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CHAPTER 2

“Top-down” “Bottom-up”

Figure 1. Top-down vs. bottom-up structures.

RN

COMMAND B COMMAND OF TEAMS ) TEAM OF TEAMS
A traditional top-down Small teams operate The relationship among
structure. independently but still teams resembles the
The connections that within a more rigid closeness among
matter are between superstructure. individuals on those
workers and their teams.
manager.

Figure 2. Key concept behind “self-managed” organizations portrayed in Team of Teams. If you do
not know what to pay attention to, it could appear that the military has lost its hierarchy. Riiight.

General McChrystal as a General McChrystal as a General McChrystal as a
Traditional Leader Transitional Leader Design-Centric Leader
4

Figure 3. An alternate story for Team of Teams is the journey of General McChrystal from a
traditional command-and-control leader to a design-centric leader
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CHAPTER 3

STRATEGY

Figure 4. The Organizational Physics Strategic Execution Diamond. Every organization has mass,
which is resistance to change.

POINT A POINT B

Figure 5. Work at the level of Structure & Process to create higher leverage and turn the ship.
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CHAPTER 4

Positives
Autonomy Leadership
Trust Performance
Empowerment Accountability

Transparency Clarity

"Bottom-up” “Top-down”

Anarchy Tyranny

Confusion Bureaucracy

Chaos Politics

Errors Stagnation
Negatives

Figure 6. Top-down vs. bottom-up is not a problem to solve. It’s a polarity to manage.

Efficiency
Control
Short-range

Effectiveness
Autonomy
Long-range

Figure 7. Although some functions in the organization need to tilt toward the left side, the
organization as a whole needs to tilt to the right side!
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CHAPTER 5

Parts

Respond Shape

Whole

Figure 8. The Adaptive Systems Model of Organizational Physics.

Parts
Slower pace Faster pace
Stabilizing Producing
Structured Shortvisi
Makes things Makes things
approach :nntlollulblgc produce Imulu
Regulate, administer, Generate, make,
systematize transform
Respond Shape
Unifying Innovating
Unstructured 7 biokes Hings responit siciioa i i )
akes things respon akes things
approach bt o ong view
4 Integrate, harmonize, Create, entrepreneur,
coalesce invent
U !
Process-oriented Results-oriented
Whole

Figure 9. The Producing, Stabilizing, Innovating, Unifying (PSIU) forces.
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Slower pace Faster pace
P
Stabilizer Producer
Structured =
" Short view
approach Organizer Hard worker
" Quality control Fighter
Respond Shape
Unifier Innovator
Unstructured L i
approach + Rapport builder Creative ong view
v “We" focused Cutting-edge
Process-oriented Results-oriented
Whole
Figure 10. From forces to styles.
EFFICIENCY MUST m» SUPPORT EFFECTIVENESS

Slower pace

Faster pace .

Structured @ )
approach 4:«% ) Short view
Stabilizer
Respond Shape
Bl
Unstructured '6' E" —
approach v 9

Bigh:id

Unifier

Process-oriented

Innovator

Results-oriented

Whole

Figure 11. PSIU: The left side must support the right side. The only reason to do Stabilizing and
Unifying activities is to Produce and Innovate better and faster.
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DON'T LET SHORT RANGE Parts

. Slower pace Faster pace

Structured Short view
approach
Respond Shape
Unstructured Long view
approach °
Innovator

Process-oriented Results-oriented

Whole DOMINATE LONG-RANGE

Figure 12. PSIU: Don’t let short-range (PS) dominate long-range (IU).

S

Stabilizing

P

Producing

Bureaucracy Myopia
Rigidity Burnout

Profitable Client-focused
Scalabe Winning

Drives
Results

Brings
Cohesion

Unified
Connected

Infighting Chaos
Politics Fragmentation

U

Unifying Innovating

Figure 13. PSIU is advanced polarity management.
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Core Concept Check? | Key reflections or open questions

Every system has X Makes a ton of sense. Charlie is starting to see

finite energy in this principle everywhere she looks.

time.

Design controls / Charlie still might argue that individual grit,

behavior. drive, and willpower can overpower design. But
she admits that design influences, if not totally
controls, behavior. Besides, she wants a good
environment for herself and her staff to thrive.
Every little edge helps.

Every system X Charlie is still asking how to get the mass that is

has mass or PeoplePower continually aligned and realigned

resistance to in practice: an open question still to be addressed

change. in coming chapters. But she likes the metaphor
of gathering the mass and keeping it “rolling”
together to build up a head of steam.

Structure and / Charlie still views the people involved as the most

Process create important criteria in the success of PeoplePower.

the highest However, she will admit that getting the right

leverage. people into the right seats on the bus and
operating as a high-performing team is as critical.
She wants to see more of how structure and
process actually enable that.

Leaders X Charlie appreciates how the insight that leaders

create the design a self-managed organization and that

self-managed hierarchy is present, even if it is hidden, actually

organization. helps her to cut through the on-stage populism to
the back-stage reality.

Organizational / Charlie still isn’t clear how PSIU relates to other

design is polarity personality type indicators that she is more

management. familiar with. She definitely gets the concept of

tensions as polarities that need to be managed vs.
problems that need to be solved. She also likes
the potential of how the PSIU lens can help her
and her team get on the same page about where a
polarity is out of whack and fix it. She is willing
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Core Concept Check? | Key reflections or open questions

to go deeper into the structural design choices

and people placement decisions using PSIU as a
backdrop.

