvement
a) Active in personal development.
b) Finds new ways to continuously improve products/
processes/business.

6. Customer focus (may be defined as intemal or external)
a) Understands customers’ needs and fills those needs.

7. Quality focus
a) Has high expectations for quality.
b) Promoles “doing it right the first time.”

8. Energy
a) Responds to both scheduled and unplanned opportunities.
b) Does not let obstacies deter drive for success.
¢) Demonstrates personal enthusiasm and exhibits a “can
do” attitude.

Personal skills
9. Applied knowledge & skills
a) Competent and current in their field.
b) Applies education and experience o actions and practical
solutions.
¢) Capitalizes on GEL resources and procedures 1o expedite
resuits.
d) Seff-direcied; needs minimal supervision.

1.

12.

13.

b) Tackles complex problems and provides effective, simple
solutions.

¢) Shows flexibility and creativity in thought process.

d) Incorporates non-traditional approaches to problem solving

e) s decisive.

Data gathering, planning & organizing skills

a) Asks good questions, probes for answers and tests
assumptions.

b) Develops action plans and sets priorities

¢) Is adaptable and flexible to the dynamic environmen.

Maximizing communication
a) Uses hard facts and rational argument fo convince others
b) Communicates candidly. is willing to share information
openly.
¢) Communicates clearty, concisely and frequently
- upward (management)
- laterally (peers)
- downward (reports)

Interpersonal skilis

a) Listens to and considers other options

b) Engages in difficult discussions without oftending
c) Treats others with courtesy and respect

Values

14.

15.

16.

17.

Accountability/ownership
a) Sets and maintains high work standards and expectations
b) Dependable; meels commitments

Integrity

a) Acts with proper ethical standards

b) Earns the trust of others

¢) Stands up for beliefs; states opinion on controversial issues

Environment

a) Takes all appropriate measures to protect the health and
safety of GEL employees, the public and the environment

Diversity

3) Demonstrates sensitivity and respect for atl co-workers’
perspectives, work styles, values and ethnic/cultural
ditferences.

. Global

a) Supports global business integration activities and
opportunities

Source: GE Lighting Technology
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do with ‘high hard, high soft’ and ‘low
hard, low soft’ but we’re not clear about
‘high hard, low soft’.” Team members
receive feedback from the team leader and
from other reviewees jointly selected by the
leader and the reviewee. This feedback is
coupled with their performance on the
financial side (see Exhibit 5).

Virtually every organization that has
implemented team structures wrestles with
the problem of how to recognize the efforts
of both individuals and teams. Organiz-
ations must first address how to recognize
individuals for their contribution and then
focus on balancing the contribution of
individuals and teams. At Johnsonville
Foods, they asked a team to design the
recognition system, with an understand-
ing that the system had to be simple, reward
individual effort, identify value added,
pay the market rate and ensure peer
involvement.

The team developed the Pay for Results
system, which not only recognizes em-
ployees for their contribution but also gives
them the capability to reward others. The
system uses between three and six capa-
bility grids, or “result blocks,” for each of
the 19 production and office job classifica-
tions. These result blocks allow an increase
in compensation as individuals progress
through them. The progression is from
basic skills to team participation to team
leadership, and people can move as quickly
as they want. For example, an individual
classified as a “Stuffer 1” progresses from
basic skills (e.g., ability to understand
schedules) to those that include technical
competency (e.g., knowing stuffing speeds)
to departmental skills (e.g., preparing
paperwork). Progress is ascertained by the
individual’s coach, the team leader and

two peers, using oral and written tests in

addition to direct demonstration and
observation.

Conclusion

Our organizations mirror our society.
As we undergo significant changes in our
social institutions, as we break new ground
in our abilities to communicate and interact
freely around the world and as new com-
petitors challenge accepted ways of con-
ducting business, the world of work will
be transformed.

The organizations visited during the
study tour have gained some important
insights into how to create high-perform-
ance workplaces. First, they recognize
that the explosion of information tech-
nologies has thrown access to information
wide open, both inside the organization
and beyond. Because employees will be
sharing information, employer-employee
trust will be critical. This trust will be built
on the organization’s willingness to pro-
vide employees with opportunities and
resources, and the employee’s willingness
to be accountable for results. This part-
nership, which will need to be flexible to
reflect increased employee mobility, will
have both financial and psychological
components.

Second, because lifelong employment
has been replaced by a commitment to
employability, organizations will be
competing for the best people: employees
whose skills set them apart. Thus, the
organization’s performance enhancers—
selection, education, communication and
recognition—must first attract and then
retain people with the skill sets critical to
the organization's success.

Third, the organization’s structures,
rather than creating boundaries, must
facilitate working together. In the com-
panies studied, the structures are the least
permanent aspect of the organization.
Structures form and re-form to enable
employees to meet organizational goals in
the best way possible.



Finally, employees are moving beyond
a role as inputs to the process of achiev-
ing organizational goals to take their place
beside customers and investors as drivers
of the organization’s success. To be high
performing, organizations need to under-
stand that employees are both the princi-
pal assets of the organization and the
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owners of these renewable assets. Indeed,
employees are becoming more like inves-
tors. As such, they need to deliberately
increase their value on a regular basis,
through the acquisition and regeneration
of skills and the enhancement of relation-
ships with other employees, customers
and suppliers.
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Human productivity and pride in work...

The core principles of
participative management

Dimitri Pojidaeff — Productive Workplaces Inc.

The only competitive advantage left is in human productivity and creating an

organizational climate that supports and enhances it We need employees who can

problem solve and display initiative and creativity.

