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Aligning	the	Right	Behaviors	with		
Your	Business	Objec9ves	
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Instructor:	Greg	Lane	
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Examples	of	on	a	Behavior	(Habit)	to	reach	
Business	Objec9ves	

 

There are many successful examples of 
companies focusing on business 
objectives that require behavioral changes 
 
(i.e. Alcoa, NUMMI, Cisco) 
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When	do	we	typically	focus	on	behaviors?	

•  Organiza9onal	Change	

•  Mergers	&	Acquisi5ons	

•  Low	morale,	high	turnover,	high	absenteeism	
		
•  Accelerated	Growth	=	current	culture	inappropriate	
	

•  Major	Strategic	Change	=	current	culture	inappropriate	

•  During	the	Hiring	Process	
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Where we can have influence 

Culture 
 
Mindset 
 

4 

Ba
se

d 
on

 
Ba

se
d 

on
 

Influence  

each other 

Ac5ons	

Behaviors Competencies AFtudes	

Beliefs	

Knowledge	

Ability	

Skill	

-Inherent 

-Developed 

(can’t create where incapacity) 

(Strengths) 



Lean-Enterprise.com  3 

Honsha	Associates	 © 2015    Lean-Enterprise.com – Copyright Privacy 

Defini9ons	

Behaviors:	the	way	in	which	a	person	acts	in	
response	to	a	par5cular	situa5on	or	s5mulus	
	

	 			Are	influenced	by:	
	
Strengths:	-are	the	things	that	we	do	well	and	find	
energizing	
																				-can	involve:	-Skills	

	 	 							-Quali5es	
	 	 							-Personal	characteris5cs	
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1.   Develop	strategy	deployment	matrix	for:	group	of	leaders,	loca9on,	
department,	etc.	

2.   Iden9fy	leaders	current	strengths	

3.   Iden9fy	desired	strengths	required	to	achieve	objec9ves	(via	implemen9ng	
tasks)	

4.   Create	alignment	plan	between	current	&	desired	strengths	
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Outline	of	4	Step	Approach		Introducing	a	4	step	process	to	Align	Behaviors	
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The	jus9fica9on	for	the	effort	to	change	
behaviors	is	at	the	center	
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Today’s	Star9ng	Point	

For today’s discussion, we will assume 
Strategy Deployment has begun,  
Inputs	Gathered:	
-Vision	
-Customer	Input	
-Senior	Leader	Input	
-Input	all	Team	Members	
-Benchmarking	
Reflect,	Review	previous	years	

Hoshin	Planning	Completed:	
5	or	6	Annual	Objec5ves	
developed	

Let’s	begin	here:	
Department	level	
ac5on	plans	(via	
Catch-Ball	within	
teams)	in	a	format	
that	supports	
aligning	these	with	
traits	&	behaviors	

1	
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High	Level	Objec9ves	 1	
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Example	of	Departmental	Ac9on	Matrix		

Dis9nguishing	between:	
Having	Control	
	
Having	Influence	

Brainstorming	at	this	
moment	did	not	
iden9fy	how	the	
finance	department	
might	control	or	
influence	direct	labor	
cost		

1	
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Quick Exercise 
 
-Write down 1 annual objective for your company  
(Quality, Delivery, Cost) 
 
-List departments in rows beneath the objective 
 
-Try to write an action each department can take to support 
the objective 
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What	are	the	Department	Leaders	Strengths?	

We want a Non-biased understanding and awareness of preferences 
towards behaviors by understanding where our strengths reside 

2	
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2	Results	of	Strengths	Finder	Assessment		

http://freestrengthstest.workuno.com/free-strengths-test.html 

Exercise: 
Take a look at the 
handout of the 34 
StrengthsFinder – 
Strengths and 
consider which 
are your top 5 
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14	(list	bo_om	5	strengths	=	weaknesses)	

2	Leader’s	Strengths	&	Weaknesses	
(share	or	keep	private?)	
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Determining	Desired	Strengths	to	Lead	
Implementa9on	of	Ac9ons	 3	
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Manufacturing	Example	of	Desired	Strengths	