Table 1. Check and see if you agree with the core concepts so far.
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CHAPTER 6

ey
s| I - Decline
g‘ Maturity
5]
]
> Growth
(a)
Early Growth
Birth T
Stability \

Figure 14. Lifecycle strategy: Everything follows a lifecycle curve. Some curves are short, others long.

3.Scale it

ﬁ 4. Milk it
2. Nail it ” N
74
_@_ PSlu
PSiu

1. Pilot it 5.Kill it

Development

Early I Early Late
s Adopters § Majority Majority / Laggards
Stability \

Figure 15. Lifecycle strategy: The Organizational Physics Strategy Map.
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Then launch new orgs

Get to here

Growth

Early Growth

Stability \

Figure 16. Lifecycle strategy: The goal is perpetual renewal.

3.Scale it

ﬁ 4. Milk it
2. Nail it 7 N
7/
_@_ PSlu
P

1. Pilot it

@

5.Kill it

Early 1 Early 1 Late
Innovators  y Adopters § Majority » Majority / Laggards
Very limited Functional Evolving Break or escape from \
structure structure  structure legacy structure
Stability

Figure 17. Lifecycle strategy: Different lifecycle stages require different structures.
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3.Scaleit

4. Milk it
2. Nail it 7/&:‘

PSlu

5.Kill it

Development
o
o
—
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o

|
|
A

Early 1 Early 1 Late
Innovators  y Adopters g Majority 1 Majority / Laggards
Very limited Functional Evolving Break or escape from \
structure structure  structure legacy structure
Stability

Figure 18. Lifecycle strategy: Strategy Map showing where the two PeoplePower business units are
currently in their development.

3.Scale it

4. Milk it
2. Nail it
/ﬁ
74

PSlu

5.Kill it

Development
R
o
—
=

1 Late
Innovators  ; Adopters § Majority » Majority / Laggards
Very limited Functional Evolving Break or escape from \
structure structure  structure legacy structure
Stability

Figure 19. Lifecycle strategy: Strategy Map showing where PeoplePower needs to drive to next in
sequence.
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Lifecycle Stage

PSIU
Force

How to Design for Alignment

Pilot It

A Pilot It stage product opportunity requires
innovative customers and an innovative business
unit. Ensure the Innovating force is high. Do not
put a lot of structure or processes around this
unit. There should be a high Innovating force all
around.

Early Nail It

An early Nail It stage product requires a high
Producing force to meet customer needs. Even
the right customers at this stage are Producers—
they have a problem and want it solved fast. It
should be a high Producing force all around this
business unit.

Mid- to Late
Nail It

PS

Once product-market fit is getting proven, and
as the business unit moves into mid- to late
Nail It, start to marry the Stabilizing force with
the Producing force by systematizing how it
sells, serves, and delivers, including a functional
structure. This ensures happy early adopter
customers who want things done fast and right
and prepares the organization to scale to the
opportunity.

Early to Full
Scale It

PSI

Once it is being pulled forward by market
demand and it has the foundation to support

it, the business unit moves into early and full
Scale It mode. Now the Innovating force can
be strong again because it has a foundation on
which to innovate. The early majority customers
at this stage expect the full solution set too—
high quality, high innovation, high support,

etc. Basically, it should be a high Producing-
Stabilizing-Innovating force all around. The
Unifying force is there too (as it always has been
in a healthy balance), just geared towards the
external customers, mission, and vision, not
internal politics.

12
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PSIU

Force How to Design for Alignment

Lifecycle Stage

Milk It SU Just as a business unit reaches the pinnacle,

a leader must be very wary of the emerging
downward slide into the Milk It stage. This
slide is a result of the continued growth of

the Stabilizing and Unifying forces, which
expand naturally under their own inertia as an
organization ages. Company leadership must
be vigilant to stay on a perpetual growth edge
without falling off the cliff.

Late Milk It S If an organization does become too stable and
inwardly focused before it has developed new
growth stage business units that are scaling up,
or on the cusp of scaling up, and which will soon
take over and transform the mothership, then it
becomes a shell of its former self with little hope
for renewal (late Milk It). If the company is a
healthy system, the young and vibrant reach their
potential before becoming old themselves, and
the dance goes on.

Table 2. How to design for alignment across products, customer types, and business unit capabili-
ties.

13
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CHAPTER 7

Clarify & Place Plan &
Adopt Execute

Map Key

\YETe)
Process Cycles Function

Structure Roll-out

Figure 20. The five steps to design a new structure quickly and correctly.

KSCERIhCIREcess Customer Cycle Example

“"How should we best

Business identify, engage, sell, retain,
Strategy support, and develop new
and existing customers?”
Metrics & Brand
Review Architecture &
Enablement Awareness
Customer Lead
Renewals Generation
Customer Pre-
Support Qualification
Pre-Sales
Engineerin
Customer & &
o Sales
Training & c .
onversion
Engagement .
Customer Contracting
Onboarding
Invoicing
& Collections

Figure 21. Customer Cycle for PeoplePower.
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Key step in the process

Product Cycle Example

“How should we best

Business identify, design, develop, and
Strategy deploy the right new
products and simultaneously
grow, maintain, or end
i existing ones?”
MRetr{cs & Market 9
eview Analysis
Enablement Y
Product Mix Product Technical
Optimization Strategy Architecture
Product Fixes & Product Ufstrgam
Elpport rodu Planning
Cycle Coordination
Product
Engagement
Payroll Product Benefits Product New Product
Product Production Mgmt Production Mgmt Production Mgmt
Hosting
& Performance Product Marketing Product Marketing Product Marketing
Downstream
Product Launch