The core principles that are required to achieve
such a climate have been well known and docu-
mented for over fifty years. Why then, haven't
they been more widely accepted and implement-
ed and why are we faced with so many flavors of
the month that are costly, time consuming and
ineffective!

New developments or buzzwords?

If the number of new buzzwords is any indication,
there are many supposedly new developments in
the field of human resources and organizational
development:

* Empowerment...

e Teamwork...

» Quality management...

« Continuous quality improvement...

» Participative management...

» Re—engineenng. ..

* Restructuring. ..

- And. of course. let's not forget excellence.

Peter Serige, has this to say in a recent article:
“The quality movement... risks being fragmented into
isolated initiatives and slogans. The voice of the cus-
tomer, fix the process not the people, competitive
benchmarking, continuous improvement, policy
deployment, leadership — the more we hear, the less
we understand.

It is not surprising that, for many, it doesn’t add up to
much more than management’s latest flavor of the
month that must be endured until the next fad comes
along.”!

So how do we. or can we, make any sense out of
all this theory and literature that we're being
inundated with? Does any of it actually work? s it
all just a fad? Where does it all originate! The
answer to all these questions is the old French
expression, “Plus ca change, plus c’est la meme
chose.” (the more things change, the more they
remain the same).

Getting to the core... What do we mean? All
of these supposedly new theories primarily
involve the core principle of transforming man-
agement practices and reforming workplaces so
that employees can utilize their own intrinsic
motivation to learn, to achieve, to gain esteem, to
improve, to look for better ways of doing things,
and in the process, to improve productivity and
maintain consistently high quality and service.

Three classic motivation theories — Let us
revisit three classic, traditional theories of human
motivation which have provided most of the basis
of human resource management theory for the
past three to four decades:

Miuziow's hierarciy... Abraham Maslow first
described his theory of a hierarchy of needs in his
book. Motivation and Personality which was pub-
lished in 1954 (41 years ago)!

Journal for Quality and Participation « December 1995
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The top of his hierarchy of motivational factors
was what he called self-actualization or the desire
to become everything one is capable of becoming;
to make the vary most of one's potential. Esteem
needs were ranked second. Both self-actualiza-
tion and esteem, can only be realized in a partici-
pative workplace which fosters intrinsic motiva-
tion through empowerment, responsibility and a
real sense of ownership, the principle which
underlies all current theories of quality manage-
ment.

Herzberg's intrinsic motivation... Frederick
Herzberg wrote Work and the Nature of Man in
1966. In that book he put forth his theory of
maintenance versus motivation factors and the
concept of job enrichment. Maintenance factors
are extrinsic to the job and include such things as
working conditions. salary and company policies.
Motivation factors. on the other hand, are intrin-
sic to the job, and include such things as achieve-
ment, recognition, responsibility, growth and the
work itself.

Today. Peter Senge writes: “'The prevailing system
of management has destroyed our people,” says Dr.
Deming. ‘People are born with intrinsic motivation,
self—esteem, dignity, curiosity to learn, joy in learning.’

Intrinsic motivation lies at the heart of Deming’s man-
agement philosophy. By contrast, extrinsic motivation

is the bread and butter of Western management... @
corporate commitment to quality that is not based on
intrinsic motivation is a house built on sand.”?

McGregor’s Theory X and Y managers...
Douglas McGregor presented his ideas of Theory
X and Theory Y in The Human Side of Enterprise,
which was published in 1960 _L. Management's
beliefs about human behavior, according to
McGregor, lead to those management concepts,
practices and procedures which foster and sup-
port that same behavior. They are to a great
extent, self—fulfilling beliefs. A Theory X view of
human behavior holds that employees dislike
work and responsibility, prefer to be led and must
be forced to do a good job. Theory Y, promotes
the use of intrinsic motivators which in turn fos-
ter the continuation of Theory Y behavior.

in the preface McGregor writes: “Without in the
least minimizing the importance of the work that has
been done to improve the selection of people with
managerial potential, | have come to the conviction
that some of our most important problems lie else-
where.
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Even if we possessed methods enabling us to do a
perfect job of selecting young men with the capacity
to become top executives, the practical gain for indus-
try would be negligible under today’s conditions. The
reason is that we have not learned enough about the
utilization of talent, about the creation of an organiza-
tion climate conducive to human growth. The blunt
fact is that we are a long way from realizing the
potential represented by the human resources we now
recruit into industry.”?

By any other name, the core is the same...
The core principles. no matter what past or cur-
rent buzzword we use to describe them, remain
the same. Employees wish to be masters of their
own fate and to have a real sense of ownership.
When provided with such an organizational cli-
mate, employees are able to use their own intrin-
sic motivation to improve productivity and main-
tain high quality and good service.

The birth of participative management (in
1947)! Dr. Alfred J. Marrow could well be called
the father of participative management. in 1947,
he was CEO of the Harwood apparel manufactur-
ing company. The workforce was comprised of
poorly educated young women from the rural
mountain areas around the plant. Productivity was
low in general and dropped by as much as 25 per-
cent every time a change was introduced.

As a psychologist, Dr. Marrow was interested in
the causes of this behavior and how to change it.
He and his colleagues found that productivity
consistently increased by as much as 14 percent
when employees were allowed to make meaning-
ful decisions concerning their own work, in other
words, participative management dramatically and
quickly increased productivity.

“Dr. Marrow ...and
his colleagues found
that productivity
consistently increased
by as much as 14
percent when
employees were
allowed to make
meaningful decisions
concerning their own
work, in other words,
participative man-
agement dramatically
and quickly increased
productivity.”
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