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The Center’s simple tools and careful facilitation got
us moving. We’d been trying to do too much. Our
first Projects Summary showed we’d overcommitted
ourselves. Our new 1-page Goal Tree clarified priorities
and unlocked energy to focus on the big picture.

— Bob Wabhlin,
President,
Stoughton Trailers

The Management Self-Audit provided extraordinary
results. After an hour’s training, our team spotted gaps
and strengths and agreed quickly on what to prioritize.

The Index gave me and the board confidence nothing
was overlooked. The conversation helped everyone see
how everyone connects and contributes.

— Ruth Schmidt,
Executive Director,
WECA

I’d used The Center of Management Terms & Practices’
Index to conduct our planning, so I was happy to
participate in one of their local seminars on its Toolkit.
I've rarely seen 30 executives as engaged! It’s now
a tool we use to help us quickly understand our real
priorities: our sales closing rate took a big step up.

— Ed Purcell,
President,
Vertical Greenwalls



As a lawyer, I've used The Center’s Toolkit for years and
it’s not only helped me as head of the office, but also
improved my understanding of how my CEO clients
think and of the language they use.

— Tim Stewart,
Managing Partner,
Dewitt Law Firm

The General Management Index helped me and other
family business members have confidence we were
covering all the issues and speaking the same language.
The Goal Tree gave all of us powerful focus quickly.

— Jeff Lerdahl,
President,
Lerdahl Business Interiors

My Workgroup at The Center helped me craft the three
‘Hard to Ask’ questions that our management team
used to make a really tough decision. The Workgroup
peers listened carefully and gave me both the ideas and
the confidence to lead this career-critical conversation.”

— Susan Dineen,

Marketing Director,
ACS
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7 = Putting the
Standards to Work

It's best to have your tools with you. If you don't, you're apt to find something you didn't
expect and get discouraged.” — Stephen King

Did carpenters fidget and resist when the first portable elec-
tric drill came to market in 19162 Of course. But not for long:
the advantages of this new tool were so big.

New tools are scary

Drilling Into the Generalist’s Four Duties

The previous chapters described the general applications of
STANDARDS the ethical, technical, and developmental standards of man-
agement. On the next pages, we'll introduce an integrated
set of tools for a manager’s core duties of meeting manage-
ment, planning, process management, and project oversight.
These one-page tools can be downloaded at no cost at “The

Ethics |+ Techiical « Developments| Toolkit” at www.index.net. You'll learn how they build on
the standards and relate to one another.

The first time through feels awkward, but like the carpenters of 1916, you'll soon see
how these new tools make you more productive, which makes everyone’s work more
profitable and rewarding.

TOOLKIT

*  1/4-Page Meeting Planner (1/4)
e Goal Tree (GT)

e Management Self-Audit (MA)
*  Projects Summary (PS)

Meetings * Goals » Audits  Projects
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ATOMS & ORCHESTRAS: THE CASE FOR STANDARDS-BASED MANAGEMENT

Math prodigy and physicist Blaise Pascal wrote, “I'm sorry this letter is so long. I
didn’t have time to write a short one.” Years of refinement by hundreds of experienced
managers distilled these four tools to one page each. Nobody reads page two anymore.

We're In It Together

The tools are integrated. The Projects Summary gets its direction and priorities from
the Goal Tree. The Management Self-Audit identifies projects for process improve-
ment. The 1/4-Page Meeting Planner focuses these critical discussions. And all of the
tools rely on The Index to be clear and technically complete; all assume every decision
meets a high ethical standard.

Placed side-by-side, the tools let everyone trace how they contribute to the plan, to

productivity, and to projects that matter. A medical foundation manager said, “Now I
see how what I do helps you folks!” People love to help each other succeed.

Let’s open The Toolkit.

A
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7: Putting the Standards to Work

TOOL 1 of 4: 1/4-Page Meeting Planner

TOOLKIT Abraham Lincoln said if he were to meet someone for an hour,
hed spend three hours preparing. Thanks, Abe, but who’s got the
time these days? The 1/4-Page Meeting Planner will quickly earn
you the reputation of always asking the critical question. And ask-
ing great questions is a large part of what it means to be a great

Meetings * Goals » Audits  Projects

manager.

The tool can help prepare for any internal or external meeting. It can be downloaded
from The Toolkit at www.theindex.net. (It’s “1/4-page” because you can fold it into

quarters to fit a purse or pocket.)