Coordination

Figure 22. Product Development Cycle for PeoplePower.
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Key step in th
€y step In the process Employee Cycle Example

“"How should we best identify,
Business engage, hire, retain, support,
Strategy develop, and discharge our
employees so we have an
engaged and high-performing

5 workforce?”
Metr{cs = Workforce
R Plannin
Enablement 9

Talent & Career Recruiting &
Development Interviewing
Support* Support*
Compensation Hiring &
& Incentives Benefits
Support* Administration
HR Compliance Employee
& Liability Onboarding
Prevention Support*
Performance Job Tools &
Management Analytics

Support* Support* *Support means that each functional head is
accountable for the performance and productivity
of their teams and gets support from these other
functions to ensure that.

Figure 23. Employee Cycle for PeoplePower.
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CHAPTER 8

Shorter-Range | Effectiveness Shorter-Range | Efficiency
Do the Right Thing to Get Customers Do Things the Right Way for Customers

Longer-Range | Effectiveness Longer-Range | Efficiency
Do the Right Thing for the Company Keep the Company Out of Harm

Figure 24. Blank Structure Map.
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Shorter-Range | Effectiveness Shorter-Range | Efficiency
Do the Right Thing to Get Customers Do Things the Right Way for Customers
Demand
Gen
Longer-Range | Effectiveness Longer-Range | Efficiency
Do the Right Thing for the Company Keep the Company Out of Harm
Brand
Marketing

Figure 25. PeoplePower Structure Map with Brand Marketing and Demand Generation

18
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Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Shorter-Range | Efficiency

Do Things the Right Way for Customers

Demand Direct Sales Channel
Gen Sales
Pre-

qualification

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand
Marketing

Figure 26. PeoplePower Structure Map adding Pre-qualification, Direct Sales, and Channel Sales.
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Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Shorter-Range | Efficiency

Do Things the Right Way for Customers

Demand Direct Sales Channel
Gen Sales
Pre- Pre-sales

qualification Engineering

SAAS Billing

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand
Marketing

Legal Controller

Figure 27. PeoplePower Structure Map adding Pre-Sales Engineering, SAAS Billing, Legal, and
Controller.
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Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Shorter-Range | Efficiency
Do Things the Right Way for Customers

Demand Direct Sales Channel
Gen Sales
Pre- Pre-sales

qualification Engineering

it Customer

SAAS Billing Gnboarding
Customer Customer
Success Support

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand
Marketing

Legal Controller

Figure 28. PeoplePower Structure Map adding Customer Onboarding, Customer Success, and
Customer Support.
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Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Shorter-Range | Efficiency
Do Things the Right Way for Customers

Demand Direct Sales Channel
Gen Sales
Pre- Pre-sales Channel

qualification Engineering Mgmt
Account
Mgmt

Customer Data &
SAAS Billing ) Internal
Onboarding
Tools
Customer Customer
Success Support

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand Business
Marketing Strategy

Legal Controller

Figure 29. PeoplePower Structure Map adding Data & Internal Tools, Account Management,
Channel Management, and Business Strategy.
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Key step in the process

Function accountable for key step

Customer Cycle Example

“How should we best

_] - identify, engage, sell, retain,
i Esingss rt, and develop new
Business Strategy support, an P 2
Strategy and existing customers?
Data & Metrics & Brand Brand
Internal Tools Review Architecture & Marketing
Enablement Awareness
Account [~ d Demand
Management Customer Lea . Generation
Renewals Generation
Customer
Customer Cycle — Demand
Support Customer I?r.e- X Generation
Support Qualification
Pre-Sales
Pre-Sales : ’
Customer [~  Customer Direct Sales/ |— Engi : Engineering
S Sales ngineering
Success Training & 5 « Channel Sales
E Conversion
ngagement |
. Legal
Contracting
Customer c
Onboardiing ustomgr -
Onboarding Invoicing
& Collections Controller

Figure 30. PeoplePower Customer Cycle mapped with the functions accountable for each step in the
cycle.

23



DESIGNED TO SCALE AUDIOBOOK IMAGES

Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Do Things the Right Way for Customers

Shorter-Range | Efficiency

Demand Direct Sales Channel
Gen Sales
Pre- Pre-sales Channel

qualification Engineering Mgmt

Account
Mgmt

Customer Data &
SAAS Billing ) Internal
Onboarding
Tools
Customer Product Customer
Success Mgmt Support

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand Business Technical
Marketing Strategy Strategy
Product Product Technical
Strategy R&D Architecture

Legal Controller

Figure 31. PeoplePower Structure Map adding Product Strategy & RED and Technical Strategy &

Architecture to Quadrant 3 and Product Management to Quadrant 2.
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Shorter-Range | Effectiveness Shorter-Range | Efficiency
Do the Right Thing to Get Customers Do Things the Right Way for Customers
Data &
DemsEhd Direct Sales S SAAS Billing Customgr Internal
Gen Sales Onboarding
Tools
Pre- Pre-sales Channel Customer Product Customer
qualification Engineering Mgmt Success Mgmt Support
Account Software Product
Mgmt Engineering Owner
Longer-Range | Effectiveness Longer-Range | Efficiency
Do the Right Thing for the Company Keep the Company Out of Harm
Brand Business Technical Leqal Controller
Marketing Strategy Strategy 9
Product Product Technical
Strategy R&D Architecture
Product
Marketing

