


Setting Strategic Goals  continuea

Now walk the talk. Make sure you are doing what you saftle next -- and goal setting begins after the mission and
you would do. This means the president is working on theision statements are finished. The process needs to be
same goals as the lowest ranked employee. Each in turnsimple. "The more complex it is, the less people are
should be able to describe their role in helping the enjoying it," Breier says.

company achieve its goals. Remember our janitor from tq% be effective, goals should follow the "SMART" format.

start of the article. That means they should meet these criteria:
Finally, talk about your organization’s goals, regularly and

: Specific
repeatedly. It gives people a frame of reference, a

: : N Measurable
measurable point from which they can base and initiate Achievable

their activities. Everyone should then be able to assess
their activities based on their contributions to the strategic
goals of the organization. If you are all doing this, then
productivity will reach new heights. As goals are set within the organization, finding the right

How and Why Goal Setting Works amount of "stretch" -- for growth -- is crucial.

Its official: we can accomplish more and go farther if we "Too easy" goals do not boost performance, so they are of
dedicate ourselves to written goals, keep the goals on odittle value, but studies show it is best to challenge
corporate and personal radar screens and follow througtemployees, expect them to challenge themselves, with

on the steps required to make them happen. goals that are attainable, but with considerable effort.

Results oriented
Time sensitive

TEC speakeAngelo Kinicki, who co-authored the Overdoing Financial Goals?- Often, CEOs fall prey to
textbook "Organizational Behavior," found that 68 out of the allure of setting only financial goals. Kinicki says that
70 organizations examined in various studies enjoyed compromises the other reasons they are in business -- such

productivity gains as a result of management by as employing people and contributing to their
objectives. Goal setting is the first step in management b§ommunities.

objectives. Corporate Goal Categories Kinicki talks about goals in
"Research on goal setting shows that it's a very powerfulfour areas: financial, customer service, employee-based
technique to improve individual productivity and (centering on learning and innovation) and internal
organizational effectiveness," says Kinicki. business process. Breier discusses other categories,

_ including image and reputation, community
Yet, TEC speakeBruce Breier - who has addressed MOr€ e |ations/philanthropy, sales and marketing.

than 200 TEC groups on this topic -- finds that many
CEOS are not personally goal-oriented. Whichever categories you choose-or if you customize
hem for your own organization-the final product should

Goals give us focus, get us going, add to our resolve an eflect your corporate purpose and path.

lead to actions.
tting Employee Goaldn his work for the textbook
rganizational Behavior," Kinicki explored whether it's
better for employees to set goals in a particular
environment, or for them to set goals by themselves, or
whether they do best with assigned goals. He found: No
Setting Achievable Corporate Goals one method seems to be better than the other, in terms of

. o . outcome and performance.
Before you can begin goal setting, it's essential to create a P

blueprint for how the process will unfold, advises Breier. The more closely a manager can match the employees'
wishes with the goal-setting style, the better the chances
for an outcome everyone seeks.

A common element among high achievers is sharing goa%e
setting behavior, says TEC speaker and member Rick
Houcek. In writing goals, high achievers are prepared to
risk failure -- and the demands of success.

He recommends five points in the company plan:

1. Mission statement Linking Monetary Incentives to Goals- Bonuses and

2. V.ision statement other pay-for-performance incentives are gaining in
3. Fiscal year priorities popularity, but Kinicki warns that they work only under
4. Strategies certain conditions.

5. Monthly monitoring and managing meetings. continued on page 3

Beginning with a mission statement, each step flows into
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Setting Strategic Goals  continued

Studies show that pay should not be linked to achieving goals may be touted in: monthly e-mail messages,
goals unless: company newsletters, bulletin boards, and "surprise”
coffee breaks, among others.

e The performance goals are actually under the _ _
employees' sphere of influence Ensuring Goal Implementation

* The goals can be quantified, then measured and  Action Plans- When everyone returns to their jobs after
e Frequent, relatively large payments are made for  goal setting exercises, enthusiasm for the goals can be
achieving goals buried by the demands of day-to-day business. The first

If these three conditions aren't met, undesirable outcomeSsF.eF) is to develop action plans based on the goals-complete

are possible, Kinicki says. Other studies have shown tha\{\"th incentives and consequences for non-performance.
quality suffers when quantitative goals are given highestAccountability - Discussing consequences is critical in
priority. any goals-to-action plan. Often, the consequences are
determined as the team works on the goals in the earliest
planning stages. Houcek encourages the team to arrive at
the "three strikes and you're off the team" approach.

