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Goals, Tests and Operations

GTO FOR FOLLOW THROUGH

aking cool aim on a market segment isone thing. Getting

things to happen fast enough inside your company is quite

another. The sense of urgency felt by the chief executiveis

real, compelling and overwhelming (see sidebar). Yet the
essence of strategic management is in bringing the troops along.
Bringing about a coordinated shift in direction, and doing so quickly,
may be the key to competitive advantage.

Last issue of The New Management featured the challenge of
leading the bureaucracy, of bringing about change in a bureaucratic
corporate personality. The crux of that challenge is maintaining the
energy for follow-through.

Follow-through. That is the difference between planning and
action. And itisn’t only the bureaucratic organization which falters
on follow-through. Many a company hatches an elegant strategic
plan, and down the road finds it has had little impact on how the
business runs day-to-day. Fortunately there are some simple and
powerful methods of putting plansinto action. They are called
GTO, for Goals, Tests and Operations.

Urgent and reliable follow-through is fundamentally a people
problem. And the GTO approach is a people approach. GTOisa
synthesis of proven management components pulled together to be
understandable and workable by intelligent people at al organiza-
tional levels. It organizes participation; involves interdisciplinary
teams; unbundles the psychology of change into its rational, emo-
tional and power components; shapes the work to fit the time avail-
able; focuses attention on clear goals; articulates meaningful tests of
their achievement; lays out the project into components; and uses
process disciplines to bring it to completion on time.

Sophisticated? Yes. Complicated? Not at al. Let'slook at an
example.

continued on page 2
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URGENCY

Milan Nastich, AGF Management’s
Vice-Chairman wrote:

“Thank you for sending me your
first issue of the New Management.

Y our description of corporate
bureaucracy is quite realistic based
on my experiences [as Chairman
and President of Ontario] Hydro
and subsequently in the private
sector. Incidentally the differences
areless than | thought in companies
of comparable size.

However, | do not believe that
your suggested approach, while
eminently rational, reflects the
element of urgency. Usually, the
need for changein large corpora-
tionsis so urgent that the CEQ is
unlikely to be given the timeto
carry out the change processin the
classic way you suggest. Thissense
of urgency on the part of Board
members and shareholders doesin
many cases force the CEO to adopt
processes and solutions which show
short term results. Otherwise, the
CEO may find he himself has been
subjected to arapid change....

Y our description of the new
management appeals to me since it
rings so true. But unlessthetime
element is somehow dealt with, itis
unlikely that the new manager will
succeed.”
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NEW MANAGEMENT
INSIGHTS

Future issues will feature:

THE PERFORMANCE CORPO-
RATE PERSONALITY

What to do with the company
that believesin its own image?
Attention is so focused on perform-
ance that there is no room for
failure, only incomplete successes.
That’s ok when the going is good,
but watch out for disintegration in
the clutch.

THE POWER CORPORATE
PERSONALITY

Isit possible to humanize a
culture that pays attention only to
control? Where rationality reigns
supreme, it's tough to unleash the
energy of emotional commitment
— the stuff In Search of Excellence
was talking about.

GESTALT PROTOCOLS FOR
IMPROVED GROUP DYNAMICS
I deas about how to harness the

power of Gestalt Practiceto im-
prove decision-making, overcome
resistance, and get things com-
pleted.

HOW DOES YOUR CORPORATE
PERSONALITY PAY ATTEN-
TION TO INCENTIVES?

Does your incentive pay plan
take account of what your employ-
ees pay attention to? If you don't
know the answer to that, chances
are the plan doesn't get the results
you expected.

MICHAEL PORTER ON TAPE

A new training series to put your
people into the competitive strategy
picture.
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" ... Thesupervisor isthe key to
the energy for putting quality
first, and he is motivated by pro-
duction numbers."

In amanufacturing firm, a market niche strategy relies on consis-
tent product quality. Unfortunately, quality has not been seen asa
top priority in the plant, and there is a formidable gap between the
executive decision to enhance quality and the company’ s ability to
deliver it. Thisiswhere GTO comesin.

GTO starts with the people side of implementation. Using the
issue assessment format of Worksheet #1, GTO zeroesin on the
emotional
energy that
will move
implementa-
tion forward
and focuses
attention on
the gut issues
that threaten to
block progress.
In the example,
aquality-first
strategy faces
the issue that,
“Our people
don’t under-
stand quality
compared to
production
numbers.”
Rationally, we
can see some
things that
need fixing.
But the analysis indicates the supervisor is the key to the energy for
putting quality first, and he is motivated by production numbers.
Management’ s lack of resolve and the supervisor’ s reluctance to
confront issues are power blocks to bringing about the desired
change.