Figure 32. PeoplePower Structure Map adding Product Owner and Software Engineering into
Quadrant 2 and Product Marketing into Quadrant 3.
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Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Shorter-Range | Efficiency

Do Things the Right Way for Customers

Demand Direct Sales Channel
Gen Sales
Pre- Account Channel

qualification Mgmt Mgmt
Pre-sales

Engineering

Customer Data &
SAAS Billing ) Internal
Onboarding
Tools
Customer Product Customer
Success Mgmt Support
Software Product Platform
Engineering Owner Ops

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand Business Technical
Marketing Strategy Strategy
Product Product Technical
Strategy R&D Architecture
Product
Marketing

Legal Controller

Figure 33. PeoplePower Structure Map adding Platform Operations to Quadrant 2.
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Key step in the process

Product Cycle Example

Function accountable for key step

"How should we best
identify, design, develop, and
deploy the right new
products and simultaneously
. Business grow, maintain, or end
Business

Strat isti v
Strategy tategy existing ones*
Data & ™ Metrics & Mark ] Brand
Internal Tools Review A a'i e.t Marketing
Enablement nalysts
Product — X — Product
Mgmt Prosiu?':t M'X Product Strategy & R&D
Optimization Strategy
Technical —| Tech Strategy
echnica .
— & Architecture
Csustomer Product Fixes & Architecture
upport Subbort Product
ppo Cycle |
Upstream ] Product
Customer [~ Plan.nlng. Mgmt
S Product Coordination
uccess
Engagement /\
- Payroll Product Benefits Product New Product | Product
Platform Product Owner
Operations Hosting
& Performance Production Mgmt Production Mgmt Production Mgmt | Software
Engineering
Product Marketing Product Marketing Product Marketing | Brand

Marketing
Product [T Downstream A%
Mgmt Product Launch

Coordination

Figure 34. PeoplePower Product Development Cycle with accountabilities.
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Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Shorter-Range | Efficiency

Do Things the Right Way for Customers

Demand Direct Sales Channel
Gen Sales
Pre- Account Channel

qualification Mgmt Mgmt
Pre-sales

Engineering

Data &
SAAS Billing Customgr Internal
Onboarding
Tools
Customer Product Customer
Success Mgmt Support
Software Product Platform
Engineering Owner Ops

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand Business Technical
Marketing Strategy Strategy
Product Product Technical
Strategy R&D Architecture
Product Culture &
Marketing Talent

Legal Controller HR Admin

Figure 35. PeoplePower Structure map adding Culture & Talent to Quadrant 3 and HR Admin to
Quadrant 4.
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Key step in the process

Employee Cycle Example

Function accountable for key step

“"How should we best identify,
engage, hire, retain, support,
develop, and discharge our
employees so we have an

Busness engaged and high-performing
Business Strategy workforce?”
Strategy
Data & Metrics & F — Culture &
Internal Tools Review vgr'r EIrEE Talent
Enablement anning
Culture & [~ Talent & Career Recruiting & —| Culture &
Talent Development Interviewing Talent
Support* Support*
Employee
HR [~ Compensation Cycle Hiring & HR
Admin & Incentives Benefits Admin
Support* Administration
HR [~ HR Compliance Employee Culture &
Admin & Liability Onboarding Talent
Prevention Support*
Culture & [~ Performance Job Tools & | Data &
Talent Management Analytics Internal Tools
Support* Support*

*

Support means that each functional head is
accountable for the performance and productivity
of their teams and gets support from these other
functions to ensure that.

Figure 36. PeoplePower Employee Cycle with accountabilities.
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Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Shorter-Range | Efficiency
Do Things the Right Way for Customers

Demand Direct Sales Channel
Gen Sales
Pre- Account Channel

qualification Mgmt Mgmt
Pre-sales

Engineering

Customer Data &
SAAS Billing ) Internal
Onboarding
Tools
Customer Product Customer
Success Mgmt Support
Software Product Platform
Engineering Owner Ops
Business
Aligment

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand Business Technical
Marketing Strategy Strategy
Product Product Technical
Strategy R&D Architecture

Product Culture & Strategic
Marketing Talent Finance

Legal Controller HR Admin

Figure 37. PeoplePower Structure Map Exercise with Business Alignment in Quadrant 2 and
Strategic Finance in Quadrant 3.

30




DESIGNED TO SCALE AUDIOBOOK IMAGES

CHAPTER 9

Shorter-Range | Effectiveness
Do the Right Thing to Get Customers

Shorter-Range | Efficiency

Do Things the Right Way for Customers

Demand Direct Sales Channel
Gen Sales
Pre- Account Channel

qualification Mgmt Mgmt

Pre-sales
Engineering

Customer Data &
SAAS Billing ) Internal
Onboarding
Tools
Customer Product Customer
Success Mgmt Support
Software Product Platform
Engineering Owner Ops
Business
Aligment

Longer-Range | Effectiveness
Do the Right Thing for the Company

Longer-Range | Efficiency
Keep the Company Out of Harm

Brand Business Technical
Marketing Strategy Strategy
Product Product Technical
Strategy R&D Architecture
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Figure 38. PeoplePower’s completed draft of its Structure Map.
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CHAPTER 10

Quadrant #1: Do the Right Thing
to Get Customers
I T
Performénce Channel Sales
Marketing Pol
PSlu G
- % ROAS - $ channel sales
- $ total sales - #quality of partners
- Client satisfaction - Client satisfaction
- Regional demand gen - Channel development
teams - Channel account mgmt

- Digital inbound
campaigns (Social, SEO,
AB splits, affiliates, PPC,
email, etc.)