Leadership in Goal Setting- Goals are only worth the
paper they're written on if leaders don't bring them to life
for the organization.

In Houcek's experience, peer pressure creates such an
intense expectation of performance that it causes action.
"The perceived humiliation of removal from the team is so
at that most people act," he says.

"In the 25 years I've been working in this field, | am
constantly reminded that it is the CEO's responsibility to
bring passion to the mission. When | see CEOs who are
passionate about the mission statement, it lights everybo%?
up. If the CEO's not, neither are they." Monthly Management Meetings -Once your goals and
action plans are set, Breier recommends scheduling
monthly management meetings to monitor progress. The
Houcek often finds that there is a "disconnect” between original planning group should meet for a 90-minute

what an executive staff understands about an session to recap the previous month; acknowledge
organization's goals, and what the CEO believes they progress and examine shortfalls; amend the plan if it needs
understand. In many cases, the staff will tell Houcek theyo be changed; and, clarify the action plan for the next 30
don't even know what the goals are. days.

Cascading Goals in the Organization

Kinicki coined the term "cascading goals" to describe theCoaching for Goals- Implementing goals that were set
process of adopting goals at different levels in a compansionths ago requires discipline. The planning group has to
Like water over a cliff, goals must spill over and "cascadésllow through with their direct reports. The managers
throughout an organization to be implemented. need the discipline to make the goals a priority over day-

"Cascading creates horizontal alignment in a company,” to-day firefighting in a business.

says Kinicki. All the executives at the same level need towhen Goal Setting Goes Wrong
gain agreement about what they will do to support the

CEO's vision and minimize conflict. How often have you set goals that are then set aside~

Examine roadblocks if you have a pattern of abandoning
A dramatic example: Over two years, a technology organizational or corporate goals.
division of American Express was able to cascade goals . : :
from a senior vice president to the 800 people in that areré.ommlt Goals to Paper- This may seem obvious. But

The end result: the costs of developing a software syste o_ucek is surprised at how often goals are stateq but not
were cut in hal'f over a two-year period. written down. Let your TEC or KEY group or chair hold

you accountable to writing down your goals.
How Cascading Works- Once the vision and main
categorical goals are set at the CEO and managerial lev
select a person who will champion the process of
cascading goals. He or she works to ensure that each
department will create goals and action plans that supp
the goals of the company's leadership.

tumbling Blocks for the CEO - Goal setting is not for

'e faint of heart. It's not for the passionless, either, says
Breier. He suggests that the CEO spend some time
OWeighing vision, goals and priorities alone -- or with an

advisor -- before inviting trusted managers and employees

into the goal setting process. And if a working group goes
Communicating Goals- Updating people on their off-site to do visioning, goal setting and planning, don't
progress is critical. Goals must be visible and repeated tforget to allow for resting and relaxing as well.

keep the commitment alive. Besides scheduled meetings, cont. on page 4
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Setting Strategic Goals  continued

Ten Organizational Roadblocks Fearing Failure, Commitment -- Fears can play a role in
1. Lack of clear-cut responsibilities around the goalsour failure to make-or realize - goals. "Goal setting is
2. Lack of a tracking system basically making a commitment," says Breier. "Fear of
3. Lack of an accountability system commitment is prevalent in the world. If | don't set a goal,
4. Lack of commitment then I'm not accountable for it. That's a subconscious tactic
5. Lack of buy-in from people who are expected to for avoiding goal setting.

fulfill the goals Houcek believes the fear of failure is more of a reckoning

6. Ineffective communication with the "cost of success." After all, he points out, we fail
7. Lack of time or resources every day. In fact, we're experts at failure.
8. Too many goals are financially driven "Once I'm a winner, | have to continue to win or I'll be a
9. Focusing on too many or too few goals bigger loser in everyone's eyes. That's an unconscious
10.Goals aren't tied to a longer-term vision thought, but it's a very real one," he says.

