BACK TO THE
COTTAGE

Chapter 7: Searching for a Strategy

by John Sipple

few months later we arrived in approaches. | had no clear ideaThe business had deteriorated

Perry, Florida and got to work. how to even approach the badl d d |
The business had deteriorated beast. adly, and seemed near tota

badly, and seemed near total collapse. One thing was clear; collapse. The workers were

The workers were very bitter toward whatever strategy we chose bi d th
the company and its leaders and,  would require rapid very bitter toward the company

frankly, the place felt out of control. implementation. Thiswasno and its leaders and, frankly, the
But | found people with a great deal time for extensive research and

of technical skill b testimony to betteanalysis B though we had to doPIace felt out of control.

years. a little just to bgure out where

| was overwhelmed by the to begin. approaches to_ management and had
magnitude of the problem. | had no | discussed all of this one day witll?e_en brought in as part of the effort
experience with OsmokestackO Ken Stuparyk. Ken was a Canadian, to Improve per.formance at Foley.-
industry, either in terms of specibc recently transferred from our plant in | instantly “kec_j Ken. He was in
technologies or management Grande Prairie, Alberta. He had high gear all the time but he had

experienced more advanced enough sensitivity to stop and listen to
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a good idea or a concern. Ken working on pay and progression knew a lot about how to accomplish
lamented the overall resistance to  ideas.” these things in new facilities and
change in the organization b a Guessing that this wasn't all that organizations but we hadn't hit on a
problem made worse by a ban on  was going on, | asked Ken to tell me formula for transforming existing,
hiring. He felt totally stymied in his  what else they had been tryingto  traditional systems.
efforts. accomplish in addition to making a | recalled the struggle | had when
little pulp. He outlined several more | was brst asked to consider the job at
There was no doubt this was initiatives, including a group trying to Foley, and the events leading to my
. . . Pgure out how to improve technical decision. | had done a complete about
the most difficult situation | reliability and another working on a face regarding the opportunity here,
had ever encountered. new computerized control system. and my mission had become clear.
It seemed to me the organization'3’he immediate problem was that
) ] ) . leaders didn't really know what to do,there was no clarity about how to
accompl'sh th?se things in new fa(_:'“t'@éthey were trying everything, hopingccomplish the mission.
and organizations but we hadn't hit 0fyr a breakthrough. While this may Then agaihthought,maybe | do
a formula for transforming existindhave seemed like a smart way to ~ know how to d@ier years of
traditional systems.tackle the difPculties, it put such a  working with a variety of

We knew a lot about how to

drain on resources that it only organizations | had learned how to
| asked Ken what his approach aggravated the problem. Of course, move toward an objective fiyvolving
had been up to that point. He the people saw all this as something rather thandirectingeople. The more

explained that they had organized ~ crazy that "management” was behind. worked this way, the more it fell into
project teams with people from acrosd hey grew more and more cynical  a fairly predictable approach with
the organization, including managersand the business results grew steadilfeasonably predictable results. My
and hourly workers. worse. new situaition was very different, but

"What do these cross There was no doubt this was the that didnOt mean the philosophy
organizational teams do," | asked? Mmost difbcult situation I had ever wouldnOt work just as well.

"Well, one of them is working on encountered. P&G was just beginning | also thought about my roots, my
communications,” Ken answered, the transition of older, “traditional”  Cottage days, and the values I learned
"another is studying organizational Work systems to "high involvement” there. | remembered the lesson |
structures, and a third has been and "high performance" systems. Welearned making the jewelry box for
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my sister, and my father's the picture and decide if they wantedwhich strategies and tactics would

admonishment that if it was worth  to make the journey. propel them forward and which
doing it was worth doing right. It had "Once people know where they would create drag. Knowing whabt
become crystal clear that these valueare going, what is their next to do is as important as knowing what
played a signibcant role in allmy  question?O | asked Ken, to do.
efforts to involve people in He responded quickly, "Oh, that's ~ Moving left across the page, the
organizational change. easy; they'll want to know how to get next word on my diagram was

. there and what to do next?" PARTICIPATION . Below it | drew
The Four POs "ThatOs what | would wantto  a stick Pgure person and said, "Once

| began sketching out a simple  know," | agreed and to the left of the we know where weOre going and what
diagram to show Ken what | had in word PURPOSE | wrote the word  to tackle prst, there is a logical next
mind (see diagram on next page). In PLANNING and sketched out question."
the upper right hand corner | wrote several arrows in the general shape of Ken hesitated, "I'm not sure what
the wordPURPOSE, and below it a rocket ship. | labeled the lead arrowyou mean."
sketched concentric circles to look liké&objective," the next group of arrows,  Olmagine yourself as a member of

a target. | wrote the questions, OWhalstrategies," and the Pnal group,  the organization,O | said. OWe've done
are we here for and where are we  "tactics." some things to help you picture where
going?" | explained my conviction From what Ken described earlier we are going, and you like what you

that these are the prst questions it was clear they were working on  see. And we've worked on developing
people in any organization ask, and several tactics but lacked a clear a plan to give you a clear
it's up to the leaders to answer them.understanding of where it was all  understanding of how we will make