- Influencer mktg & mgmt

- Ecommerce conversion
optimization

Figure 40. Example of Quadrant 1 without a Direct Sales function.
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CHAPTER 11
Function Code | Reason
Strategic PsIU | Needs to put pressure on the system to drive
Execution results (Produce), evolve (Innovate), and work as a

unified team (Unify).

Quadrant 1 — Do the Right Thing to Get Customers

Demand
Generation

PSIu

Needs to drive daily/weekly results (Produce),
analyze trends and conversion metrics (Stabilize),
and find creative ways to drive new leads and
respond to changing conditions (Innovate).

Direct Sales
& Account
Management

PsiU

Needs to drive daily/weekly results in the form

of new and repeat sales (Produce) and to build
rapport with a wide variety of client types

(Unify). Note that a high Innovating force is not
required for the head of Direct Sales and Account
Management at PeoplePower’s current lifecycle
stage because it is becoming less about creative
business development and custom sales, and more
about leading a sales team to sell its standard
offering.

Channel Sales
& Channel
Management

PsIu

Needs to drive new channel partner accounts
(Produce) and to find creative applications
(Innovating) to align with those partners’ own
growth strategies. Notice that the head of Channel
Sales is a different style than the head of Direct
Sales. One is doing true business development.
The other is building a highly focused sales engine.

Quadrant 2 — Do Things in the Right Way for Customers

Customer
Success

PSIu

Needs to have a strong drive to improve customer
engagement and retention (Produce). Needs to
love metrics and analysis network-wide (Stabilize).
Needs to find creative ways to optimize the
customer journey and customer experience, and
to be a thought leader (Innovate).
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Function

Code

Reason

Note: I am coding for a really driven, smart,
creative, and data-driven Customer Success
function (PSIu). But often Customer Success is
thought of as more of a cheerleader with a high
Unifier style. “Yeaahhh Customers!!!!” The right
PSIU code will be dependent on your business
model and strategy.

Customer
Operations

PSiU

Needs to have a high drive to get clients
onboarded quickly, to respond to client needs
(Produce), and to build and maintain processes

to respond accurately and efficiently at scale
(Stabilize). It needs enough Unifying force to
connect with a wide range of client styles involved
with implementation and support (Unify).

Product
Management

pSIU

Needs to bring order out of chaos and pays

close attention to details (Stabilize). Needs to
understand the big picture enough to align
short-range development needs to it (Innovate).
However, the Innovating style here cannot be so
large that it competes with the vision and strategy
in Quadrant 3. In other words, it needs to support
the vision, not compete with it. It also needs to
understand and empathize with a wide variety

of stakeholder needs and to be able to make

hard prioritization decisions in a way that builds
commitment vs. resistance (Unify).

Note: You may be asking why there is not also

a high Producing force here? There does need

to be a healthy Producing force in Product
Management, but it just should not be dominant.
Everything is a trade-off. What we are trying to do
with this role is to have a high Producing force to
its left (in customer-facing functions) and to its
right (in operations and engineering functions)
and this role must be able to harness that drive
into a cohesive cross-functional team.

37




DESIGNED TO SCALE AUDIOBOOK IMAGES

Function

Code

Reason

See Appendix for a job description for Product
Management.

Business
Alignment

pSIU

The PSIU forces between Business Alignment
and Product Management are similar because
both are linchpin roles that work across the
organization. But the skills and interests of
Business Alignment are more oriented towards
company-wide alignment, cross-functional
process improvements, business analysis, and
throughput for the entire organization, while
Product Management is focused on direct
product-related activities. See Appendix C for a
detailed description of Business Alignment.

Data & Internal
Tools

PSiu

Data & Internal Tools serves the internal needs

of the organization and needs a high drive to be
responsive to the needs of internal stakeholders
(Produce). It needs a high drive to understand the
details and to make information systems efficient,
secure, and scalable for the entire organization
(Stabilize). If you want to add more creative
thinking to this role, add more Innovating or PSIu.
If you need more Unifying force to work better
across with internal stakeholders, PSiU, OK!

Note: I often get asked why Data & Internal Tools
is not placed in Quadrant 4: Keep the Company
Out of Harm. The reason why is that it is about
meeting internal customer needs in a proactive
way. The fact is that you can create a lot of
leverage in your own organization by unlocking
Data & Internal Tools from compliance or
administration. It should be a proactive function
that allows your organization to do more with less
and deliver high-quality data to all employees. If
you are intent on running machine learning algos,
then you absolutely must free and energize this
function to provide the data architecture and tools
layer to the entire company. If it is placed in
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Function

Code

Reason

compliance or administration, then it will end up
being very reactive and conservative. You want

it to say “yes” most of the time, with attention to
data security and integrity, but not “no” most of
the time because everything is seen as a risk or a
cost.

Platform
Operations

PSiu

Needs to execute quickly (Produce) and
methodically (Stabilize) to ensure a highly
scalable, secure, and capable technical
development and customer environment.

Note: Platform and customer data warehouse
architecture design and network security design
may need a higher Innovating force (in the design
and optimization phases) and if so, show it or
bring it to bear during those phases.