Personal Obstacles in Goal Setting When we fail to ~wwiw.teconfine.com-

meet personal goals, many factors may be at play. HoucBler help setting your strategic goals, contact
in his studies of high achievers and his experiences withAM&T: 607-774-0022

thousands of executives, finds the following common Jim cunninaham. ext 311 or
denominators: CEOs with no passion for the goals they . ) 9 '

have set; the goals are not precise; the personal goal is at jeunningham@amt-mep.org

cross-purposes with the CEO's self-image. Ed Gaetano, ext 304 or
egaetano@amt-mep.org

standards do not specifically address,” says Ed Grund,

Control of Hazardous Energy—Lockout/Tagout and chairman of the Z244 Accredited Standards Committee.

Alternative Methods,” produced by the Z244 Accredited
Standards Committee, provides safety requirements for For the first time, the standard provides for the use of
preventing the unexpected release of hazardous energy alternative methods for controlling hazardous energy
from machines, equipment or processes. Lockout/Tagoutwhen traditional lockout/tagout prohibits task completion.
procedures such as the new standard are required by lawf also explains how to conduct risk assessments when
and ensure that machines or equipment under using alternative methods for controlling hazardous
maintenance, construction or inspection are properly energy, including engineered safeguards, warning and
locked and tagged out from use to prevent accidents.  alerting techniques, safe work procedures, training and
personal protective equipment. In addition, it includes an

“The revised standard is significantly different than the ; :
annex on risk assessment analysis.

1982 version, providing new sections on design
requirements and alternative methods of controlling For more information, visit; www.asse.org.
hazardous energy, which existing federal and industry

Think “Processes”, Not “Functions”

Still common in many companies is the traditional “silo” processes and their supporting internal specializations
organizational structure in which logistics, manufacturing(such as sales and manufacturing) with external customers
sales, marketing, and finance function as independent and suppliers. Conversely, functional silo or traditional
entities. These organizations are ill-suited to delivering logistics organizations lack these processes and level of
competitively superior value and economics because thantegration. This shortfall often results in conflicting
compartmentalize decision making and responsibility, — objectives, priorities, and measures. Most significantly, it
restrict the flow of information, and dictate a command- leads to uncoordinated actions that can inhibit the effective
and-control management style. In the end, these kinds oéxecution of growth strategies.

functional organizations can impede growth. Amgen, the rapidly growing billion-dollar pharmaceutical

Through process redefinition and a horizontal managemantd biotechnology concern, learned this lesson well when

structure, management can integrate mter-dependent continued on page 5
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Think “Processes”, Not “Functions” continued

team-based, business process-oriented approach to newstrategic decision making. For example, it is more
product development averted a potentially costly mistakeeffective to focus on the order-fulfilment process, rather
Early in the development process, a supply chain speciatisan the underlying functions such as transportation,

on the development team recognized that without major warehousing, inventory management, forecasting, and
changes to the company’s shipping capabilities, the newcustomer wervice that make up that process.

product would spoil in the warehouse before reaching Organizational infrastructures need to be designed to

customers. support the efficient management of processes.
Transformation to a process-oriented, horizontal 4. People must have the attitudes, skills, and behaviors
organization is probably one of the most difficult required to sustain horizontal processesProcesses are

challenges that companies face. Horizontal managemendifferent from functions. Employees’ personal

inspires and enables people and functions across an  characteristics must reflect the realities of life in a
organization to respond quickly, flexibly, and creatively talynamic, horizontal, customerOdriven work environment.
constantly changing customer needs. Mercer research hisr individuals, this means a high tolerance for ambiguity
revealed five guiding principles of horizontal managemerand change, a willingness to trust others, and an

that can transform how companies operate in the future:integrative holistic style of thinking. Process teams must
deeply commit to the success of each individual in pursuit
of a common goal, while strengthening skills in group
decisionmaking and conflict resolution.