16 
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Determine	Desired	Strengths	to	Achieve	Tasks		 3	
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Aids	in	Determining	Desired	Strengths	
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Now you can visualize the top 3 Desired 
Strengths for each Leader 
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Plan to Align Strengths (Behaviors) 

19 
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Now we need an improvement plan based on: 
 
•  Involvement 
•  Understanding how the effort will be rewarded 
•  Team input 
•  Co-worker support to modify strengths & behaviors 

Organizations have distinctly different methods to  
plan and execute (PDCA) 
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Determine where there are differences 
between the Desired & Current States 4 

Improvement Plan 

•  Individual improvement focus 

•  Paradigm training 

•  Problem solving training 

•  Participate in problem solving (other 
depts.) 

•  Support from others 

•  Coaching of dept. leader conducting 
team huddles & Gemba walks 

•  Monitor how often leader thinks out 
loud & brainstorms with team 

•  Realigning responsibilities 

•  To lead problem solving circles 

•  Move daily responsibilities to others in 
dept., so more time for improvement 
focus 
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Determining appropriate type of solution  
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Degree	of	
Support/
Change	

Required?	
Likely behavior  

can be acquired 

Options: 

•  Transfer current leader 
& search organization 
for desired criteria(s) 

•  New Hire 

•  Re-align team 

•  Reassign people as 
necessary 

•  Change recruiting/hiring 
criteria 

Options: 

•  Coaching:  

•  Via other leaders 

•  Via process improvement team 

•  Via people on team 

•  Self Monitoring 

•  Listening vs. speaking 

•  Correct Hypothesis  

•  Talent Management 

•  Training 

•  Problem Solving 

•  Kata  

•  Employee Development (HR) 

4	
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How do you change Behaviors (Habits) 4 
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Organization offers more Structure & 
Support in Changing Behaviors 

What type of new leadership style did we 
speak of this morning that can help? 
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Someone doing something right 

• Describe observed behavior precisely 

• Say why it’s important to our business 

• Thank & ask them to keep doing it  

Correc9ng	undesired	behavior	

•  Describe	observed	behavior	objec5vely	

•  Impact	on	self,	others	and	business	

•  Describe/show	the	desired	behavior	

•  Get	commitment	&	follow-up	

Consequential Management 
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Hamburger	&	Fries	example.	
	
How	much	do	the	French-fries	cost?	
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Example	of	Reshaping	Behaviors:		
What	is	your	type	of	thinking?	

4	
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Reshaping	Behaviors	by	crea9ng	awareness	&	alterna9ves	

Too	Much	Intui5ve	Thinking:	
•  Almost	never	stumped	
•  Not	no5cing	the	difficulty	of	a	

ques5on	
•  Given	li_le	informa5on	&	

accep5ng	the	statement	
	

Telltale	signs	Intui5on	is	Prac5cal:	
•  Li_le	5me	available	
•  Lots	of	uncertainty	exists	
•  Li_le	or	no	previous	experience	

exist	
•  Li_le	data	is	available	
	

4	
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Possible	Realignment	Ac9ons	
Monitoring:	
§  Intui9ve	vs.	Analy9cal	Decisions	
§  Feedback	Analysis	(hypothesis	vs.	actual	over	period	of	9me)	
§  Listening	vs.	Speaking	9me	
§  Ques9ons	vs.	Comments	
§  How	o`en:	Head	nods,	paraphrase,	clarify,	summarize	
§  Track	non-verbal's	of	others	
§  Self-tracking	&	having	others	monitor	the	use	of	incorrect	words	
§  Reflect	before	speaking	
§  Bias,	for	example:	

–  Confirming	bias:	look	for	info.	that	agrees	with	thinking	&	avoid	contrary	info.	
–  Anchoring	bias:	put	more	weight	on	first	informa9on	we	come	across	
–  Want-ability	bias:	allow	strong	desire	to	outweigh	discussion	or	analysis	

4	
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Conclusions 

•  Without a burning platform the reason to 
focus on changing behaviors must be 
clearly demonstrated 

•  Leaders must be involved in 
understanding the current vs. desired state 

•  Behavioral change must be led by what 
leaders do not what they say!  
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Reference Material for this Approach 
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