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This note is taken from the process of management course that is taught by Ray Stave.  This ‘process of management’ is based on common practices exhibited by excellent managers within HP.  The basic steps are:

· Establish a purpose and direction

· Build a shared vision

· Develop shared plans

· Lead the action

· Evaluate the results and process

· Start over using continual improvements

PURPOSE AND DIRECTION 

In Warren Bennis’s  book  “Leaders”,  a  distinction  is made  between managers  and leaders:  MANAGERS do things  right;  LEADERS do the right thing. The first step in POM (Process of Management) is to establish the purpose and direction.  This really boils down to figuring out what the ‘right thing’ is.  So, a “purpose and direction statement” provides:

· A statement of what the ‘right thing’ is

· A context for decision making

· A focus for collaboration

· A motivator for excellence

· A source of conviction, focus, consistency

The components of the purpose and direction are:

OVERVIEW            

· who are we, and wish to be

· what is the business

· what is vision for the future

CUSTOMER/MARKET     

· who are our customers

· what is the niche

· sales strategy

PRODUCTS/SERVICES   

· what are they

VALUE ADDED         

· how do you differentiate

RESULTS    

· how do you measure success

Key Behaviors

To build  this  purpose  and  direction,  you need to  exhibit  some key behaviors.  These are:

CUSTOMERS


· identify who the customers are

· identify/prioritize customer needs

· communicate with customers (formal & informal)

· determine what value/new products can be added

ENVIRONMENT


· identify who and what the competition is

· find out what are the market conditions

· find out what are the current/emerging technologies

ORGANIZATION

· align with organizational objectives

· get input from within team

· check for consistency with other departments 

INNOVATION


· ask “what if?”

· challenge “status quo”

· experiment with technologies, processes, services

INTEGRATE


· analyze and integrate data from cust., env., org.

· formulate statement of purpose

· choose critical few opportunities

· make adjustments

BUILD A SHARED VISION 

A team needs to have a common vision of what they are trying to achieve.  Aspects of building this vision are:

· Build common values

· Communicate the vision

· Involve the team (empower)

· Maintain alignment

Building a team with shared values is really a pre-cursor to building a shared vision and shared  plans.  Values are the set of beliefs that guide behavior in relationship with customers, team members and others.  A manager should provide leadership for these team values.  This can be done by providing a starting point, supporting their continued evolution and a conviction that values matter.  So, as a manager, you can’t force values.  They have to be developed jointly with the team.

Steps for this are:

· Develop values

· Display them

· Make everyone accountable to adhere to values

· Involve team in critique of values

A common thread through the excellent managers within HP were that these managers exhibited many of the following values:

· Joint focus on people and task

· Teamwork

· Integrity (candor, openness, trust, feedback)

· Win/win oriented

· Concern for the whole

· Desire to add value

· Continuous improvement

The shared vision is either a picture of the purpose achieved or it is a imaginative view of the future.  Characteristics of this vision are:

· tangible 



· challenging



· common team benefits 

· picture of future 


· vivid 



· inspiring

· meaningful

Communication mechanisms that work for building a shared vision are:

· metaphors



· theme songs 



· poetry/rhymes

· analogies



· examples



· quotations

· anecdotes




· humor




· slogans

· word pictures



· pictures/drawings 


· artifacts

SHARED PLANS 

The shared plans are the collectively developed detailed plans for accomplishing the vision.  These plans take into account the organization’s resources (people, time, and money).  The essential elements of planning behavior include:

· strong team orientation

· measurement and feedback

· regular review (problem solving, decision making, co-ordination) o tight focus (critical success factors, breakthrough goals)

The planning steps are:

· identify the critical success factors

· establish performance measures

· create a data collection plan

· develop implementation plans

· establish regular review schedules

· identify breakthrough opportunities

· develop breakthrough goals

There should be only 3-6 critical success factors.  These will require continuous attention and monitoring.  These factors should be the things that are directly related to the success of the organization: they provide comprehensive coverage of the activity of the business.

LEADING THE COURSE OF ACTION 

Given that the direction, vision and plans are in place, you need to provide the ongoing support and direction so that team members can implement the plan.  This is important because it keeps the team focused on the critical aspects and it creates a work environment that leads to performance with fulfillment.  The key behaviors are:

FACILITATE 


· share information

· break tasks into smaller steps

· provide resources

· prevent disruption

· resolve conflicts

· document and communicate changes

· encourage collaboration

REVIEW PROGRESS


· conduct regular reviews

· conduct problem solving meetings

· collect/display measurement data

FEEDBACK


· provide specific/timely feedback

· provide reinforcing and corrective feedback

· confront performance problems

· solicit feedback

· encourage ongoing feedback

PEOPLE


· accept responsibility for problems

· train and coach individuals

· be available to answer questions

· delegate responsibility

· allow people to learn from mistakes

· stay in close touch with people and issues

LEAD BY EXAMPLE


· communicate openly and honestly

· demonstrate the same behavior you expect of others

· be consistent between words and actions

RECOGNITION


· recognize and reward individual contributions

· celebrate small successes

· make contributions of others visible

