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Successful Execution Begins With The Right People

In talking with business leaders I have found that many see effective execution of plans as one of the major problems they face.

And with good reason! A staggering number of strategic plans or other projects are never fully implemented.  All that time and creative energy wasted because the organization couldn’t get itself moving in the direction it said it wanted to go.

What’s to blame?  Poor leadership?  Bad incentives?  Low motivation?  Competing priorities?  An unworkable plan? The answer is often yes to all of those and many more. While there are no quick fixes to the execution problem there are some critical factors to consider before starting.  

In my mind, the first is to begin by building the community for implementation before you plan.  Conventional wisdom is to develop the plan and expect a group to gel around its implementation - the “Build it and they will come” model. This approach is particularly prevalent in command and control kinds of organizations and has kept the Dilbert cartoon strip in business for years.

A better approach is to ask people what they know about the problem and what they think should be done about it before you start planning.  Not only will asking provide you new information, it will give respondents ownership of the answer.  Listening doesn’t mean adopting every suggestion. In the end not every idea will work nor will every idea take the organization where it needs to go, but at least people will have been heard.

There are many ways to take input:  Employee feed back sessions, individual interviews, “walk around management. You also can do surveys although they lack the power of a face-to-face encounter.

In addition to listening to people, you need to actively engage them.  A planning group that cuts across functions and levels is immensely helpful.  The trick is in selecting the right people.  Look for those who know the subject AND who have creditability with the organization.  A manufacturing company aiming to implement a new fabricating process might want to include that shop foreman who has credibility and respect from everyone on the floor.  At the same time you may need the CFO to point out when costs are starting to exceed the potential returns.

The key is getting those people who both know things of value and who will play major roles in the ultimate execution behind the new plan as it is being developed.  Then they can be the leaders and advocates when it comes time to roll-out the new way of doing things.
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