In thefinal analysis we need to change the employees' belief that
poor quality is easier to make than good quality, but the stakeholder

continued on page 3

WORKSHEET #1

GTO Issue Assessment: Stakeholder Analysis

Issue: Our people don't understand quality compared to numbers

Management Supervisors Employees
1 2 3 4

- System for - Recelving
quality incen- Iinspection
tives does not inadequate
work - Specifications

- Pre-enamel are loose
disregards post

- No customer
feedback

HEAD

Technical/
Rational

LOGIC

/

- Motivated on
numbers

- Betief that poor
quality easier to
make

HEART

Charismatic/

Emotional ENERGY

- Reluctance to
confront issues
- Won't make

- Lack of man-
GUT agement
resolve on
Political/ quality numbers

Instinctive /

e

POWER
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analysis clearly indicates that the focus of implementation needs to
be on the supervisor level. Accordingly, an appropriate project team
can be brought together which includes key supervisors, lead hands,
guality assurance staff, a management information system profes-
sional and the human resources specialist who can straighten out the
incentives. This interdisciplinary team needs access to the manage-
ment level “champion” who can marshal the critical resolve.

A clear project goal, the tests by which project success will be
measured, and guidelines for operationalizing the project need to be
clearly laid out for the project team.

" Thisinterdisciplinary team needs access to the
management level 'champion’ who can marshal the
critical resolve."

Completion in the available time. That iswhat GTO promises.
GTO starts with atime-frame, breaks it up into the three essential
process components, and identifies the pivot points which can bring
the implementation cycle to completion. The GTO cycleisillus-
trated in Worksheet #2. 1t is apeople-cycle, in the sense that it

GTO Project Description: Quality First
GENERAL
IMPLEMENTATION
——
SEPTEMBER 1
9
Review With Senior
Management 8 1 =
“Buy-In" Analyze "Cost of Quality"
Plan Plant-W_Ide 7 2 - ldentify Pilot Areas
Implementation - Clarify Standards
- Communication
2 6 3 MARCH 12
Workshop With Workshop With
Implementation Team Impiementation Team
- Revise - Goals - Goals
- Tests - Tests
- Operations 5 4 - Operations
Evaluation Pilot
- Changes in Cost of Implementation
Quality
- Changes in Incentives

synchronizes the fact finding, struggle with alternatives, and action
steps which involve the key implementers.
continued on page 4
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SERVICES

Strategy

» Economic, competitive and
policy studies.

 Strategic planning programs.

» Goals, Tests and Operations
(GTO) implementation programs.

Organization

* Organizational Development.

* Organizational Analysisand
Planning.

» Executive Team Building.

People

» Executive assessment and
succession planning.

» Executive Enneagram.

» Executive team balancing and
enhancement.

* Management conferences,
executive retreats, Y PO Forum
Moderator Training.

» Performance Sharing Incentive
Plans (PSIP).

* Management Development &
Training in the Human Side of
Enterprise.
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FORUM...THE ESSENCE OF YPO

YPO International Forum Chairman, John Galston, and Don Fowke
discuss draft of FORUM...the essence of YPO in Mexico City.

Bonnie Fowke conducting YPO Forum Modera-
tor Training programin Washington, D.C.
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Every month more than
4000 presidents and
1200 presidents
spouses sit down
together in confidential
groups of 12 to discuss
business and personal
issues. Thisisthe

Y oung Presidents
Organization’ s famous
“Forum” program now
in its 17th year.

Bonnie and Don
Fowke bring their
organizational develop-
ment skills together
with their own Forum
experienceto train YPO
members and their
spouses to moderate
these popular Forum
groups. Imparting a
blend of group dynam-
ics know-how, personal-
ity theory and good
Forum practices, the
Fowkes simulate Forum
meetings, allowing

continued top of column 2
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participants to learn just how good
it can be, and how to make it so.
The moderator training programs
arecarried out in citiesal over
North America, Europe and the Far
East.

Also for Y PO, Bonnie and Don
Fowke have authored FORUM
...the essence of YPO, a 118 page
booklet packed with everything you
need to know about Forum. Just
published by the Y oung Presidents
Organization in Dallas, the booklet
outlines benefits, keys to success,
norms, Forum meeting detail,
development processes, techniques
for improving Forum vitality as
well as historical information on
Forum, spouses and 49ers.

GTO, from page 3

In the example, the team is given
atwo-month period to “grope” with
the cost of quality measures, to
clarify quality standards, and to
define apilot project area. A team
workshop shifts the program into
pilot mode where it can “gripe”
with the implementation issuesin a
contained arena. A second work-
shop four months later allows
consolidation of the goals, tests and
operations for general implementa
tion. Thecycleis brought to
completion with general implemen-
tation and communication plans,
and senior management “buy-in”.
These actions solidify the sense of
“group” resolve for implementa-
tion.

By September, this cycle of
“grope’, “gripe” and “group”
converts the strategic objective of
quality first into a plant floor pilot
tested action program dedicated to
making it happen.

Thereisalot of powerful psy-
chology in the GTO process, but it
has handles on it for people.