Software
Engineering

PSIu

Needs to have a high drive to ship code (Produce).
Needs to ensure that the code is accurate and of
high quality (Stabilize). Needs to understand the
big picture and find creative ways to deliver it
(Innovate).

Note: I often get asked if Quality Assurance
should be within Software Engineering or a
separate function. In PeoplePower’s case it is
within Software Engineering, but it does require a
separate role within the engineering team.

In fact, every function in the business must

be accountable for its own quality. However,

if your organization is in a highly regulated or
life-and-death industry, or it follows GMPC
manufacturing standards, then you would break
out a separate Compliance function into Quadrant
4 to act as a check and balance on Engineering,
Manufacturing, and other functions. Make a
distinction between having quality decentralized
everywhere but compliance centralized in
Quadrant 4.
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Function

Code

Reason

Quadrant 3 — Do the Right Thing for the Company

Product Strategy
& R&D

PsIu

Needs to set the product strategy and hold the
product vision (Innovate) and to drive forward
early Pilot It stage innovations and bring them
to life (Produce). A code of Pslu is highly
entrepreneurial.

Note: Product Strategy could be an accountability
of Business Strategy if that is appropriate for your
business. I placed UX research and design here
to show that this is a good location for long-
range research and design or out-of-the-box
perspectives. If your business model requires

it, you could push shorter-range user research
and user experience in Product Management.
Think in terms of longer-range breakthroughs of
what could be happening in Product Strategy &
R&D and shorter-range optimizations of what is
currently happening in Product Management.

Brand
Marketing &
Communications

PSIu

Needs to execute on marketing communications
and collateral (Produce), pay attention to the
details and impact of brand marketing and
communications decisions (Stabilize), and
understand and influence the brand narrative and
market trends (Innovate).

Business Strategy

pslu

Needs to set and drive the long-range business
strategy and put pressure on the system to evolve
(Innovate).

Note: As mentioned earlier, many inputs from the
team and the environment need to go into the
strategic decision-making process but only one
role is accountable for signing off on the actual
strategy, which is the head of Strategic Execution
(i.e., the CEO or head of the company). For this
reason, the head of Strategic Execution will
usually wear the (hat) of Business Strategy. But if
not, even if there is a Chief Strategy Officer
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or equivalent, the head of Strategic Execution
is not delegating key strategic decisions. They
can delegate the research, data gathering,
development of early stage-prototypes, etc. but
never the strategy itself.

Strategic Finance

pSIu

Needs to provide analysis and insight into
financial and core business metrics (Stabilize)

and to understand and support the big picture
(Innovate) financially, including capital markets
support, investment decisions, board support, etc.

Note: I am not showing a high Producing force
here, but it should be clear that every function
needs a healthy Producing force. Just because I
am not showing it as a capital P, does not mean
the Producing force shouldn’t be strong, vibrant,
and healthy in every function. Think of this role
as a financial and business conciliary to all other
functions.

Culture & Talent

pslU

Needs to understand, sell, and support the long-
range vision and strategy (Innovate) and to be
able to connect with and intuit the true emotional
needs and aspirations of others (Unify).

Note: Culture & Talent (like every other role)
needs a healthy Producing force too to drive the
recruiting inflow, but this can often be delegated
to a recruiting role that reports to the head of
Culture & Talent. Also, as mentioned, every

functional head must Produce to recruit their
own team. The head of Culture & Talent provides
recruiting, onboarding, and management support
to the other functions in these areas. There is
always a trade-off and in this role, trade for a
higher Innovating and Unifying force.
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Function Code | Reason

Quadrant 4 — Keep the Company Out of Harm

HR Admin, PSiu | These are the three roles in Quadrant 4 and we
Legal, and are looking for the same approximate style with
Controller different skill sets in each of them. In essence, we

are asking them to keep the organization out of
harm, which requires high attention to details and
process (Stabilizing) but also to getting the daily/
weekly work accomplished (Produce) in support
of the other functions from an HR Admin, Legal,
and Controller perspective.

Note: If you needed more Innovating force in
Legal because you are operating in unknown
waters, then you would look to add that to the role
or outsource it to a law firm that specializes in a
particular area.

Also, if you needed more “people friendliness,’
then you would look to add some more Unifying
forces to these roles but not at the expense of
producing high-quality work quickly. Unifying is a
nice bonus here, not a requirement.

Table 3. Desired PSIU styles for each major function at PeoplePower.
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CHAPTER 12

High  Skill & Fit Low

Shared 1. 2. At/Below
Team Leaders Team Players Market
Vision & Candidate
Values Demands
3. :
Unshared 4 Above Market

Specialists Waivers

Figure 43. The Draft Board from my book How to Think About Hiring.

Culture & Talent HR Admin
pslU PSiu
- Strength culture/skills - HR liability control
- Qual recr/onboarding - Admin costs/labor
- Client satisfaction - Client satisfaction
- Vision & values - Human Resource
alignment Information System
- Recruiting & (HRIS)
onboarding support - Salary & benefits
- Staff training & personal administration
development support - Payroll administration
- Culture events - Hiring/firing compliance
- Internal comms support - Issue resolution
- Employer brand - Office administration
support

- Office environment

Figure 44. Put people into roles where they can focus and thrive.
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I

Culture & Talent
psiU

Andrea

HR Admin
PSiu

(Andrea)

- Strength culture/skills
- Qual recr/onboarding
- Client satisfaction

- HR liability control
- Admin costs/labor
- Client satisfaction

- Vision & values
alignment

- Recruiting &
onboarding support

- Staff training & personal
development support

- Culture events

- Internal comms support

- Employer brand
support

- Office environment

Figure 45. Culture & Talent vs. HR Admin with the same player.

