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I

n manu​facturing, the competition to​day is a lot leaner and meaner than it was just a few short years ago.  We cannot run from this com​petition by subcontracting to areas of the world where labor is cheaper.  This short-term thinking not only causes the loss of jobs in the immediate, but we "train new compe​tition" in the end. 


There is no rea​son why we in North America can't com​pete with anyone in the world. Sure . . . we have some competi​tive disadvan​tages, such as higher wages, tougher government regu​lations, and the like . . . but we also have some clear advantages.  If we tap the human resources of the entire organization and work together as a team, no competi​tion can stop us.  We have learned by the loss of many in​dustries that we can't carry on busi​ness as usual . . . be​cause this will bring about re​sults as usual.  


Manufacturing is a team activity.  You can't win by the efforts of a few.  It is only through the efforts of an en​tire organization, that total potential is reached.  In North America, the land of plenty, we have not always played team ball.  To a great extent, we have been a group of indi​viduals playing the "lone ranger" and doing it "my way."  We must change this thinking and get the entire team on the playing field, working to​ward the same objective - satis​fying the expectations of the constituencies -- Cus​tomers, Owners, & Em​ployees.  In order to accom​plish this, our incentives and performance measurements must align with this plural objective.  Sometimes, this is not the case.  


This means changing the way in which peo​ple do their jobs - man​agement included.  We must therefore under​stand and practice what it takes to make change really hap​pen.  


Changing people's jobs first re​quires changing their mind​set.  This does not hap​pen be​cause there is a need or be​cause there is a strong de​sire.  Keep in mind, a drowning person does not die for lack of either of these.  


There are four compo​nents to chang​ing the way peo​ple think, and in turn, the way in which they do their jobs.  These compo​nents are:

1.
A Vision of the Future

2.
Discontent with the Present

3.
A Path of Acceptable Risk

4.
Feedback on Success
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Each of these compo​nents must have value. If any one of them has zero value, last​ing change simply will not hap​pen.  As each of the com​po​nents take on value, they mul​ti​ply one an​other.  The higher the value of each compo​nent, the faster the rate of change.  

Vision of the Future 


A vision only takes on value when people under​stand that the current ways of doing busi​ness can be im​proved.  That is, the fu​ture way of doing things can be better than the pre​sent and the past.  This can't be imposed by some management de​cree, but must be led by man​agement ex​ample and then ac​cepted by peo​ple with their buy-in, ownership, and involvement.  


The vehicle upon which this vision is built is called knowledge.  Knowledge is ob​tained through quality education, outside and inside the com​pany.  Only through quality education can this vi​sion be em​braced.  The educa​tion must not be geared simply at fact transfer, but must have be​havior modifica​tion as its objec​tive.  Manage​ment must demonstrate their willing​ness to change be​fore this vision is fully com​plete.  One executive re​cently put it well, "if you want to know where I'm go​ing, watch my feet, not my lips."  Actions do speak louder than words. 

Dis​con​tent 

with the Pre​sent

If the people in an or​ganization have a vi​sion of an improved future but are happy with things the way they are, nothing will change.  Dis​con​tent with the pre​sent must be coupled with this vision of the future.  Dis​content can be brought on by a company's com​petition, own​ers, employees, or its custom​ers.  Any of these can raise the pain level to create the neces​sary discontent.  If the pain is too high, however, it is easy to dedi​cate all resources toward reacting to the pain, which creates dis​traction, and available resources can be​come a problem.


A proactive manage​ment team raises this dis​content through education before the pain of external influence insists on it.  Raising the high bar of perfor​mance mea​surement to World Class Stan​dards can also help bring about this discontent.  It's not enough to state these new standards.  There must be consis​tent daily feedback to the people who can in fact make the change.  Kenneth Blan​chard, au​thor of The One Min​ute Manager says, "What hap​pens after a per​son does something has more impact than what hap​pens be​fore."  In other words, we must be sure not to send mixed mes​sages by our ac​tions not match​ing our words. 

Path of 

Accept​able Risk
“. . . [change] is largely brought about by deliberate choices - made by the hu​man free will.”

Many have said, the art of management is to minimize risk.  Any actions to change and improve must pro​vide a path of acceptable risk to both the or​ganization and to the people making change.  By definition to make change is to take risk.  The challenge is to provide a "safety net.”  This safety net is created by laying plans of small actions consis​tent with the clear set of goals that connect to the vision and mis​sion.  These small ac​tions not only minimize risk of time and money, but the small suc​cesses provide the opportunity to build confi​dence and enthusi​asm.  This com​pounds into additional value to the vision, creating fur​ther discontent with the pre​sent.  

FEEDBACK ON

SUCCESS

People never outgrow their need for recognition and achievement.  As parents, we recognize this about our young children, but when we deal with adults, we sometimes forget its importance.  


Planning in small pieces gives the ability to make a change process ‘self funding’.  That is, the early success ‘fuel’ later tasks in time, energy, and money. 

CONCLUSION

In this more highly competitive world of man​ufactur​ing, we can not sit back and wait.  We must make a decision to im​prove the future.  Rene Du​bos (Pulitzer Prize Winner 1982) in an essay entitled "A Celebra​tion of Life" puts this quite well:  "In human affairs, the logical future, deter​mined by past and pres​ent condi​tions, is less impor​tant than the willed future, which is largely brought about by delib​erate choices - made by the hu​man free will."  


In managing our business, to improve re​sults is simply a choice of hu​man free will.  Lets meet the chal​lenge and change the way in which we do things.  This starts by un​derstanding the components of change - 

Vision

Discontent

Acceptable Risk 

Feedback on Success
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