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Book highlight—Aligning for results
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Biaan was holding his momthly resulis meetning. He had ashosd
the Informan o it in, observe, and give him feedback on his
mesting amecl b 18 conled e il1'|r.|TI'|'l|II;.‘|:| He was concerned
abour the amowmt of tme the mectings were taking. and was
mat sure if the time was well spent,

Brian began his mesting by sharing news aboul changes
in regulations that were affecting the XCorp businesses. He
tlked aboul patential oppertumities and threats, discussed the
priovitkes for the maoath, asd then iovited each of his divectors
o repart on the progress mide in their aren during the pre-
viows perisl. Each person gave a detanled presentation with
a number of slides, chans, graphs. and figures along with
comparisons against targets and with the prior year, Some
of the shides were quickly passed over, others were explained
in grent detail, The presentations by all Brian’s direct reports
nook a signilcan amaant of linme.

Adter the mesting was over, Brian and the Infoman, met

o dzbrief. The Infoman explained that the presemation of

the periormance of differemt areas was not the best use of the
valughle time of this group of high-level executives. Thaese
presenl did nol need W hear the amount ol detal that owas
reported. Many seemed “tured out™ when oihers were pre-
senting. The mesting didn’t result in a coherent action plan.
There was lnle real consultation. The presentations were For
ihe most pan focwsed on the pasi,

The Infoman ollered @ new approach b increase the eflec-
tivenass of the meeting. Rather than focusing on the presenta-
from of each member of the tepm and locking mostly at data
on what had already taken place, why not change the focus?
Why not makes the mesting upward focused and fulure ori-
el ? The Focus could be on Bron's scorecund and hose Lo
improve i, rather than on the scorecards of each direct repor.
Refersnpce fn the past would be primanly to obiain sconrate
cliata Bor analysis bnoorder 1o make a plan for a better fulure.

Thiz would mean thar instead of reviewing the cight
scowecands of the team members, they wounld be n:'l.l'il,'w'irlg
aily one scorecand, Brian’s. The energy of the group would
be directed teward improving the scorecard of the team
lemder, The dynamie of the team would change from passive

observers o active parwipanls whose creative inpul and
cxperience would benefit the action plans that emerged.

If Braan a-ll-u-];lll:n:l this ilFl|'lI'l1ilL'|11 b el g_.:in a lod, bl
would be missing two types of information that could be
provided more effectively in different spaces. First, he wold
migs reveewing the perfformance of each leam member, A
mere appropriate space for this type of informatioon would
he a one-on-one meeting with each direct report, Seconc, his
team cowld mizs hearting impomant information from other
arens, A short time in the agenda of the team mesting would
be designated for briefly sharing relevant imformation tha iz
imponant for the other team members o be aware of.

ALIGN IT: REVIEWING TEAM
RESULTS, ASSESSING OUTCOMES,
AND CREATING ACTION PLANS

Bfeetngs o reveew resalis take place 1 compaiies of all
sizes. They are necessary for watching the financial and
L1|'|-|.'|1I1|.1|::|I |:l|:r||:|rr|1u.11n= al the CEMTI Iy amd 1o “reacd the
realiny.” But unforunately, the majority of the tinwe is spem
on reparting on the post and i great detail, Wi are recom-
pciding that the focus of these nwetings be changed from
the: past to the future amd from reviewing the scorecards of
the tewm members by reviewing Lhe scorecard ol the leam
beader. Effectively, the teaim reviews the focus and feedback
reports of the team leader in order 1o develop acticn plans
for improvaag the team leader’s seoreeard. Alse, on o regalar
busiz, the team reviews the management report of the feam
bescler in omder b ascertaan the quality of the datn and goals,
and 10 recognize good performerns. The review and conversa-
tion lending 1o action takes place of the right level,

Upward focused teams

The concepd of feams reviewing the Focus Beport of their
hinss amal colluhonming W improwe has or her perfermance will
bie a huge change for many organizations. The usual practice
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