After all, why should we expect leading. Once people understood thethe journey. At this point, what would
people to be excited about going to aultimate purpose and the primary  you need to know?"
unknown place? objective toward achieving that Ken thought for a moment, "

| said our answer had to include purpose, then an orderly plan could guess it would be like getting involved
more than the destination: it must  be developed to focus effort and in a sport of some sort. Once |
paint a picture of what the create synergy. determined what it was all about and
destination would look like when we With clear understanding of the knew I'd like to get involved, my
got there, with enough detail for purpose and near-term objective it question would be something like

individuals to envision themselves in would also be possible to determine

Inside ] Work Back to the Cottage Chapter7! <mm 3/6 mEp


http://www.insidework.net/web/index.html?utm_source=www.insidework.net&utm_medium=PDF&utm_content=Chapter%207&utm_campaign=Back%20To%20The%20Cottage

whatOs my position? What position do | "True,O | admitted, Oand we have "Ken, thereOs one more part to

play?" to answer the question for them eventhis picture, and it may be the most
"You've got it," | said. if they aren't asking it yet. Giving important part of all." I wrote the
"But what if some don't really them a part to play can go a long wayord PRINCIPLES below the rest

want to play? Ken ventured. Ol can't in connecting their hearts and minds of the diagram and around the word

imagine everyone just jumping on theto the overall effort. sketched what | hoped would look like
band wagon!" a wall or a foundation. Above the
PARTICIPATION PLANNING PURPOSE

Tactics Strategies Objective
—>
—

—>
]
—>

—>

What do we do next? What are we here for and
(How will we get there?) where are we going?

S

BEHAVIORS

t

| | |
| | | | |  PRINCIPLES | | |

What are the guidelines for the journey?

What is my part to play?
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word PRINCIPLES I wrote the word the entire organization will behave in things on the plate to give anything

BEHAVIOR and drew an arrow similar fashion. Leaders who 'walk theroper attention and quite a few
connecting the two words. talk' are leaders people are more aptthings got no attention at all.
to follow." The organization viewed current
As | sketched, | explained that Ken was getting excited now: management efforts as just one more

PRINCIPLES are the shared values "And if byleadesggu mearall leaders trip around the block that would yield
and beliefs of an organization, and B managers, union ofpcials, natural no more than the one before (or the
they determine the overall character leaders in the organization, then this one before that). In those brst days at
or BEHAVIOR of that organization. really becomes powerful. | can see Foley | often heard, "We were here
"For example, if there is a shared  where nearly everyone would want tobefore you came and we'll be here
value or principle that says order to get on board." when you leave and nothing much
be successful we must support each othéexactly. All the leaders you will have changed." The organization
then that should result in the behaviomentioned have the ability to lead  was understandably apathetic and
of people working together more and theywill lead one way or another.unmotivated to participate beyond,
effectively than an organization that Best we try to get them all on the  "Just tell me what to do, and I'll do it."
does not embrace that principle.”  same page.” The unsaid part was, "But don't
As we talked through this expect me to think about how to do it
Ken said, "I guess the question approach and assessed where the better.”
that goes with this one is, 'What are Foley organization stood, three issues As we discussed how to
the guidelines for the journey?" became clear. First, although some implement the model weOd sketched
"That's a great way to think abouteffort had been made to clarify the out, Ken said, "l see now that I've
it. Principles act as guidelines for ~ organization's purpose, much more been making a bad situation worse.

behavior in the organization. In was needed. The purpose simply  The business is running poorly, and

effect, they function as a kind of wasn't clear to folks. Second, there I've been trying to get the

foundation.O was a pretty decent set of principle management team to accept several
| went on to describe how statements, but they were irrelevant taew initiatives at once. I'd be lucky to

important it is for leaders to model the purposes of the company since get them to accept even one!"

the principles and behaviors. "If the they were largely ignored. Third, the ~ "Ken,O | said, Olet's say that our

leaders do this consistently, people wiktion plan needed a much sharper primary objective is to get this
begin to follow their lead, and soon strategic focus. There were too manybusiness out of the ditch and on the
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road to success; what key strategy Sure enough, an idea began to success of several P&G

would we pick brst to make that emerge! We would stop all of the  manufacturing facilities in the United
happen?” teams that had been formed and States, Canada and Germany. In his
Ken replied, "There would have constitute just one new team of professional career, John was involved
to be something about technical representatives from across the in over 20 successful organizational
reliability. And our process isn't organization. And we would invite  start-ups or change processes, and is

producing good quality. Then there them to be involved in determining an expert in change management
are the environmental issues. And of the strategy. Of course, it wouldn't bestrategies.

course the awful trust issue between much of a team to begin with. We John and his wife Kathie have
the workers and management gets inwould have to develop that in real  three married daughters, and eight
the way of everything!" time and then, together, identify and grandchildren. They live in

ThatOs how Ken and | began our tackle theone thirthat could move us Fayetteville, Georgia (Atlanta) and are
campaign to get Foley out of the ditcliorward. very active in a number of volunteer
and rolling forward. What we really activities including The Navigators,
wanted was one solid strategy to About the Author for which John serves as associate
overcome inertia and leverage Contributing author John L. staff, and Global Commerce Network,

everything else that was stuck. We Sipple is the President of the Businegsr which John is a board member.
worked on this at some length with Resource Network, a management

the rest of the leadership team and | consulting Prm that specializes in For more articles and resources at
imagine our desire to bnd thame executive coaching and leadership the intersection of faith and business,
thingsounded like a pipe dream to  development. Since founding the  visit us atvww.insidework.net

them. But | was unwilling to give up Business Resource Network in 1996,

the quest. | Pgured the organization John has worked with management © 2007 by John Sipple. Reprinted
was so unstable that, at best, we migtgtams ranging from entrepreneurial with permission.

pull off one thing in addition to start-ups to Fortune 500 corporations.

running the base business, poor asit  John has over 30 years experience

was. Because the situation was so in corporate management, at both

tenuous, we had to be right about thaPupont and Procter & Gamble. He

one thing B | wasn't counting on a  held numerous management

second chance. positions, and was responsible for the
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