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TOP6 LIST
CriticalManagementIssues

DavisM.WoodruU.PE,CMC romSeptember1995through
September1996,Management
Methods,Ine.conductedasurvey
of criticalmanagementandwork-
placeissues.Executivesand
managersfromvariousmanufac-

turingsectorswereaskedto list thetop
threeissuesfacingtheirbusinesses.
Approximately1,062peopleweregiven
theopportunityto respond,and231
responseswerereceivedfrommanagers
all acrosstheU.S.,manyofwhomwere
NationalPrecastConcreteAssociation
(NPCA)members.

SIX CRITICAL WORKPLACE ISSUES

TOTAL RESPONSES

..PEOPLE" ISS UES ..22.5

COST AND COMPLETION 19.5

GOVERNMENT REGULATION 17.7

LEADERSHIP AND MANAGEMENT 11.7

CHANGE AND TECHNOLOGY 10.8

QUALITY AND PRODUCTIVITY 10.0

OTH E R 7.8

1 00%

Survey Demographics: 231 total responses; USA;Manufacturing.
Source: Management Methods, Inc., Decatur, AL 1996.

Figure1.
Witha22percentresponserateand

thebroadgeographiccoverage,thedatais
sufficientto drawsignificantconclusions
abouttheissuesfacingmanufacturing
today.Figure1showstheresultsby
category,andFigure2 showsthesub-
categoriesincludedin eachof thetopsix
categories.

....................................

Surprisingly,qualityandproductivityarenolongerthetop
issues.Accordingto thissurvey,qualityandproductivityhave
droppedin perceivedimportancein thepastfewyears.Why?
Perhaps,asoneseniorexecutivesaid,"Withoutqualityand
productivitywearen'tevenin theballgameanymore.It'sjusta
givento dobusinesstoday:'

Thetopconcernsarenow"people-relatedissues:'Thisis simi-
larto resultsseenin themid-1970'sonsomesurveys.However,
let'sconsidertwocurrentfactsthataffectmanufacturingtoday:
1)thedownsizingof thepastfewyears,and;2)nearlyfull
employmentin someareasof thecountry.

Asoneexecutivesaid,"Notonlydowehaveto consider
ourpeoplemoretoday,wealsohaveto becarefulto let them
knowweareconcernedabouttheirfuturewith ourcompany:'
Perhapsthisreflectstheimportanceof rebuildingloyaltyin the
workplace.Enoughof theoverview,let'sdiscusseachof the
sixcriticalissuesandwhatmanagerscandoaboutthem.

1. PEOftEISSUES
Findingandkeepinggoodpeople,payandbenefits,andsafety

andhealthareall includedin "people"issues.Whatarethe keys
to findingandkeepinggoodpeople?First,thereputationof the
companyis importantbecausemostjobstodayarefilledby
"wordofmouth"asopposedto advertising.Thismeansthat if
youhaveaworkplacethatpeopleareproudof,theywill recom-
mendtheirfriendsto yourcompany.Also,asolidreputationas
apeople-orientedworkplacewill attracttopqualityapplicantsfor
youropenpositions.Thehardpartof thisequationisin keeping
goodpeople.Thisrequires,ataminimum,thatyoutreatpeople
with dignityandrespect,defmeandcommunicateexpectations
to eachemployee,provideopportunitiesforgrowthanddevelop-
ment,andallowemployeesflexibilityin workassignments
whereverpossible.

It'salsoimportantto involveemployee'sfamiliesasmuchas
possible.Oneeasywayto dothisis to maillettershomeabout
anemployee'saccomplishmentsand/orcompanynewsthat'sof a
positivenature.Remember,thefamilyusuallyonlyhearsabout
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the negative, so mariagement must take responsibility for seeing
that the positive is also communicated. But, when all is said and
done, the most important thing we can do to keep good people
is to work everyday at building and maintaining trust at all lev-
els in the organization.

Pay and benefits are the second most important area of con-
cern in this category. In today's world of high costs and global
competition, the cost of benefits can easily get "out of hand." If
not carefully assessed each year, the labor and benefit costs can
create long-term problems for both employees and organiza-
tions. What can be done? First, know what similar jobs in your

area provide in pay and benefits. Second, evaluate each person
for their contribution to company results and wherever possible
tie compensation to performance. Third, evaluate benefits care-
fully. Some companies today are successfully providing addition-
al benefits at no cost to the company by providing the employ-
ees an opportunity to participate in a voluntary benefits plan at
very competitive rates through a simple payroll deduction
process. While this is similar to the "cafeteria plan" approach, it
builds on the concept by allowing employee families to partici-
pate as well.

Another approach is to have an outside fmn reviewall your

benefits and in some cases actually pro-
vide complete benefits administration ser-
vices. Cost and competition are still the
driving forces for change! Of course, be
sure you communicate with employees
about the pay and benefits that are pro-
vided, so they understand exactly where
they fit and what you're doing to meet
their needs.