1. Companies must serve customers through
horizontal processesBusiness processes embody all of
the work activities that transform capabilities — that is,
skills, knowledge, culture and relationships — into Leaders need to adopt a communicative and collaborative
customer value. Processes are both customer-facig and management style. They must believe that teamwork and
enabling. Horizontal processes cross traditional functionaesults are more important than position and power.
disciplines within an organization and even extend beyorduman performance systems and the organizational
formal organizational boundaries to include customers, culture become critical enablers. Key goals include
suppliers, and other stakeholders. By horizontally attracting, developing, leveraging, and retaining top talent
managing processes, companies can serve their customacsoss the organization and fostering a culture conducive
more flexibly and effectively, which translates to customep process excellence. This means encouraging individual
delight and corporate success. and team innovation and risk taking; focusing on the
customer; promoting values diversity and learning; and

2. Process owners, teams, and individuals are driven . )
becoming results-oriented.

by customer accountabilities Accountability is essential
to process management. Process owners, teams, and 5. Information enables horizontal integration and
individuals must be given the responsibility and adaptive learning.Real-time access to information
accountability for developing, deploying, and improving enables the effective and efficient management of
processes to meet customer needs. Process managemeptasesses. To continually improve themselves,

line management. Accountability is facilitated by goal  organizations require a systematic approach to capturing
setting, clear assignment of responsibility, and rigorous and applying knowledge. Timely information feedback on
performance measurement. a daily basis allows for incremental self-correction of
processes. Similarly, access to comprehensive historical
information enables simulation and optimization modeling
of processes in major redesign efforts.

3. Processes are the focal point for decision making
and organizational infrastructure. Because horizontal
processes convert core capabilities into customer value,
processes mjst be the focal point for day-to-day and ~www.manufacturing.net~

Nov. 18 Fingerlakes Entrepreneurs’ Forum Meeting—Roger Williams—607-254-4815
Nov. 18 Business AfteBusiness Receptior-Corning Area Chamber—607-936-4686
Nov. 23 Annual Thanksgiving Luncheor—Greater Binghamton Chamber—607-772-8860
Nov. 26 The Difficult Guest/Customer—Broome County Library—607-778-6400

Dec.1 Business After Hours-Chenango Chamber—607-734-5137

Dec.3 Technology Seminar—Business ToysOtsego Chamber—607-432-4500

Dec. 14 Business After Hours-Corning Area Chamber—607-936-4686
Dec. 28  3rd Annual Chamber Open House-Otsego Chamber—607-432-4500
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Associates’ Corner

AM&T AssociateSince 9/2001

Johnson Outdoors in the Binghamton area is

probably best remembered as Eureka Tents. A division
of Johnson Outdoors, Inc., Eureka Tents is a leading
manufacturer and distributor of outdoor tents, canopies,
seasonal structures and a wide variety of tents for the
U.S. Military.

Eureka! Tents & Seasonal Structures was started in
1895 by Arthur D. Legg who ran a small custom canvas
shop that designed and sewed house and store awnings,
Conestoga wagon covers, horse blankets, American
flags, and — of course — tents.

Eureka! Tents has been making quality tents and
seasonal structures for more than 100 years. And, for
75 years, ran a successful rental business. During that
time, a lot was learned about what customers wanted,
what worked well for different applications and what it
is that people want in a tent.

Eureka! Tents has earned a reputation for quality
products and innovative designs in manufacturing.
Along the way, they have been the recipient of multiple
IFAI Achievement Awards for tent design and
excellence in manufacturing. Keeping up with the
growth of their business, Eureka's facilities have grown
to over 120,000 square feet of manufacturing space and
a new, 18,000 square foot distribution center.

For more information visit:

www.johnsonoutdoors.com

SmartStart Venture Forum®

AM&T Associate Since 10/1998

Ithaca Materials Research & Testing (IMR Test Labs)
is an A2LA and NADCAP accredited research and
testing laboratory serving the automotive, aerospace,
consumer products, and industrial goods industries.

Testing services include metallurgical, chemical,
failure analysis, mechanical, salt fog, polymer testing,
and environmental simulation. The lab also provides a
full range of services geared toward reverse
engineering and competitive benchmarking of a wide
range of products. Technical consultation, expert
witness, forensic, and legal services are also available.

With 60 engineers, scientists, and support staff housed
in 20,000 square foot facility, IMR has the equipment
and personnel necessary to analyze the toughest
product failures, as well as handle routine test
programs.

Founded in 1984, IMR Test Labs has grown into one of
the nation’s leading testing laboratories offering a wide
range of services for manufacturers in a variety of
industries.

IMR recently broke ground on a 10,000 square foot
Technical Center to house its’ training and Professional
Engineering groups. The company serves over 1,000
manufacturing, legal and engineering clients annually.

