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Many organizations establish a vision, a strategic plan to achieve this vision, and goals and objectives to measure progress.  Other organizations simply react to the environment and the external factors that affect them.  It may be time in either case to align (or re-align) your organization.  In the first case, the environment and factors that dictated your initial plan may no longer be relevant.  New and exciting developments may require a new approach.  In the second case, the chaos associated with little or no planning may have become intolerable or even disastrous.  An executable strategic plan may be the first step to recovery.   
What follows is a synthesis of a process developed by Dr. Ben Nieman, co-founder of Chrysalis, an organizational effectiveness consulting firm.    Raytheon licensed Dr. Nieman’s approach as part of their Visionary Team Planning (VTP) training for Raytheon Six Sigma Experts (Black Belts).  VTP assisted business leaders in their strategic planning process by identifying potential high value Raytheon Six Sigma Projects and Initiatives that supported the business unit vision.  The approach laid out below also draws on Dr. Nieman’s commercial version of VTP as described in his book: 
Slay the Dragons, Free the Genie: Moving past negativity and resistance to get great results:   Bennett A. Nieman
http://www.amazon.com/Slay-Dragons-Free-Genie-negativity/dp/0974735701

Session and Team Size:   The process described below works well with groups of 12 to 30 divided into team sizes of 4 to 7 members.  Teams smaller than four generally reach consensus too quickly (groupthink) and more than seven often get bogged down in the point and counterpoint that ensues with a larger team size.  Total time, in my experience is from 5 to 8 hours plus time for breaks and lunch.

SPACER:  I encourage you and your team to use something like the embedded SPACER chart (after step 9. below) to facilitate meetings.  Generally accepted “code of conduct” items for meeting management, as well as an icebreaker that you might want to use before you start your session – the Unwanted Visitors game – are on the next chart.  Introducing the Likes Concerns Suggestions (LCS) approach to issue resolution might be helpful at the outset as well.  Note also that the SPACER approach (minus the S) is useful in organizing meeting notification emails or required actions.  SPACER became a de facto standard at Raytheon as they implemented their Raytheon Six Sigma program.  
 
A Nine-Step Alignment Process

1. What is your vision for your organization 3 to 5 years in the future?  Your PEO organization or Program Office probably has a vision statement.  Don’t reinvent the wheel.  Leverage and complement it with your mission.  Don’t spend more than about 30 to 45 minutes on this or you’ll end up "wordsmithing" and wasting precious time for more productive thinking.  This merely sets the stage.  In fact, if your PEO or PM has a decent vision statement and you feel aligned with it, skip this step altogether.  That said, here is an approach:
Developing A Vision Statement
· Role Play that it is five years from now and a Defense News reporter is here to find out about how we lived and accomplished our vision for our program(s) over the past five years.  Group gives the highlights a recorder posts to a flip chart or two.
· With the items on the wall chart as a reference, have individuals develop vision statements on 3 x 5 file cards of 40 words or less.
· Then pair up with a partner to make your merged statement shorter. Combine into larger teams until you have two or three statements on flip charts at the front of the room.  Combining goes like this:  individuals became a pair, which becomes a group of four, etc.  When you’re down to two or three groups of whatever size, you should have two or three vision statement straw men.
· For each statement, ask the groups that didn’t author that particular statement what parts of each they like best – highlight or circle these for use in developing the next chart.
· Working on a blank flip chart, work with the group to craft a statement, using the best of the best from the other charts.
· When the group is moderately satisfied say, “Okay, we are going to leave this now and come back to it and the end of the day.  Is everyone okay saying this is a working draft version of our vision statement?” When you get that agreement put the flip chart page that holds the vision statement on the wall and move on.

2.  Identify Key Result Areas:   From the list of candidate KRAs choose as many that support your vision. Prioritize the top five.  Your team must be involved in this process.  Ideally, you would have polled the team members before this session to identify their candidates for KRAs.  That said, YOU select the most important since YOU are the primary stakeholder and sponsor.  Record each at the top of a giant post-it chart as shown in 3., below, and put them on the walls  of your working area.  Try to separate the charts as much as possible so that teams won’t have traffic jams when you send them to the walls later.   Sample Key Results Areas are shown below.  Make up your own to fit your challenges.  

