


The Organisational Doctor’s universal ‘Fixit’ program. 
Schein, Dick, Wilson and all the biggies in intervention game all use this model for their organisational interventions.  They repeatedly demonstrate that to improve an organisation you must start at the top and work down.  Start with goals, then roles, procedures and finally relationships.  Experience usually shows that the first one or two will clear the blockages.  The latter two are found in super-performing orgs whose clear sense of purpose and visions focus both inward and outward, and drive the goals.
Start ‘fixing’ things by…

· Purpose and Goals.

· Purpose and Goals must be crystal clear to everyone.

· Each person in the organisation should be able, in their own words, to describe the org purpose and current goals.

· Each person should understand those goals and what the goals mean to each stakeholder group.

· Each person should agree with the goals - else quit - they don't 'fit'.

Only after the goals are thus clarified…

1. Roles (not JOBs).[Job = skill+task+significance][Role=responsibility – Eg parent, manager]

· Roles within the org need to be clear.  (management style is challenged here)

· Each person knows his/her role and how it fits with the goal(s)

· Each person's role is understood by others who interact - they all describe the role similarly, even though those others will individually deal differently with the person.

· Roles must be interdependent, otherwise outsource (isolated roles cause out-groups)

Only after roles are clarified…

2. Procedures.

· Clarified to suit values/ethics

· Optimised for efficiency/effectiveness

· Aligned strategically to org learning - transfer tacit into procedural

Only then…

3. Relationships.

· I.P skills

· Org climate and trust

· Group/team processes

It is no good working backwards.  Do not start with climate.

Note:  You may instantly give a shudder at the suggestion that climate is left to last.  It’s a great topic for debate – just where does climate ‘tweaking’ begin?  Deltapoint "Strategic Climate Planning and Management System" deliberately forces clarification of goals, roles, procedures and the other issues during implementation and cyclic updates.  It assumes that climate will remain an accident and unpleasant unless items 1, 2, and 3 above are dealt with as part of climate planning and management.  It also provides continuous assessment on the effectiveness of same (Org learning).
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