For more information visit:

www.imrtest.com

On October 6th and 7th, twenty companies made eight-minut¢hey could fund. | had investors leaving the event telling mg
presentations to an audience of potential angel and institutiontidat they felt they had found companies they could fund.”

investors, venture capitalists and others at the Fourth Annual
SmartStart Venture Forum®.

This year’s program drew motiean 225 attendees from across Law School and other organizations in the private and pub
the Northeast with more than sixty investors present. “The higkectors to promote the development, success, expansion
general welfare of technology entrepreneurship in the
response from the companies thegsented indicates that we'll Northeast.

quality of the presenting compas, the investor turnout, and

get companies funded,” said Richard Honen, President of the

Empire State Venture Group. “There was definitely an upturn in

activity, investors this year were looking for companies that

Empire State Venture Groujmc. SM is a collaboration
between the Science and Technology Law Center® at Alb}y
I

For more information, visit: www.als.edu/stlc.
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There’s a marauding infestation of adverbs and adjectivgsst identified, verified and maintained—not usually

that infiltrate the text of quality documents and operatingapproved. Assigning ownership for the review of all
procedures, wreaking havoc wherever they are found. Tld@cuments, even those he doesn’t read, begs the question:
leader of this menacing bunch is calfedll.” Among his  If the V.P. isn't reviewing all the documents, then who is?
compatriots you'll find* Never,” “Always,” “Every” and

“None.” Other examples might include:

“All non-conforming material is placed in the MRB

When | come across a particularly virulent case of cabinet.” What happens if it doesn't fit or the cabinet is
rampant absolutes during an audit, I'm tempted to violatdull? “All obsolete copies are destroyed.” Can you keep
the prohibition we auditors have against consulting. | wanhe for reference or in the archives? “The vahaiays

to scour the auditee’s documentation and point out the opened before the unit is turned on.” What happens if you
countless instances where they've used “all,” or one of thern the machine on first? Does the device stall or does the
other offending words, without perceiving the full building blow up? The answers to these questions
implication of what they have written. demonstrate the appropriatenesSaif” or “always.”

| generally end up asking the auditee or process owner, The auditee may feel I'm being capricious, picking away
“Do you really mean all?” The authors of the documents at miniscule findings in an attempt to beef up my list of
rarely give adequate consideration to the manner in whiatonconformance. In actuality, | would normally assess the
they express the requirements. This normally innocuousrisk that the language poses and make a determination as
group of words can skew meaning, making the to whether this is a minor observation (an opportunity for
requirements absurd or impossible to achieve. improvement) or a minor nonconformance. I've never
witnessed a case where it indicated a systemic breakdown

I've tried to sort out the reason there’s such a pervasive . i
of considerable magnitude.

overuse of this small group of limiting modifiers. There
are those who use the words casually and ubiquitously, Auditors don’t have the prerogative to decide when the
almost like variations of common articles, to give some organization really meannever” and when it intends to
variety to monotonous text. They ascribed no substantiveay, “...well, almost never.The auditee or process owner
meaning to the usage of these words in a sentence. Othe&rshe best authority on the criticality of a process.

take great pains to deliberately insert these precise, all- Sometimes, it's absolutely crucial to conduct a particular
encompassing words to communicate their unwavering activity in a specified sequence. Sometimes, it's a matter
resolve to the maintenance of the company’s quality of regulatory compliance that a certain signature always
system. Their intent is to reinforce the organization’s rigighrecedes the release of a device for shipment. In those

commitment to consistency and control. instances'‘always” is the appropriate word to use in the

In both instances, the outcomes are markedly different procedure.

from the original intention. In the first scenario, the It's often quite clear whetiall”” or “never” is intended to
document writer may have inadvertently altered the be rhetorical, as opposed to prescriptive. There are many

parameters that define process requirements. In the lattarases, however, where the risks that are engendered by
case, the use of “all” or “never” could so restrict process either complying—or failing to comply—with an overly
owners that they cannot avoid falling into some breach ofestrictive requirement are less obvious, especially to an
a defined requirement. impartial observer. Note the valve example early in this
article. There is also the risk of simply wasting resources

One of the typical examples that I've seen relates to through blind adherence to a poorly worded document.