/ \ The Center for Management 1/4-Page Meeting Planner
Terms & Practices
Purpose 3 Good Questions
Have The GM Index open: www.theindex.net

Is this meeting for O a decision or O information? Term:

Leader and participants: 1

Date: Time: Term:

Location: 2

1.0 Structure 3.0 Operations 5.0 Human Resources

Ethics and the law Quality Management

Competitive position Work process Organizational structure

Ownership structure Production technology Employee relations

Governance Supply chain Training and

Planning Logistics Compensation

Facilities Inventory Retention and recruitment Term:

2.0 ing & Sales 4.0 6.0 Finance 3

Market research Applications Financial accounting

Channels of distribution Internet Managerial accounting

Pricing and promotions Data and reporting Budgeting and forecasting

Marketing Research and analysi Financing

Sales management Communication system Cash management

Customer service Information technology Risk management

——first fold—— © 2022 CMTP, LLC

Discussion Notes Decisions and Tasks

O Did we agree on the terms in The GM Index? 1

L]

. 2

L]

. 3

L]

. 4

L]

. 5

L

. 6

O Continued on back

O Did this meeting fulfill its purpose?
Th hree * " L
e top three O Did we distribute and file the notes?
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Exceptional Benefit: Focus Everyone’s Valuable Time

Like The Index and the other three tools in Toolkit, the 1/4-Page Meeting Planner
makes sure nothing gets missed and improves communications, collaboration, and
then innovation.

A meeting that’s a competition isn’t a
meeting. If a meeting doesn’t have a clear
purpose, it decays into a disjointed com-
petition to look smart. If a meeting lacks
structure, people don’t know how to con-
tribute, so they just throw out ideas they
hope will stick to something. Even if

you've only got a few minutes to prepare
for a meeting, the Planner helps you collect .
your thoughts quickly so you can contrib- If all else fails...

ute something relevant.
& 1. Define purpose and terms

2. Apply best practi

In this book’s last chapter, which is about PPy bes prac‘ 1ees
. . 3. Ask good questions
implementing Standards-Based Man-
agement, you'll see this “if all else fails”

reminder for meetings (right).

INSTRUCTIONS: 1/4-Page Meeting Planner

It’s all about the questions. Review the last meeting’s notes, research the
issues, and think about the people.

Steps

1. Scan The Index at www.theindex.net for three relevant terms
2. Borrow or improve on the 3 Good Questions in each term
3. Make sure the Purpose is concise and right

4. Take good notes and then record them

What if every meeting could be 15 minutes shorter?
What if you could take one meeting out of
the sales cycle?

A
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7: Putting the Standards to Work

TOOL 2 of 4: Goal Tree (Plan)

“Make no little plans. They have no magic to stir men’s blood and
probably will not themselves be realized. Make big plans, aim high

in hope and work, remembering that a noble, logical diagram once

TOOLKIT
JAJeT

recorded will never die...” — urban planner Daniel Burnham

Meetings » Goals « Audits * Projects

Planning is Difficult

Planning is consistently proven profit-

able, yet fewer than 10% of businesses Imet a CEQ who kept an'emply

3-inch binder on his bookshelf
labeled “Strategic Plan.” When
people asked if he had a strate-
gic plan, he’d just point at the
binder. No one ever asked him
what was in it.

follow a plan. Managers procrastinate
because planning requires a public com-
mitment to what they’re going to do.
It also lays bare what they’re not going
to do and what they’re going to stop
doing. Some goals are big, risky, and
scary, so planners should take the time
to absorb all the implications of every-
one’s aspirations, careers, and raises.

The Goal Tree

Serious students of management will have heard of Silicon Valley’s John Duerr’s book,

Measure What Matters, and how its OKRs (Objectives and Key Results) helped Intuit
and Google launch into the stratosphere. The Goal Tree is both a plan and a dashboard

to help managers at every level focus on what matters.

