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 The Introduction

Welcome to What Does Good
Look Like?

 


There is no great mystery about
what I am going to share with you in this book; we’re going to look
at how we can articulate our operational visions and standards more
effectively so that we get the results that we want for our
business. This is often easier said than done and that is the point
of this book. By the end of our time together I am expecting that
you will find it much easier to share with your team what good
looks like in a number of business areas. You will also have the
tools and processes at your disposal to help you achieve your
vision by systematically living and breathing the right behaviours.
Every day you will be living your operational vision, if you apply
the ideas from this book.

 


This book is aimed at managers
and directors that want to achieve more from their business, want
easier days and for their teams to be clearer about ‘what good
looks like’ so that great results can follow. Too much time is
wasted in business by not being crystal clear about what good
actually looks like and so we end up hoping that common sense
prevails and then getting angry when stupid things happen. This
book is not about spoon feeding your staff, it is all about being
effective at communicating what good looks like and getting real
results.

 


If you are wondering how this
book fits in with other books on the topic of vision think of the
book you have in your hands as being a supporter of strategic
visioning. The usual term ‘vision’ is directed at the big picture
of where the business is going to and what it could become. In my
experience this high-level vision is great for strategic planning
but often poorly translated into an operational vision. That is
where this book comes in. Depending on where your business is right
now this book can help support the big picture vision in one of two
main ways. Firstly, if you don’t have a big picture vision you will
at least end up with a picture of operational excellence that
should push your business in the right direction from a results
perspective (effectively a ground up approach to driving your
business forward). Secondly, if you do have a big picture vision
you should find yourself better able to articulate what the day to
day operational side of your business needs to do, how it should
behave and how it works so that your big picture is realised.

 


On its own ‘what does good look
like?’ is a powerful question. You can get a long way just by
asking that question.

 


This book will give you more
than just this question, it will take you on a journey where we
will look at several methods for helping to define what good looks
like for your business. It is my expectation that one of these
methods, or a combination of these methods, will provide your
business with an effective approach for developing visions and
setting standards.

 


Once we have this knowledge
under our belt I will then take you through a short journey of
determining an appropriate and effective action plan to help move
your business in the right direction. A key chapter in this journey
is ‘The New Habits’ which includes the idea of developing ‘killer
questions’ to help drive the right behaviours throughout the
activities and processes that make up the operational component of
your business.

 


I have striven to make this
book practical in nature. You will hopefully be able to read this
book in a short period of time and be able to extract a number of
useful strategies to help your business progress and develop
rapidly and achieve the results that you want and need.

 


Before I jump into the first
technique for articulating what good looks like, let me share with
you some of the issues that surround not effectively describing to
your colleagues a vision of excellence.


The Problems

The basic idea that I stated in
the introduction probably doesn’t seem like a big deal to most
people - how bad can it get if you can’t describe ‘good’? The basic
problem isn’t usually a show stopper but let me expand a little on
this to add a little more context to the purpose of this book.

Big pictures can be vague

When you are trying to paint a
picture, a vision, for your business it can sometimes be easy to
conjure up a description. OK, it might not be easy all the time,
but to talk about where you want your business to get to and what
you want it to become, can allow you to talk about vague ideas. It
is unlikely that anyone will pick you up for this approach and it
is what many businesses do.

 


I don’t particularly have a
problem with this approach if it can be easily translated into
strategy and operational activity. If you need to develop your
visions into something a little more concrete, then the ideas in
this book will help you to develop something more definite and
tangible for your teams.

 


Small pictures can be missed
out

On the opposite end of the
spectrum are the small pictures. These can include the standards we
define for our housekeeping activities, the completion of standard
tasks, the way meetings should be run and anything else you can
think of that is routine and operational for your business.

 


Being articulate about these
matters is easier than the big picture stuff for most of us. Let’s
be honest, there is less riding on the ability to define the
correct way to measure an oil level in a machine than illuminate a
pathway to the business’ holy grail.

 


Standard Operating Procedures
(SOPs), Key Performance Indicators (KPIs), objectives, 5S (a
practical and effective organisation and efficiency methodology)
all do a pretty fine job of helping us to agree on ‘what good looks
like’ at the grass roots level. However, there are many other
tasks, situations, behaviours and experiences that we don’t apply
the same logic to and this book will help you to get the most out
of these situations also.