Sample Key Result Areas

	· People
· Organizational Battle Rhythm
· Budget Justification
· Morale or Trust Building 
· Customer Satisfaction
· Employee Satisfaction
· Communication
· Building a Winning Team
· Growth
· Horizontal Integration
· Vertical Integration 
· Technology Evolution
	· Lean Six Sigma 
· Value Steam Improvement
· Cycle Time Reduction (Schedule improvement)
· Technical Performance Achievement 
· Cost Reduction
· Joint Program Management
· Foreign Military Sales
· Productivity 
· Innovation
· Organizational Structure
· Add yours here!!



NOTE:  You'll generally develop more than five initial KRAs during this session.  That's OK.  Don’t discard the extras, put them on a separate chart in list form and as you develop Projects and Initiatives later, see if these KRAs are supported and if not is that critical and requires a relook.  Spend around 30 minutes to 45 minutes ensuring common understanding of the KRAs.

3. Develop Current State and Year End States:  Now that the wall charts are up, divide your folks into teams (as indicated earlier) and rotate among the charts and fill in the blanks for Current State (the “as is” state) and Year-End State (the “to be” expectation) using a “carousel brainstorming” approach.  Each team starts at a separate KRA, adds one Current State, and Year-end State, but not milestone(s), and then rotates to the next KRA chart.  Note well: one Current State and Year-end State per team per KRA.   Exception:  teams can add comments to existing comments.  Rotation continues until the teams address the most important Current states and Year-End States and declare victory.  "Most important" is best arrived at by consensus but you are the final judge.  I recommend Sticky notes and broad tipped markers.  Ask your team to write in at least half-inch letters and to be concise – phrases not complete sentences are preferred.   About 10 minutes max per KRA Chart is plenty.  My experience suggests 60 to 90 minutes for this phase.  Each team should have a timekeeper to keep on track.  DO NOT do Milestones during this round.  In Step 4, you will develop Milestones which are your  “what by whens” and which become attributes of Projects and Initiatives that you will subsequently prioritize for accomplishment.   
	
	KRA TITLE HERE

	
	CURRENT STATES
	YEAR-END STATE
	Milestones 

	Note:  
1. There may be several “Current States” for each KRA.  For example, Org Structure:  
a.  does not support effective horizontal integration  
b.  has clearly misaligned skill sets
c.  is staffed to only 60% of authorization

2.  Where it says Year-End State, typically these align with individual Current States, but you could lay them out by Year 1, Year 2, etc.   Make the tool work for you by organizing things to fit your needs.
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						                        	   Finish this part first	                 Then this                        


4. Complete discussion of the Current State (CS) and Year-End States (YeS) pairs and develop Milestones.  When finished with your carousel brainstorming, you’ll have lots of stickies in the Current State column.  “Affinitize” or group them based on similarities.  Same for Year-End States.  Re-write each Current State “pile” with a common statement.  Same for Year-End States. The discussion should focus on achieving a common understanding of the real meaning and intent of the sticky notes.   After reaching consensus, carousel brainstorm for milestones – again using the stickies and marker technique for each Milestone.  Milestones, as indicated above, should include a “what by when.”  For example, in the note next to the table above, you might address the “horizontal integration” issue with: “MS 1 – Discuss integration and communication gaps with IPT leads within two weeks.”  Again, teams should start with one CS and YeS pair and work Milestones for that pair and then move to the next KRA.  Comments on existing comments are welcome as well.   Similar to the step above, expect 60 to 90 minutes for this step.

5. Vote and Prioritize.  Then give the teams sticky dots equal to no more than a third to a half the number of Year-End States that you’ve developed.  Example:  for 15 CS/YeS pairs, the teams would receive around 5 dots per team member (no more than 7 or 8).  For 10 CS/YeS pairs, the teams would receive 3 to 4  dots per team member and no more than 5 to  6. Have each individual vote on which Year-End States to tackle first by placing the dots next to them.  If passionate about a state, allow them to put up to three votes on it (for example).  An alternative is to have your team members vote using the H-M-L (high, medium, low) approach.  Number of votes per person would be as described for the dots and they would merely write H, M, or L next to each CS/YeS pair.  They have to be on the honor system with this approach since you aren’t giving them something like dots that you can account for.  The goal is to find a way that helps you prioritize and which leads to a manageable set of outcomes.  Expect around  10 to 20 minutes for this.