# AN
Mission Strategies Performance Goals Dashboard
(_)ur springs b_nn_g_ equipment to 10 STRUCTURE 1.1 Improve board self-evaluation score from 4.2 to 4.7 45 7%
life. Their reliability and 12 Reduce compliance issues from 5 to 2 3 40%
effectiveness serve silently for Open, Stable, Ready
decades. 13 Introduce 2 new products 1 50%
20 MARKETING & SALES 21 Increase revenue from new products from 5 to 15% 10 50%
Vision o X 22 Improve proposal conversion rate from 67 to 75% 70 20%
. . Diversify, Accelerate, Thrill
Five years from now, we will have 23 Decrease customer response from 12 to 4 hours 8 50%
doubled sales and have
every aspect of our mar
pushing the edges of technology. 30 OPERATIONS 3.1 Decrease time to quote from 24 to 6 hours 24 0%
Family and non-family managers ) 32 Increase inventory tums from 5 to 7 6 50%
will enjoy a stable organizational Quality, Speed, Cost wall " o 100K COGS/FTE 125K 110 o
design that lets us make timely, Increase productivity from $ oS 40%
well-informed decisions. All our
employees will see a life-long 40 INFORMATION 41 Reduce management reports from 50 to 10 35 30%
career path with us. — —
o : 42 Increase Intranet data opens from 100 to 250/month 150  33%
Data, Discipline, Immediacy
43 Reduce office tech lifecyle from 5 to 3 years 45  25%
Top Goals 50 HUMAN RESOURCES 5.1 Reduce plant time to hire from 90 to 45 days 80 22%
Net margin from 12 to 17.5% . 52 Increase cross-trained operators from 20 to 50 25 16%
o Inspired, Flexible, Collaborative
Repeat sales from 70 to 80% 53 Improve rating of family managers to >3.5 3.0 50%
Plant retention from 67 to 75%
60 FINANCE 6.1 Improve DCR from 1.2 to 1.33 1.2 0%
5 B 62 Reduce COGS from 62 to 59% 60 3%
Lasting Investments in Growth
63 Increase Days Cash in Hand from 180 to 240 200  33%
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Not Your Grandfather’s Strategic Plan

The Goal Tree diagrams how everyone depends on everyone through a cascading set
of goals. It makes it incredibly easy to communicate your plan.

Traditional strategic planning is packed with 1950s mili-
tary jargon: mission, vision, strategy, tactic, objective, and
logistics. After World War II, the American military officers
returned home and redeployed as corporate officers, equipped
with their winning ideas and language. But it was a patriar-

chal, hierarchal world. But for some reason managers and

We'll take it from here

consultants still cling to that language, cranking out 60-slide
PowerPoints.

Exceptional Benefit: A 1-Page Delegation Map

Plans provide prioritization. Plans make people sit up a little straighter in meetings,
confident they’re working on the right things, helping the organization stride ahead.
The form of the Tree literally maps how everyone supports the organization’s purpose
and goals. It’s a powerful communications tool that makes priorities clear to everyone.

Not only does the Tree show how peo-

ple can contribute individually; it also A word about 2 word. Lots of

people are befuddled by the
word “strategy.” That's because
it’s a perfect synonym for “plan:”
a “strategic plan” means “a plan-
like plan.” Isn’t a strategic plan
supposed to improve clarity?

diagrams how they can contribute col-
lectively. Remember our definition of a
manager? Someone who helps people
work together. The Tree shows every-
one why they’re a team and why it’s
so valuable to have managers who can
work cross-functionally.

So, instead of saying “strategy,”

The Tree is also a map of delegation . M Y
say either “overall plan” or “gen-

and promotion. Reading it from right

eral approach” as in “What'’s our

to left, it is an illustration of ever-in-
’ overall plan?” or “What's our

creasing span of responsibility and seneral approach to marketing

challenge. It should also help people sy Gt T o

appreciate just how complex the exec- .
PP ) P clear speaking.

utive’s job is.

A note for very large businesses.
I was helping a multinational plan a
1,000,000-square-foot facility renovation for five global business units. A goal was of
course to share resources as much as possible. But none of the units had a strategic
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7: Putting the Standards to Work

plan; all they had was incomplete notes and slide decks. So, we abstracted those as best
we could into five Goal Trees, using standard terminology from The Index. When we
put those five one-page Trees next to each other in front of the executives, they erupted
with a stream of questions: Why are we using different metrics? How come only two
units have a client retention goal? Why didn’t the goals align with the corporate strate-
gic plan? It was a powerful, helpful conversation that substantially improved ROI on
the capital project by creating meaningful collaborations.

For testing Standards-Based Management, start with a team of senior managers. If
you already have a plan, start by abstracting it into the Tree. If you don’t have a plan,
brainstorm two or three critical measurements for each department. Have The Index
up on a screen to keep from missing a key management practice.

But first, let’s define the simple-sounding word “goal.”

The four levels of management goals. All management goals describe a change for
the better. To say “My goal is to install the new software” isn’t describing a change of
condition, it’s stating the obvious about a project. What's important isn't installing the
software; it’s how the software is supposed to change things.