The third concerp in this category is
the safety and health of employees. Of
course, this category has a direct effect on
several other areas: keeping good people,
worker's comp costs, and regulatory
agency issues. What can we do to improve
safety and health?

1. Be sure all managers, supervisors and
employees understand the importance of
safety and health.

2. Assign safety responsibilities to the
manufacturing (or "line")operations.

3. Provide safety and health training as
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apartof newemployeeorientationandas
apartofongoingtraining.

It'samazingat thenumberofcompanies
whodon'troutinelyholdsafetymeetings
with aplannedagendaforeachmonthor
quarterandwhofail to documentthese
meetings.Thisistheminimum!Ofcourse,
wheneverthereisanaccidentthere
shouldbeathoroughinvestigation,the
rootcausedeterminedandcorrective
actionstaken.(Allof this fitsquitenicely
with theISOqualitymanagementsystem,
eventhoughISOisnot asafetystandard.)
NPCA'sSafetyProgramManualis anexcel-
lent resourceto helpmanagementoutline
aneffectivesafetyprogram.

SIX CRITICAL. MANAGEMENT ISSUES

1. PEOPLE ISSUES
. Findingand keepinggood

people.Payandbenefits
.Safetyandhealth

2. COST AND
COMPETITION

.Profitability

.Reducinginternalcosts.Market share

.Globalcompetition

.Managinggrowth

3. GOVERNMENT
REGULATIONS.Environmental

.EEOC/diversity

.Safetyandhealth.General,Le.
localregulations-state,
provindal,federalcomplexity,
cost,compliance

4. LEADERSHIP AND
MANAGEMENT

.Generalconceptsiffid practices

. "Quick Fix" mentality

.Lackofgoals

. Lackof long-termfocus

S. CHANGE AND
TECHNOLOGY
.Jobskills
.Processes
.Technology.Organization.GroWth

.Downsizing.Communications

6. QUALITY AND
PRODUCTIVITY

.Customer satisfaction

.Customerservice

.Continuous improvement

. Communicating with customer

Figure2.
2. COSTANDCOMPD1TIOH

Issues of profitability, reducing internal
costs, market share, global competition
and managing growth are included in this
category. Profitability is the driving force
and must be so, or else there is no compa-

ny. However, many employees don't relate
too well when they read of executive
bonuses even when the company isn't

...............................

profitable! Employees need to understand the importance of
profits, so take time to educate them if necessary. Also, when
profitability is understood, it's easier to make changes in the
organization. Some organizations review operating division P&I:s
monthly, and focus on corrective action to improve problem
areas while reinforcing the positive areas. Other organizations
have used P&Lreviews as "blood-Iettings" and attempts to

"manage history:' Use the data for action, not to review
history and place blame.

Reducing internal costs continues to be a challenge. While
most profitable organizations have been reducing costs over the
past few years, some have still not categorized internal costs and
developed definitive corrective actions. Knowing the costs
associated with the major categories of waste will help managers
continue to reduce costs. Peter Drucker, the management
scholar, says that companies need to evaluate everything they
do every three years, because some things become high-cost
items that are really no longer necessary. Cost will always be a
challenge, so management must have a plan to deal with ways
to reduce internal costs. As a first-grade teacher said, "Never
let it rest' .

Maintaining and growing market share in the face of global
competition is becoming more of an issue today than ever
before. Recently, a processing equipment ~ales person said, "In
my top accounts, I've already sold them every product line we
represent, and my challenge is to maintain that share and not let
the competition get in the door:' This really cuts to the heart of
the issue. Know your customers and competition to maintain
and grow market share. Managers cannot assume that "just
because we have a certain market share, we'll keep it:' Work at

knowing the market, customers and competition.
Global competition is closely tied to market share issues. The

president of a specialty chemical company expressed his con-
cern that a non-U.S.manufacturer is entering a market his com-

pany has been in for years and would probably become a major
player "overnight" by driving costs way down. Well, what's to be
done? First, know the competition and know what you can pro-
vide your customers. Of course, this is based on the assumption
that you're already committed to providing the maximum in
customer service. It's important that managers not focus so
much on competition that they fail to execute properly
internally and with customers. Generally it is best to focus on

doing it better, faster and cheaper while staying in close touch
with customers.

Managing growth is again surfacing as an issue. After a decade
of dealing with downsizing, it's refreshing to be discussing issues
related to managing growth. Managing growth requires that we
attract and keep good people, know the marketplace, plan for the
necessary financial resources, develop a comprehensive strategic
and operating plan and stay focused. When times are "good" it's
often tempting to go after every opportunity, thus the need to
stay focused on our goals and plans.
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