6. Establish Projects:  Take the top five vote getters or so (at least one in each KRA area regardless of votes – generally – but you are the judge of criticality) and classify them as Projects.  These you want to resource, to assign Champions to run, and receive periodic progress updates, and which are important enough to begin almost immediately.  These really need to be the high payoff areas that support your KRAs and are usually more near-term (less than a year) or mid-term (less than two years).  The key is to prioritize the heavy hitters, assign a Champion to each, identify the people resources to work with this champion, and establish a disciplined project update process – before you leave the room.  People need to know they are accountable to and resourced by the boss.  It doesn’t matter if you have more Projects than the number of teams in the room.  Set the stage early by letting your teams know that every project must have a Champion.  You’ll probably have 5 to 7 Projects and my experience suggests 5 to 8 minutes discussion on each to achieve common understanding for a total time of 30 minutes to one hour.  Presentation to the group occurs after step 8.

7. Establish Initiatives: Take the remaining YeS items and prioritize them as Initiatives  -- areas that you want to work as time and resources permit.  The dots or lack thereof will help you organize for combat.  There may be year 2 through year  “n” states that fall into the initiative category.  Assign Monitors to each.  They may ultimately become Champions if the Initiatives become Projects.  Include the Monitors at you progress updates to see if the initiative is worth monitoring or if has become low value.  No need for much discussion at this point so I would anticipate no than 10 to 20 minutes on this step.

8. Milestone Refinement:  Let the Champions ask for volunteers to work on a project with them.  You as the leader can assign people to project teams if necessary but volunteers (with the right skills) are preferred.  The Champions then work with their teams to clean up the milestones and make them more descriptive.   Milestones were a way to give more information on a potential “solution specification” – a what by when – than simply the phrases that described the YeS.  Milestones should be measurable, time phased events that demonstrate “goodness” with respect to achieving the YeS.  Review these as a group with your project teams.  Refinement and briefing each group’s project traditionally takes 5 to 10 minutes per project.  Total time varies from 30 minutes 75 minutes depending on the complexity of the Project and its Milestone(s) “solution specification.”

9.  Project Battle Rhythm: At a minimum, each Project team should follow a disciplined approach.  Here is one in plain language:
a. Validate that there is a common understanding of “success” for each Project and its milestone.  Does this align with and support the top-level vision developed earlier? 
b. Identify and engage the stakeholders and process owners that the team needs to involve.
c. Review the “as is” or Current State and then characterize the “to be” future  or YeS state by clearly laying out what the end game should look like, how you measure success, and what is achievable (watch out for scope creep!). 
d. Identify factors that impede milestone achievement.   Prioritize these factors and assign as actions for improvement action.
e. From your characterization of the YeS, develop the steps for your improvement plan and then do a “walk through” to identify gaps. Fix those gaps then implement the improvements.
f. Follow up periodically to ensure that your plan continues to provide the expected results and adjust fire as necessary to ensure a continuous process improvement environment.

Tailor this approach with your Project Champions to develop a battle rhythm for progress reporting that suits your needs -- their chartering stakeholder. Establish this Battle Rhythm before you leave.  Experience suggests 30 to 45 minutes to achieve consensus and closure.
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Generally Accepted Rules

• LCS (Likes-Concerns-

Suggestions)

• Absolutely no personal attacks

• Demonstrate mutual respect 

• One conversation at a time

• Don’t talk over people

• Be on time

• Cell phones /pagers 

/Blackberries on stun or off

• No whining!

• Limit comments to 2 minutes or 

less so others can contribute

• Support your point with facts 

and data

• Active listening:  hear and give 

feedback on what you heard

• 3-knock rule if individual/group 

starts down a rat hole

• Use the Parking Lot for 

unresolved issues

• You favorite here!!

Adopt The “I Can Live With It” Approach To Consensus

• Thumbs up = Agree; let’s move on

•Thumbs sideways = I can live with it; let’s move on

• Thumbs down = I cannot live with it; I’m concerned because…

Avoid The Unwanted Visitors

Have each individual identify their top two “visitors” and give 

a code word to the group to remind them to “stifle” when that 

visitor shows up!  This approach gets the vulnerability our of 

the way early in the project effort and helps avoid conflict.

Storyteller: goes on and on with something not germane to 

the issue at hand

Wallflower:  inherently shy and doesn’t get engaged

Interrupter:  doesn’t let teammates finish their point

Repeater…Repeater: thinks saying it over and over again 

convinces you

Side Talker:  decides that his side conversation is more 

important than group’s

Rambler:  just where is this person going and why would I 

want to follow them???

