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Management and computers

BY STEVE EPNER
Software and technology specialist

I ey weark wwith companies, |am often asked to help develop an organization
structure. To be successful, | have to educate my clients =0 that they understand
the difference between leaders and managers (not as easy as it seems). Then we
need to wark on how bath can be more successful using their computers and the
weealth of data that iz stared in them.

The foundstion of my management progeam is very simple. Managers get paid for
one thing and one thing anly: They get paid to move numbers. Leaders are resvarded for setting strategic
directions that generate better than average returns.

The best leaders find the best numbers to be moved, decide on which direction to move them, howy far to
mave them and in what period of time.

That is an MBA in a paragraph.

So what does it really mean? And how do | use it?

There iz an old saying, "vou can only manage wwhat you can measure.” The concept is simple: Anything
that cannct be measured cannat be managed, because we have no way to know whether we are doing
& good job o not. Poor managers will tell you, "What | do cannot be messured, but the resutes will 2peak
for themzelyesz " Do not believe it. In almost 40 years, | have not found one worthevhile goal that could not
be measured. | am ready to be corrected, but am confident that there will be fewy, if any, contenders.

Aneasy example to consider is customer satisfaction. | is not an the balance sheet, it cannot be found
on the profit and loss statemert. Usually, it is not even tracked. So how can we measure something as
vague a2 customer satisfaction’?

Thiz is where leadership comes in. Every company needs to be led. Good leaders have clear visions of
where they wart the organization to go. The bhest are able to reduce their vizion to meazurable goals.
They can articulate what they expect in clearly defined terms that are easy to monitar.

For example, customer zervice might be measured by the number of referrals given to us by existing
customers. The more satisfied our customers are, the more referrals they will Qive us. We might use
surveys to find out what our customers think. Just be careful not to fool yourself. A poorly worded
survey zent to the wrong group can make vou feel az if the waorld iz caving in around you. If you want to
uze a survey, get a professional group to administer it. Have them survey current and past customers.
Make sure the survey iz statistically accurate. Then you can learn & great deal about satizfaction.

There are many more ways to measure customer satistaction. The thing to recognize is that it can be
measured. Once we accept that amything impartant can be measured, caming up with the method iz
relatively easy.

Our leaders must establizh the metrics to manage our processes, leading indicators and significant
results. Stratedic planning sessions often use brainstorming to find out what iz impotant in predicting
future zuccess. Then the top management team can innovate and find a wway to measure it

Take your time and make sure you know how the measurement will work . Experiment and challenge vour
inttial rezults. Having the right method iz extremely important. If you cannot creste an accurate messure,
you can spend a great deal of time and energy moving in the wwrong direction.

Befare turning the goalz over to managers to implemeant, i is important to identity tvwo pointz: You must
knowy wehiere yau are and where you want to go. Where you are iz the baselineg, the starting point. Once
the bazeling iz established, you can determine where you sweant to ke, If you are measuring errars in
picking, wou might want to reach zero -- just be careful that you do not pick an impossible target. That will
dizcourage people, not energize them. Be realistic. Find the results for the best companies in your
industry, in your geographic area or companies your size. twill be a good starting paint.



Giventhe expected results, determine a timeframe to get there, Again, be realistic. Make sure you give
the teams time, resources and support to meet the goals. Setting anyvone up for failure will have a
negative effect onthe campany az a whole.

Then share data with vour managers. Showe them all of the calculstions that will be used to perform the
meazurements. Get their input and reactionz. If they are comfortable with what wou are asking, there iz a
greater potertial for success.

Give managers access to all of the numbers necezzary to understand and plan to reach the goal. This is
where computers come in, Computers are great st keeping up with numbers. They can stare great
guartities of data and format them into useful information. This iz what good managers live for -- an
eazy-to-uze tool that tells them hovw well they are daing.

In most cazes, | find that the data iz hiding inthe computer svstem, just waiting to be found. Corporate
data iz a much-underutilized asset. "Mine" the data. Know what vou need to meazure, determine how to
measure it and publizh the results on a reqular basizs. Give managers the leadership they need
(measurable goalz, 2 method of measuring, a starting point, an ending point and & timeframe) and watch
the results improve.

Plan resvards for the teams and groups that reach their measurable goals in the requested time. Every
success needs to be celebrated. Every publicized zuccess will make the next one easzier. The computer
iz an amazing -- but underutilized -- management toal. Exercize your leadership skillz and get & better
return on your technology investment.
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