documentation. The document control procedure reads,
“All documents are reviewed and approved by the vice- The message: be judicious in the use of the word “all” and
president of operations prior to issue.” This wouldn’t be its cohorts (never, always, etéways—yes, | do mean
such a big deal, if the only documents a company had always—maintain vigilance when writing and revising
were manufacturing work instructions. Unfortunately, thedocuments to prevent the proliferation of marauding
same procedure goes on to list what things are consideretundane modifiers.

to be documents._These mcIu_de drawings, customer . Denise E. Robitaille is an RAB-certified lead assessor,
purchase orders, internal audit schedules, the electronic ASQ-certified Quality Auditor and senior member of the
corrective action database and all the documents of American Society for Quality.
external origin. The likelihood that the V.P. of operations

is going to review all these documents is slim to none.

Furthermore, documents of external origin are generally

Volume 9, Number 12 — December 2004 7




59 Court Street, 6th Fl
Binghamton, NY 13901

December 2004

Address Service Requested

UMLT will be closed 11]25 & 11]26[2004
We wish you a safe and happy haliday.

DoD SBIR Solicitation 2005.1 Released
Department of Defense (DoD) will begin accepting proposals on December 15,
2004 for their 2005.1 SBIR Solicitatiobeadline for receipt of proposals is
January 14, 2005. The Solicitation is available in HTML, PDF, and MS Word
file formats atvww.acq.osd.mil/sadbu/sbir/.

There are 378 topics available in this solicitation from among the participating
DoD components: Navy, Air Force, National Geospatial-Intelligence Agency
(NGA), Chemical and Biological Defense (CBD), Defense Threat Reduction
Agency (DTRA) and Special Operations Command (SOCOM).

For more information regarding the solicitation or the program in general,
contact the DoD SBIR/STTR Help Desk at 866-SBIRHLP (866-724-7457) or
www.dodsbir.net/helpdesk/

FY 2005 DOC NIST SBIR Solicitation
The Department of Commerce (DOC), National Institute of Standards and
Technology (NIST) 2005 SBIR solicitation is now available in electronic form
only on the NIST SBIR websitéhttp://patapsco.nist.gov/ts_shir/ The
closing date is January 28, 2005.

For more information regarding the DOC NIST SBIR solicitation, contact Lisa
Wells, Contract Specialist, at 301-975-8171or Lisa.Wells@nist.gov.

FY 2005 DOE Solicitations
DOE will support high-quality research or R&D on advanced concepts
concerning important mission-related scientific or engineering problems and
opportunities that are likely to lead to significant public benefit if the research is
successful. Proposals are due December 13, 2004.

Visit: www.fedgrants.gov/Applicants/DOE/postdate_1.html

For more grant information,
Ccall Jim Cunningham on ext. 311 at AM&T
607-774-0022 or 607-725-1225 (cell)

Non-Profit
U.S Postage
PAID
Permit No. 65
Binghamton, NY

Please Route to:

President / CEO
Vice Pres.
Quality Mgr
Plant Mgr

HR Director
Safety Mgr

[ W Wy iy iy

Staff Directory

Tel: 607-774-0022
Fax: 607-774-0026

Jim Cunningham—Ext. 311
Business Developer/Principal Consultant
jecunningham@amt-mep.org

Norma Cushner—Ext. 302
Administrative Assistant
ncushner@amt-mep.org

Robert Edwards—Ext. 307
I.S. Administrator
redwards@amt-mep.org

Ed Gaetano—Ext. 304
Executive Director
egaetano@amt-mep.org

Lloyd Johnson—Ext. 312
Principal Consultant
ljohnson@amt-mep.org

Bob Mann—Ext. 305
Principal Consultant
rgmann2@stny.rr.com

Carol Miller—Ext 316
Principal Consultant
cmiller@amt-mep.org

Kathy Peacock—Ext. 308
Finance Administrator
kpeacock@amt-mep.org

Carl Terpack
Consulting Partner
cterpack@stny.rr.com

Bill Welker—Ext. 314
Principal Consultant
bwelker@amt-mep.org

“This publication is funded in whole or in part by
NYSTAR. Any opinions, findings, conclusions or
recommendations expressed in this publication are
those of the author(s) and do not necessarily reflect
the views of NYSTAR.”
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