Cowardly Lion: participates but never offers anything that 

might be challenged

Generalissimo:  tries to take charge of every situation

Withdrawer:  group dynamics and activities make this person 

uncomfortable

Hurt Puppy:  thin-skinned and will withdraw when feels 

personally attacked
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Generally Accepted Rules

 LCS (Likes-Concerns-Suggestions)

 Absolutely no personal attacks

 Demonstrate mutual respect 

 One conversation at a time

 Don’t talk over people

 Be on time

 Cell phones /pagers /Blackberries on stun or off

 No whining!

 Limit comments to 2 minutes or less so others can contribute

 Support your point with facts and data

 Active listening:  hear and give feedback on what you heard

 3-knock rule if individual/group starts down a rat hole

 Use the Parking Lot for unresolved issues

 You favorite here!!

Adopt The “I Can Live With It” Approach To Consensus

 Thumbs up = Agree; let’s move on

Thumbs sideways = I can live with it; let’s move on

 Thumbs down = I cannot live with it; I’m concerned because…

Avoid The Unwanted Visitors

Have each individual identify their top two “visitors” and give a code word to the group to remind them to “stifle” when that visitor shows up!  This approach gets the vulnerability our of the way early in the project effort and helps avoid conflict.

Storyteller: goes on and on with something not germane to the issue at hand

Wallflower:  inherently shy and doesn’t get engaged

Interrupter:  doesn’t let teammates finish their point

Repeater…Repeater:  thinks saying it over and over again convinces you

Side Talker:  decides that his side conversation is more important than group’s

Rambler:  just where is this person going and why would I want to follow them???

Cowardly Lion: participates but never offers anything that might be challenged

Generalissimo:  tries to take charge of every situation

Withdrawer:  group dynamics and activities make this person uncomfortable

Hurt Puppy:  thin-skinned and will withdraw when feels personally attacked



Code of Conduct Considerations (C3)
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1.   

LISTEN 

to someone pitch a new idea

2.   

LIKE

: Acknowledge what you like about the idea (try to 

come up with three things).

3.   

CONCERN

: Express whatever concern you have about 

the idea. 

4. SUGGEST: 

For each concern, make a suggestion to 

either deal with that concern or to make the idea 

better.

This approach avoids immediate conflict, forces YOU to think more 

thoroughly about the idea, and often helps generate new ideas 

from other stakeholders.  It’s a powerful tool (and often works with 

teenagers and spouses as well!).  You’ll see this approach listed 

as the first of the “Generally Accepted Rules” on the next chart, 

Code of Conduct Considerations (C3). 
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1.   LISTEN to someone pitch a new idea

2.   LIKE: Acknowledge what you like about the idea (try to come up with three things). 

3.   CONCERN: Express whatever concern you have about the idea. 

SUGGEST:  For each concern, make a suggestion to either deal with that concern or to make the idea better.

This approach avoids immediate conflict, forces YOU to think more thoroughly about the idea, and often helps generate new ideas from other stakeholders.  It’s a powerful tool (and often works with teenagers and spouses as well!).  You’ll see this approach listed as the first of the “Generally Accepted Rules” on the next chart, Code of Conduct Considerations (C3). 

Likes – Concerns – Suggestions L-C-S
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S.P.A.C.E.R.

• S

afety

– Start with a safety tip.  At an unfamiliar location, point out exits, 

restroom location, emergency signals, and any room hazards 

such as IT or power cables.

• P

urpose

– What are we here to accomplish?  Why?  What’s in it for them?

• A

genda/Objectives

–

Identify the steps to achieve the purpose.  End each meeting 

with action items and owners, next steps, and agenda items 

for the next meeting.

• C

ode of Conduct

–

Assure the team treats everyone with respect, builds on 

ideas, and has a process for making decisions and resolving 

conflict.

• E

xpectations

–

Ask:  “Does the agenda meet everyone’s expectations?”  

Modify the agenda if the answer is “no.”   At the end of the 

meeting ask:  “Does the path forward meet expectations?”

• R

oles and Responsibilities

–

What roles should be assigned to keep the meeting on track? 

(Facilitator, Leader, Process Checker, Recorder)  Assign 

responsibility for action items before adjourning.
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S.P.A.C.E.R.

