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 The Alignment Factors"
Factor # 9 -- Alignment of Stakeholder Needs to Strategic Directiontc "Factor # 9

Alignment of 






Stakeholder  Needs 




to Strategic 






Direction"
Aligning stakeholderxe "stakeholder" needs to strategic directionxe "Strategic direction" requires that: 1) the organization knows who its stakeholders are and what they want; 2) the organization has a consciously developed strategic direction.  All organizations have stakeholders and a direction being followed.  The distinction is whether or not the organization is consciously aware of either.  

Organizations exist to satisfy stakeholder needs for value.  Typically, these stakeholders are:

1.
Owners

2.
Customers

3.
Employees

4.
Community and

5.
Strategic Alliances and Providers

Adding value to a stakeholder implies xe "add value"an understanding of that stakeholder’s expectations?  If an organization does not understand its stakeholderxe "stakeholder"’s needs, then it is unlikely that it will align those needs with its strategic 

Deploying HELIX at any level increases the chance that people will begin to think more strategically.  

Factor # 10 -- Alignment of Strategic Direction to Business Objectivestc "Factor # 10 
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Direction to 






Business Objectives"
Once a strategic directionxe "strategic direction" has been established (a path that moves the organization toward a greater fulfillment of stakeholderxe "stakeholder"s’ needs), it needs to align its business objectives to that direction.  In essence once the company has defined WHO (stakeholders) it serves and WHERE (strategic direction) it wants to go, it needs to build a series of WHATS (business objectives) that will get them to the WHERE.

Business objectivesxe "Business objectives" should be stated in context to the strategic direction they support.  This way, there can be no doubt why the business objective is important.  

Good business objectives are specific enough to leave nothing to interpretation. 

Good objectives contain the criteria for knowing when success has been achieved and plainly states the challenge.

Real alignmentxe "alignment" within an organization happens when top management provides a strategic directionxe "strategic direction" that is supported by business objectives that rally and compel the workforce to action. 

Factor # 11 -- Alignment of Business Objectives to Value-added Delivery Systems and Process Groupstc "Factor # 11
Alignment of 






Business Objectives 




to Value-added 






Delivery Systems 





and Process Groups"
Once the business objectives are established, they need to be correlated with each of the VADS that will support them.  Value-added Delivery Systems (VADSxe "VADS") represent processes that provide stakeholders with expected value.  They are end-to-end work processes that have the conscious intent to provide specific products and services to the stakeholders of an organization.  Examples include:

1.
The process of selling (from point of order through delivery and payment) -- Here the stakeholders are the customer (receiving value for money), and the owners or stockholders (making a profit on the sale).

2.
The process of compensating employees (from beginning of a pay period through paycheck distribution) -- Here the stakeholders are the employee (receiving money for services provided), and the employer (receiving labor or value for money).

3. The process of divisional business planning (from reviewing the organization’s strategy & business objectives to assessing last years performance, to developing divisional objectives and action plans to creating budgets and to getting approval) -- Here the stakeholderxe "stakeholder"s are everyone connected to the organization (customers, employees, owners, vendors and community).

In each of these examples, the VADSxe "VADS" encompasses many transactions and process groups.  HELIXxe "HELIX" provides a way to align business objectives with VADS.  The HELIX process promotes this alignmentxe "alignment" explicitly and implicitly.

Factor # 12 --Alignment of Value-added Delivery Systems and Process Groups to the Information Being Shared & Moved tc "Factor # 12
Alignment of  Value-
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Shared & Moved "
Process groups share information among themselves and other process groups.  This information typically relates to completing a portion of a larger effort.  When the sales desk completes and sends the sales order to the credit department for approval, they are performing only a small piece of work in the sales process.  The act of sending the order to the credit department implies that more work will need to be done before the order can be laid to rest.  The credit department in turn adds value to the order by approving it and authorizing it for shipment.  This act of sharing information to move work through the organization does not happen by accident.  Aligning and understanding how and why process groups share information sets the stage for breakthrough process improvements.

Factor # 13 --Alignment of Information Being Shared to Stimulus Triggers and Process Group Actionstc "Factor # 13
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Triggers and  






Process Group 






Actions"
Stimulus Triggers are the visual, audio, tactile or other sensory queues that let a person know when to take action.  Within the context of HELIX,xe "HELIX" a stimulus trigger alerts a knowledge worker that it is time to perform a predetermined set of actions related to information moving through a specific VADSxe "VADS".  