Management goals have four levels of precision, and the Goal Tree combines them in
a meaningful context. The most precise are the performance goals for each manage-
ment discipline. These goals have two numbers and a date, such as “Improve board
self-evaluation score from 4.2 to 4.7 by December 202X” (some people call these
SMART goals). The next level are the top goals for the entire organization, seen in
the lower left of the Tree. It takes nice judgment to pick these three, but they should
be relevant and inspiring to every department. They should in some way relate to the
“iron triangle” of speed, cost, and quality.

The next two types of goals aren't measurable. The vision statement is a qualitative
goal describing the deep desires the organization has for itself, but it’s still a goal, a
change of condition. The mission statement is a goal, too: it captures how the orga-
nization should make the world a better place.
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INSTRUCTIONS: Goal Tree

discipline
5. Create a Mission by answering, “How do we make the world a better
place?”
6. Review the Tree monthly, using use the progress columns on the right

The Goal Tree is the sheet music for your
organization’s next performance.

A
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7: Putting the Standards to Work

TOOL 3 of 4: Management Self-Audit

“There are... two kinds of people: those who are changing and those who are setting
themselves up to be victims of change.” — Jim Clemmer

How to Add 1% to Gross Margin Just By Thinking

One new idea or technology can make a process or practice obsolete

TOOLKIT

1/41 GT updates to many. A diligent review of core workflows is obviously

overnight. Processes and practices link, so updating one can force

important when your world’s been shaken up by a growth spurt,
MA} PS recession, sale, or merger. The Management Self-Audit’s rows are

ey keyed to The Index, so it ensures all processes get examined. It’s a
valuable team discussion.

It’s a self-audit because no outsider really knows how things
work and having an outsider in the room gets you rose-col-
ored answers. Left to themselves, managers dig deeper. It’s
human nature to remember what’s broken and forget what
worked, but it’s inspiring to build on strengths. You just have

to agree on what those strengths are. Don't fall behind

The Management Self-Audit

g ¢
v 2
% £ Response
1 STRUCTURE
11 Ethics and the law A N Apply for patent on Widget Z
1.2 Market position . A A Need to study market for coming gaps
1.3 Ownership structure X A Reconsider after market and ops studies
2 MARKETING & SALES
2.1 Market research N A Use Competitor's Grid from The Center
2.2 Channels of distribution | N A Strengthen new dealer relationships
23 Pricing A | N Run 80/20 analysis to spot discount targets
3 OPERATIONS
3.1  Quality E A Study product life cycle
3.2 Work process N N Study value of specialized facilities
3.3 Production technology A | N Improved assembly velocity 20%
4 INFORMATION
4.1 Applications A | N Prepare for ERP upgrade in 24-30 months
4.2 Internet A | N Update for next year
4.3 Data and reporting E = E No significant changes needed
5 HUMAN RESOURCES
5.1 Management . A | N Continue participation in Center Workgroups
5.2  Organizational Design A | N New maps to affect job descrips
5.3 Employee Relations A N Policies need update
6 FINANCE
6.1 Financial accounting . A A New software working well
6.2 Managerial accounting N A Incorporate into staff orientation
6.3 Budgeting and forecasting A A No major projects foreseen
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Exceptional Benefit: Optimize to Maximize Margins

Optimizing processes and keeping them that way. It’s an egotistical team that thinks
it can’t improve, but it’s costly to fix processes only after they've broken. The Audit
lets far-sighted managers work efficiently to improve efficiency, first by helping cull
outdated processes and then by spotlighting improvement opportunities. The first
year’s top-to-bottom process review will naturally take more time than the next year’s.

Like the Goal Tree, distilling issues to a page takes courage. You need to confront
what’s not been working and what’s been overlooked. The executives should take fear
of blame off the table by clearly taking responsibility for everything.

Create a “stop” plan. A breakthrough in workflow analysis (see The Index, term
3.2.1) is when a process can be eliminated or merged. So, your first question might
be, “What can we stop doing?” No one wants to waste their time. It feels great to work
efficiently—and it validates our pay.

Knowledge management vs. management turnover. The more management pro-
cesses you optimize and record, the less the loss when a manager retires, quits, or

INSTRUCTIONS: Management Self-Audit

Estimated time for first draft: Three to four 2-hour meetings
Relevant definitions and practices from The Index:

e 3.2 Work process
e 5.3.4 Employee policy
e 4.1 Applications

Open the Self-Audit and The Index on a large screen or two. Participants
should prepare by clicking through The Index for best practices of concern.
The discussion questions and the Approved Resources in The Index will
help managers explore these processes and practices deeply.