Safety

Start with a safety tip.  At an unfamiliar location, point out exits, restroom location, emergency signals, and any room hazards such as IT or power cables.

Purpose

What are we here to accomplish?  Why?  What’s in it for them?

Agenda/Objectives

Identify the steps to achieve the purpose.  End each meeting with action items and owners, next steps, and agenda items for the next meeting.

Code of Conduct

Assure the team treats everyone with respect, builds on ideas, and has a process for making decisions and resolving conflict.

Expectations

Ask:  “Does the agenda meet everyone’s expectations?”  Modify the agenda if the answer is “no.”   At the end of the meeting ask:  “Does the path forward meet expectations?”

Roles and Responsibilities

What roles should be assigned to keep the meeting on track? (Facilitator, Leader, Process Checker, Recorder)  Assign responsibility for action items before adjourning.
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Describe SPACER as a tool which can be used to lead off any meeting. It’s purpose is to focus the group and gain understanding and buy-in for a team or meeting’s objectives.

SAFETY: Point out exits, restrooms, cafeteria, phones. Breaks for 10 minutes every 1:45.  2 in morning, 2 in afternoon.  We will have a working lunch.

PURPOSE: Provide you with an understanding of R6S principles and basic productivity tools so you can execute an improvement project in your work area and become Qualified.

AGENDA: We just covered in previous slide and the block agenda on the wall gives approximate times.

CONDUCT: Invite suggestions – typical rules include: full attention, beepers/phones in stun mode, one conversation at a time, no question is a bad one, push back and challenge instructors and each other in a polite way.

EXPECTATIONS: Mention that you will gather their expectations going into this course on post-it notes just prior to our first break ( 1 expectation per post-it note) and that you will use them to demonstrate another R6S tool, the affinity diagram to draw out common expectations from the group

ROLES/RESPONSIBILITIES: Introduce instructors who will answer questions to best of ability, ask for engagement and full attention over next 2 days.  Rosters with contact information will be circulated for completion.  Parking Lot issues will be followed up by instructors.



Generally Accepted Rules

 LCS (Likes-Concerns-Suggestions)

 Absolutely no personal attacks

 Demonstrate mutual respect 

 One conversation at a time

 Don’t talk over people

 Be on time

 Cell phones /pagers /Blackberries on stun or off

 No whining!

 Limit comments to 2 minutes or less so others can contribute

 Support your point with facts and data

 Active listening:  hear and give feedback on what you heard

 3-knock rule if individual/group starts down a rat hole

 Use the Parking Lot for unresolved issues

 You favorite here!!

Adopt The “I Can Live With It” Approach To Consensus

 Thumbs up = Agree; let’s move on

Thumbs sideways = I can live with it; let’s move on

 Thumbs down = I cannot live with it; I’m concerned because…

Avoid The Unwanted Visitors

Have each individual identify their top two “visitors” and give a code word to the group to remind them to “stifle” when that visitor shows up!  This approach gets the vulnerability our of the way early in the project effort and helps avoid conflict.

Storyteller: goes on and on with something not germane to the issue at hand

Wallflower:  inherently shy and doesn’t get engaged

Interrupter:  doesn’t let teammates finish their point

Repeater…Repeater:  thinks saying it over and over again convinces you

Side Talker:  decides that his side conversation is more important than group’s

Rambler:  just where is this person going and why would I want to follow them???

Cowardly Lion: participates but never offers anything that might be challenged

Generalissimo:  tries to take charge of every situation

Withdrawer:  group dynamics and activities make this person uncomfortable

Hurt Puppy:  thin-skinned and will withdraw when feels personally attacked



Code of Conduct Considerations (C3)





1.   LISTEN to someone pitch a new idea

2.   LIKE: Acknowledge what you like about the idea (try to come up with three things). 

3.   CONCERN: Express whatever concern you have about the idea. 

SUGGEST:  For each concern, make a suggestion to either deal with that concern or to make the idea better.

This approach avoids immediate conflict, forces YOU to think more thoroughly about the idea, and often helps generate new ideas from other stakeholders.  It’s a powerful tool (and often works with teenagers and spouses as well!).  You’ll see this approach listed as the first of the “Generally Accepted Rules” on the next chart, Code of Conduct Considerations (C3). 

Likes – Concerns – Suggestions L-C-S





image1.jpeg









SPACER