In traditional work environments, stimulus triggers often take the form of paperwork appearing in front of someone.  However, stimulus triggers take many forms.  For a hotel front desk clerk, a stimulus trigger is a guest appearing at the front desk.  The guest’s mere appearance alerts the clerk to inquire how they can help the guest.  At that point a key placed on the counter could trigger the actions needed to check the guest out of the hotel.  For a firefighter, the sound of a siren triggers the actions needed to put out a fire.  

When embarking on an effort to improve VADS related work processes, it is important to understand explicitly the stimulus triggers that will occur and the subsequent actions that are to be taken.  It is also important to understand how fast action is to be taken once the trigger has occurred.  

Finally, there needs to be an understanding of the frequency of these stimulus triggers within a given time frame.  In short, stimulus triggers must be understood in terms of what they are, how fast action must be taken and how often they occur.

Understanding stimulus triggers raises the knowledge workersxe "knowledge workers" conscious awareness of what is going on around them in the workplace.  They become more competent in their interpretation of queues.  They learn how to focus on stimulus triggers and disregard distractions.  Their perceptual acuity is heightened.  In essence, in a field full of flowers and weeds, they are being trained to recognize the flowers while not being distracted by the weeds.

Factor # 14 -- Alignment of Process Group Actions to Process Sequence tc "Factor # 14
Alignment of 
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Actions to Process 





Sequence "
Along with understanding the stimulus triggers that queue people to take action, it is important for the VADSxe "VADS" team to understand the order in which these actions must take place.  Rework, inefficiency and failure are often the result of people taking the right actions in the wrong sequence.  

By using the HELIXxe "HELIX" workflow mapping techniques and correlating these maps back to the change analysisxe "change analysis", action sequencing errors can be identified and engineered out of VADSxe "VADS".

Factor # 15 -- Alignment of Process Sequence to VADS Object Transformationstc "Factor # 15
Alignment  of  
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VADS Object 






Transformations"
To understand where action-sequencing errors exist there needs to be an understanding of the relationships between process sequence and the concept of object transformationxe "Object transformation".  In the context of workflows, objects are the core subject matters being moved through a process.  As an object is moved from one process group to another, it changes or transforms.  This means that it has different characteristics coming out of the process group than it had going into the process.  These transformations manifest themselves as changes in the status of the object.  

One of the keys to designing effective and efficient VADS is to understand how and when objects transform as they move through a process.  Failure to understand object transformation results in rework, reduced customer service levels, frustration and costly errors. 

Factor # 16 -- Alignment of VADS Object Transformation to the Value-addedtc "Factor # 16
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the Value-added"
As objects transform, they should have a discernible incremental increase in value.  This means that transformation of an object directly leads to the completion of the current VADSxe "VADS" cycle or positions a future cycle for success 

When engineering VADS it is imperative that each object being transformed be tested for the value that transformation has on current and future VADS cycles.  Understanding object transformationxe "Object transformation" in context to adding value to VADS requires breaking processes down to their most fundamental level. 

By streamlining VADS to focus only on the steps needed to transform the primary and secondary objects, true improvements can be realized.  The process of aligning object transformations is akin to a chiropractor aligning the vertebrae of the spine to allow the nervous system to function properly.  This process tunes a VADS to operate at peak efficiency. 

Factor # 17 -- Alignment of VADS Object Transformation to Process Failures and VADS Impedimentstc "Factor # 17
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Impediments"
For every action that can go right there is at least one way it can go wrong.  There is little likelihood that a flawless process involving people can ever be developed. Chaos Theory teaches that there are too many variables to control to have 100% predictability over outcomes.  

Part of developing VADSxe "VADS" that are as watertight as possible is to take an honest look at where they can breakdown.  Once the processes, sequences and object transformationxe "Object transformation"s are understood and aligned, it is possible to systematically develop recovery scenarios for when the VADS breaks down.  

Breakdowns occur for many reasons.  The key is to develop recovery procedures for breakdowns that affect critical objects from properly transforming.  This means that each VADS needs to have integrated early warning systems and fail-safe stimulus triggers and procedures.  This allows people to identify, avoid or respond to breakdowns as soon as possible.  

Summarytc "Chapter Summary"
By systematically applying each of the nine alignment factors the changes needed to achieve organizational alignment in how value is added can be identified, explored and acted on.  The process can be done top down, bottom up or inside out.  It really does not matter where it starts.  The key is to know where in the process review is starting so that the proper steps are taken. 

Achieving organizational alignment is the primary goal of HELIXxe "HELIX".  As VADSxe "VADS" become aligned with business objectives and strategic directionxe "strategic direction", people tend to become more aligned with each other.  They understand their role and how they personally add valuexe "add value" to others.  When value is optimized across all stakeholderxe "stakeholder"s and the organization prospers. 