 


Middle pictures can be hard

So, if big pictures are often
vague and little pictures often don’t cover everything what does
that do for our ‘middle pictures’? By middle pictures I am
referring to the bit of our business that links vision and strategy
with the operational arms of our business. Or, in other words, how
do we bend and shape our business processes so that we can achieve
the objectives and vision that the business is destined for?

 


I find that this is often a
neglected element in the business, the filling in the sandwich that
binds the future of the business with the minutiae of the
day-to-day. We spend so little time trying to get excited about
this topic that it usually gets lost somewhere in the busy-ness of
the working day and rarely pops up in conversation until one of the
many ‘wheels’ fall off and a crisis occurs.

 


This book will certainly help
you to focus on this part of the business dynamic. If correctly
applied, you will end up with clearer visions, more effective
processes and better habits at all levels of your hierarchy that
more fully describe ‘what good looks like’ across the operational
landscape of your organisation.

 


We put up with what good doesn’t
look like!

How many times have you walked
past, or participated in, a situation in your business that you
know is sub-optimal? I’ll give you some examples from some of my
clients (before we changed things, of course!):

 



	
Meetings that take way too
long, don’t produce any meaningful actions and allow certain
individuals to steer the meetings to suit their own agenda.



	
Design processes that don’t
follow the prescribed rules of how the business needs to work and
lead to expensive mistakes being consistently made.



	
Investing time and energy to
highlight deficiencies elsewhere in the business, rather than
‘putting your own house in order’ by taking an inwards look at what
is going on and making each team responsible for looking after
itself properly.



	
Production environments that
are untidy, unsafe and are not readily presentable to
customers.



	
Computer systems that have
incomplete data in them and that cannot be used for management
reporting in a meaningful way.



	
Not having the right training
for the business’ in-house software so that, instead of efficiently
operating an administrative process, it limps on (with everyone
involved being unhappy about the situation).



	
Training being booked last
minute and the individuals in the business that need to demonstrate
their competency through formal courses scraping through at the
last minute.



	
Staff that aren’t doing a good
enough job not being told this, until a formal appraisal situation
arises.



	
Not having the right tools for
a maintenance task and taking a really long (and noticeably long)
time to complete a relatively simple task.



	
Overloading the business with
the wrong kind of work and rewarding those responsible whilst
punishing the people who cannot deliver the promises.



	
Not developing effective
escalation routes and watching the business get stuck with the same
issues over and over again.






I could carry on, but I am sure
that you can nod your head to at least one or two of the items on
this list. If we know what bad looks like then we have the
opportunity to do something about it. We’ll look at this in more
detail later, but I want you to start thinking about what good
looks like, or at least things that you don’t like that you can
come back to later.

Our day-to-day working doesn’t
move us toward our vision

It is also an issue for many
businesses that, if we do have a picture of what good looks like,
then our day to day actions and behaviours don’t always align. We
may pull ahead in a few areas of the business that help to achieve
certain strategic objectives, but other areas could well be
lacking.

 


If you are familiar with the
Sales and Operations Planning (S&OP) approach that many
businesses utilise you will recall the balancing activity that
takes place. All primary functions of a business need to pull in
the same direction and at the same time, with the same level of
effort. Most S&OP processes attempt to rebalance the efforts in
all of these main areas so that the business does move together in
one direction at the same time; you can think of this being similar
to coordinating a huge three-legged race (or, more likely, a
seven-legged-race). If one of the runners moves too quickly and /
or in the wrong direction the team stumbles and falls over. The
same is for the S&OP process and it is also the same for the
day-to-day operations resembling building blocks of the vision of
the business.

 


This book will look at a number
of strategies to help you refine how your days operate so that you
do continuously move towards the vision for your business.

What if your big picture is
‘limited’?

This topic is another
interesting challenge for any business. What happens when you don’t
know if your picture is limited?

 


I have been in many
conversations over the years where it became clear that the people
I was working with weren’t clear about what good did look like. As
I write this section three examples jump to mind:

 



	
A badly organised production
environment, where the operatives worked inefficiently, wasn’t seen
as an issue because that’s how



	



	







How do you lead your team to
victory if the picture isn’t clear?










This book offers options
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Recommended approach
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