- Human Resource
Information System
(HRIS)

- Salary & benefits
administration

- Payroll administration

- Hiring/firing compliance

- Issue resolution

- Office administration

Andrea - Chief People Officer

Culture & Talent
pslU

Micha

HR Admin
PSiu

- Strength culture/skills
- Qual recr/onboarding
- Client satisfaction

- HR liability control
- Admin costs/labor
- Client satisfaction

- Vision & values
alignment

- Recruiting &
onboarding support

- Staff training & personal
development support

- Culture events

- Internal comms support

- Employer brand
support

- Office environment

- Human Resource
Information System
(HRIS)

- Salary & benefits
administration

- Payroll administration

- Hiring/firing compliance

- Issue resolution

- Office administration

Figure 46. Consolidating Culture & Talent vs. HR Admin under a Chief People Officer.
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Culture & Talent
pslU

Andrea

- Strength culture/skills
- Qual recr/onboarding
- Client satisfaction

- HR liability control
- Admin costs/labor
- Client satisfaction

Team: Micha

- Vision & values
alignment

- Recruiting &
onboarding support

- Staff training & personal
development support

- Cultural events

- Internal comms support

- Employer brand
support

- Office environment

- Human Resource
Information System
(HRIS)

- Salary & benefits
administration

- Payroll administration

- Hiring/firing compliance

- Issue resolution

- Office administration

Figure 47. Culture & Talent vs. HR Admin role focus.

Quadrant #1: Do the Right Thing to Get Customers

Demand Generation Direct Sales Channel Sales
PSlu PsiU Pslu
Luke Robert (Robert)/NH

- $ cost per lead
- # of qualified leads
- Client satisfaction

- $ direct sales
- # of clients
- Client satisfaction

- $ channel sales
- #/quality of partners
- Client satisfaction

- Digital demand
generation (Social, SEO,
A/B splits, affiliates, PPC,
etc.)

- Pre-qualification

- Qualified lead nurturing
- Lead conversion

- Account management

- Customer renewals

- Customer upselling/

- Channel sales
- Channel account mgmt

- Prospect database
mgmt and accuracy

cross-selling
- Pre-sales engineering

Figure 48. How Charlie staffed Quadrant 1 for PeoplePower.
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CHAPTER 13
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Quadrant 3: Do the Right Thing
for the Company

Product Strat & R&D
Pslu

(Greg)

Brand Mktg & Comm
PSlu

Greg

- Product vision clarity
- Innovation ROI
- Client satisfaction

- Brand awareness
- Brand reputation
- Client satisfaction

- Strategic product vision
- R&D/Innovation lab
- Ul/UX research

- Brand architecture &
brand marketing

- Buyer personas

- Employer brand
marketing

- Product marketing

- Public relations

- Communications

- Industry/market analysis

DESIGNED TO SCALE AUDIOBOOK IMAGES

Figure 51. Assigning (hats) within a quadrant is generally safer.

CEO

I

President & COO

Quadrant #1: Do the Right Thing to Get Customers

Short Range - Effective

Quadrant #2: Do Things in the Right Way for Customers

Short Range - Efficient

Quadrant #3: Do the Right Thing for the Company

Long Range - Effective

Quadrant #4: Keep the Company Out of Harm

Long Range - Efficient

Figure 52. Beware of the Queen of England.
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Quadrant 2: Do Things in the Right Way
for Customers

Logistics
PSiu

Manufacturing
PSiu

- Order accuracy
- Inventory turns
- Client satisfaction

- Unit cost/qual
- Capex cost/qual
- Client satisfaction

Team: Leslie

- Inventory & forecasting
mgmt

- Warehouse & cold chain
mgmt

- Fulfilment of all orders
(Ecomm, Retail,
Channel)

- New vendor setup

-Vendor mgmt & QA

- Facilities security

Team: Sam, Judy

- Production planning &
procurement

- Production mgmt

- Production quality

- Production process
optimization

- Materials mgmt

- Power & water mgmt

- Sanitation &
maintenance

- Production QA

Figure 53. Example of how to assign (hats) within a quadrant.

Quadrant 2: Do Things in the Right Way
for Customers

—| Hank - Head of Mfg & Logistics
| 1|
Logistics Manufacturing
PSiu PSiu
Sara Roger

- Order accuracy
- Inventory turns
- Client satisfaction

- Unit cost/qual
- Capex cost/qual
- Client satisfaction

Team: Leslie

- Inventory & forecasting
mgmt

- Warehouse & cold chain
mgmt

- Fulfilment of all orders
(Ecomm, Retail,
Channel)

- New vendor setup

- Vendor mgmt & QA

- Facilities security

Figure 54. Example of consolidating within a quadrant.

Team: Sam, Judy

- Production planning &
procurement

- Production mgmt

- Production quality

- Production process
optimization

- Materials mgmt

- Power & water mgmt

- Sanitation &
maintenance

- Production QA
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Dominant Style Typical Reaction

Producer Will this help us execute better in the short-term? If so, let’s
get on with it already!

Stabilizer Wait! There are way too many details to work through. We
need more time to plan!

Innovator Will this new structure help us with our long-term strategy
and innovation? If so, let’s get on with it already!