Steps

1. Assign a scribe. Enter “X” for irrelevant practices. Don’t overthink the
ratings

2. Agree on the few high-priority processes or systems to work on

Follow up on opportunities for cross-functional collaboration

» oW

Run the Self-Audit every year
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7: Putting the Standards to Work

moves into a different unit or role. Its common for the Self-Audit conversation to lead
to cross-training—and learning how to record workflows. These discussions are rich
team-building exercises, so accept that the conversation will jump from department
to department.

People love to work efficiently. The Audit makes
them feel their work really matters.

A

best practices in The Index, brings a system to optimization.

Breakthroughs in efficiency can create spectacular competitive advantages.
And making the best use of people’s time makes them feel good about their
work.
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TOOL 4 of 4: Projects Summary
You’re Doing Much Too Much

Most managers over-commit to projects because they never see all

TOOLKIT
‘ -0 the hours they've promised. The Projects Summary snaps time,
1/ 4] GT cost, urgency, and importance into focus. As a report, it reassures

executives and boards that managers have their priorities clear, and

M} Ps

Meetings + Goals » Audits « Projects

The Projects Summary

that people are working to—but not beyond—capacity.

YEAR 1 YEAR 2
£, ¢
6 x 2 Primary
258
£%& PM $Ks Hrs  Goals Comments EEEEIEEG G
STRUCTURE See Project Planners for details
Create campus master plan HIHI v | 300 | 200 111 Faciliies, phasing, dock and parking flow
Run board self-evaluation ML oT 00 2 113 Using tool from 3GQ Index 1.4.1 Board of Directors =
Brainstorm new product ideas L L srR 78D 60 212 Includes facilities, enrichment, wellness, sponsorships, etc. =
MARKETING & SALES
Update logo L L B 90 80 24 Using BRW Advertising |
Complete competitor research H L KL 120 24 25 Telephone interviews. [
Run annual customer satisfaction survey HL KL 20 E3 22 Use same tool. Share summary with all departments |
OPERATIONS B
Change steel vendors M/ L BR | 200 | 80 34 Consider future tariff issues 1
Upgrade packaging machine MM M 250 | 120 33 Before assembly line rework 11
Rework assembly Line X M H DT | 2500 1,200 33 After changing steel vendors |
INFORMATION
Update ERP module X HH  AA 300 80 41 Update workflow diagrams essential i
Install and train in business intelligence software ML KL 360 100 42 Combine 3 management reports into 1 [
Move office applications to the cloud L L KL 120 | 36 43 Run Cost/Benefit on Office365 vs. Google 1
HUMAN RESOURCES
Update HRIS M/M| [ DR | 220 | 120 51 Need toadd training hours ]
Update employee engagement survey [H LI or | 00 40 52 See53.2Best Practices [
Start new employee blog ML sL 00 20 53 Choose theme per quarter
FINANCE
Run Cost/Benefit Worksheet on Equipment X H LI AV oo 12 62 Wil need detailed income projections
Renegotiate Letter of Credit HM__ HM 50 40 61 Work with attomey
Update Risk Assessment M LI st o0 12 6.3 Use Center's Risk Assessment again

Exceptional Benefit: Cut Project Meetings in Half

Projects, including those brought to the
surface by the Goal Tree and Manage-
ment Self-Audit, transform organiza-
tions and make careers. But they can
be career risks if they fail. So, use this
proven tool to avoid false starts and

flops.

Review meetings don’t have to be
endless problem-solving brainstorms.
Be strict in review meetings: discuss first
those projects with problems (red) and
then those at risk (yellow). But don't try
to solve every problem there. The meet-

48

The executives of a large man-
ufacturer finally totaled all the
hours for their projects. They
found that each had commit-
ted all 2,000 working hours in
the year, leaving no time for
their daily duties. The CEO laid
down the law: managers could
only work on three projects at
a time. People could then feel
proud of what they’d accom-
plished, and more got done.
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ing leader will develop a sense for ending large group discussions and scheduling smaller,
separate sessions to get projects back on their rails.

There’s no need to take the whole team’s time discussing projects that are on track
(green) but do take a moment to recognize teammates for their contributions.

INSTRUCTIONS: Projects Summary

1. Enter short project titles and comments

2. Assign one project manager

3. Link to the relevant strategic goals in the Goal Tree to make priorities
plain

4. Fill in the quarterly Gantt Chart (timeline) last. Revise the sequence as
needed

5. Draft a separate detailed timeline for very large projects

The Projects Summary lets everyone see how their
work on projects matters to the organization. Using
the four tools together lets everyone see how their
decisions matter.

Next, we explore what it means to take up
management as a calling, as a career of service.

A
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