Unifier Wait! This can cause pain and uncertainty for our staff. We
need more time to plan!

Everyone What’s my role? Who'’s my boss? Where will so-and-so end
up? Will there be a cost or a benefit to me?

Table 4. Different PSIU styles react differently to seeing a new structure.
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CHAPTER 16

Steps 1-3
Set the Stage, Gather Data
& Generate Insights
with entire LT

~75-90 min

Break: Allocate Hot Items

CEO & Facilitator only
~15 min

Steps 4-5
Decide What to Do
Create Action Plan &
Reinforce with entire LT

~25-90 min

Fusion

v
- Synthesis -

\{
Fission

Figure 55. The Leadership Team (LT) Process.
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CHAPTER 18
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Ten Best Practices for Strategic Execution Sessions

1 Start on time and end on time.

2 Defreeze the group to start and reinforce at the end.

3 Make a clear statement of purpose up front.

4 | Call out up front who is the implementer (decision-maker) and who is

the facilitator.
5 Gather data from the team before generating insights and making a
decision.

6 Assign follow-up Who, What, and When in the central Action Plan.

7 Keep the number of attendees to only the minimum number of
participants who are required to gather the mass and execute fast (e.g.,

2 pizza-box teams).
8 Avoid meetings just to have meetings. Instill a mindset that if you are
not adding value or receiving value, you should leave the meeting.
9 | Record meetings and use them to build shared consciousness across the
org. (Bonus: others can watch or listen in half the time).
10 | Instill a bias for action. It is the implementer's job to make the decision.

As long as a good process was followed, it is perfectly fine to disagree and
commit. In the case of a Type 1 decision, a proposal must be made to the
Leadership Team.

Table 6. Ten best practices for strategic execution cadence sessions.
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CHAPTER 19

VALVE ORGANIZATIONAL CHARTS

(AS ENVISIONED BY EMPLOYEES)

Diag. 2

® gabe

everyone —8—0—0—0-90-000090 0009

e 8908696 e . 0eeeese

Figure 56. Excerpt from the Valve New Employee Handbook.
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CHAPTER 20
Leverage Point Purpose
Strategy Ensuring that the organization is pursuing the right
strategy, adjusting for its lifecycle stage, and making
bold strategic bets.
Culture Ensuring that the core vision and values, communication

norms, and a growth mindset are alive, modeled, and
reinforced, especially by the leaders.

Structure Ensuring that the organizational structure supports the
evolving strategy with the right balance of short-range
and long-range, efficiency and effectiveness, and control
and autonomy. When the strategy or lifecycle stage
changes, change the structure.

Process Ensuring that key processes are well run, well facilitated,
and continuously optimized for short-range and
long-range execution. Decision-making processes are
what enable authority to be pushed deeply into the
organization so that self-organization and autonomy are
the norm. Process brings structure alive.

People Ensuring that the right leaders (those with alignment of
vision, values, skill, style, and demands) are energizing
the right seats in the structure for its lifecycle stage. If

a leader is a misfit, or if the needs of the role are about
to supersede their personal capabilities, they must be
replaced in that role. Leaders matter.

Table 7. The leverage points for leading more by design.
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3.Scale it
4. Milk it
2.Nailit W
- VY sl‘
o
g I
£ |
Y o i 1
o 1. Pilot it 1 Rethink 1 5 Kill it
g 1 Product 1 '
8 @ : Management :
o | Here
. 1
1 1
I I
| |
Early : Early : Late
Innovators Adopters y Majority » Majority / Laggards
Stability \

Figure 57. The stage between late Nail It and early Scale It usually requires a new approach to

Product Management.
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APPENDIX C

Product Management Office Business Alignment Office

Short-range product roadmap Short-range cross-functional
process improvement roadmap

Product release coordination Cross-functional process
improvement coordination

Product resource allocation Business Objectives and Key
Results (OKRs) coordination

Product requirements Cross-functional process
requirements

Product managers Business analysts

Product gaps Delivery model gaps

Figure 58. Comparing Product Management with Business Alignment.
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“One of the best business books | have ever read.”
“Simple, logical, profound.”
“Management genius.”

“Master when and how to change structures.”
“Accomplish in 5 days what used to take 3 months.”

“The rarest bird of all—a useful management book.”

Have you ever wondered why some businesses scale while others fail? For every
company that triples in size, thousands lose their momentum and get stuck.

Every business leader aspires to achieve and sustain growth, but most come up short.
Usually this happens because the early start-up structure is not designed to support
their next-stage business strategy. It is not designed to scale.

For a company to execute on its strategy and scale up, its leadership must know why,
how, and when to change the organizational structure. They must also know how to
design the structure so that the right people can play key roles where they thrive.

Designed to Scale explains the principles of scalable organizational structure: What
are the structural traps that kill business growth? How do you successfully and quickly
change your company’s trajectory? How do you design an agile and responsive
organization that lasts?

In this insightful and eye-opening book, author and business scaling expert Lex Sisney
dispels the most common myths about organizational structure and shows you what
really works—giving you a clear, actionable blueprint to grow your company exponentially
and sustainably.

‘ “'kf?‘ - Lex Sisney is a business scaling expert and a wizard at organizational
structure and design. He works with CEOs and leadership teams
of expansion-stage companies who are committed to growing
%Mﬁ their business without compromising their values. Visit him at

’ OrganizationalPhysics.com.


http://OrganizationalPhysics.com

