
The Right System 
“…takes the mystery out of managing people” 

How to design and implement the 
right Management Operating System 

for your business 
 



The Right MOS 

A Management Operating System (MOS) specifies how 
the business is go be managed to convert its strategic 
goals into: 
• the right work to be done, 
• at the right time, and  
• in the right way, 
to deliver to purpose both now and into the future. 
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The Right System is the means for you to design and implement a MOS… 

…that engages all employees and is right for your business 

(You don’t need to buy and impose a ‘one size fits all’ MOS!) 



The Four Dimensions 
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Shared strategy deployment, practical planning, problem-solving & high trust… 

…creating a workplace of excellence, where organisation and individual can 
achieve full potential 

Plant

ProcessPeople

Strategy

 ValuesPurpose

Learning

 Problem
 SolvingAwareness

Planning

Standard 
Work

Information

...a shared future 
state…

...through inclusive 
strategy deployment

...reliability and 
capability…

...founded on practical 
planning and scheduling

...the future state and provide 
the means to evolve…
...by learning through 

problem-solving

INSPIRE... BUILD... SUSTAIN...

...to full potential…
...as a consequence of a 

high-trust workplace 
environment

EVOLVE...

High Trust



INSPIRE 
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Inspire a shared future state… 

…through inclusive strategy deployment 

• For an organisation to really thrive, its leaders 
need a way to ensure all employees share their 
purpose, values and vision of a future state… 

• ...and always know how their individual tasks 
contribute to that overall purpose. 
 

• Practical strategy deployment involves all 
employees from CEO to worker, to their level 
of capability, in a way that inspires a shared 
sense of ownership in the developed strategy 
and its successful execution. 
 



INSPIRE through Inclusive Strategy Deployment 
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 Stratum V, IV, III

 Stratum IV, III, II

 Stratum VI, V, IV

 Stratum III, II, I

 Board, CEO
 Stratum VI, V*

Opportunity, 
Purpose and 

Values

Tasks

Objectives

Strategic Goals

12-18 Month Execution Plan, 
Budget, Schedules and

Str III A3 Plan on a Page

Five-year 
Context and 
Current State

Strategic Plan and 
Str V A3 Plan on a Page

Five Year Plan and 
Str IV A3 Plan on a Page

Long-term 
Context and 
Current State

Strategic planning and selection of 
options to achieve the Future State

Resolve Critical Issues with Practical 
Planning and develop actions to turn 

Tactics into reality

Business Expectations and 
Targets; Vision and Mission; 

CEO A3 Plan on a Page

Defined Future 
State

Ten-year 
Context and 
Current State

Tactics

For the 10-year business context, 
identify what must be done to reach the 

Strategic Goals

For the 5-year business context, 
analyse status and critical issues to be 

resolved to achieve the Objectives

Two-year 
Context and 
Current State

Tasks scheduled in the 
operations schedule;

Str II A3 Plan on a Page

Decide how the organisation will take 
advantage of the strategic opportunity 

Input Physical OutputProcess Outcome Accountability

* Depending on organisation size, the accountability for this level outcome may change; or developing this level of strategy and the one below may be the accountability of the same role holder.

 Stratum I Correctly executed tasks
Three-month 
Context and 
Current State

Reliable 
production and 
improvement

Provide input to task identification, 
planning, scheduling and resourcing; 

Execute tasks to standard



BUILD 
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Build reliability and capability… 

…founded on practical planning and scheduling 

• Managers need a way to interact with their teams 
about the work to be done… 

• ...that ensures team members feel confident to 
invest discretionary effort in planning their work to 
get it ‘right first time’ and ‘better next time’... 

• ...thus building the reliability and capability of 
people, process and plant. 
 

• Practical planning is the catalyst, combining 
internal energy of all employees to produce an 
outcome greater than the sum of its parts. 
 



BUILD with Practical Planning 
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GOAL

Adapted from E Jaques / 
Macdonald Associates

Team members
use judgement while 

doing the task...

Limit of Discretion

Path taken

Work 
context

Work cycle 
control

...to get it right first time.

Manager, Support Staff and Business Systems

...to get it better next time....to do it to standard.

Team members
invest discretionary effort in 

planning the task... 

Limit of Discretion

Team members
invest discretionary effort in 

improving the task...

Listening and feedback for 
Planning

Problem-
solve

Fix or 
escalate

Input data 
to systems

Conflicts & 
Synergies

Skills and 
Resources Final 

readiness

Risks and 
Hazards

Do the 
task

Set the Schedule 
(what is to be done and when)

Workplace 
setup

Task 
identification

Current 
state

Listening and feedback for 
Learning

Measure and 
analyse process

Process / Outcomes

Problem-solving reviews

Continuous improvement ideas

Recognition / Accountability

Waste for elimination
Pre-work 
needed

START

PLAN CHECK and ADJUSTDO

Mentoring

Measures



SUSTAIN 
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Sustain the future state and provide the means to evolve… 

…by learning through problem-solving 

• The need to solve a problem, or make a task safer, 
easier, or more efficient, triggers a learning 
process… 

• ...provided that the people with the need are 
involved in finding and implementing a solution.  
 

• In response to that need, practical problem 
solving, used as a standard business process, 
sustains the gains already made and drives further 
individual, team and organisation learning and 
improvement. 
 



SUSTAIN with Practical Problem Solving 
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PLAN

Contain 
the problem

Prioritise and 
categorise 

the problem

Collect data

Analyse data 
and find the 
root causeAssess 

improvement 
options and agree 

on the best

Plan and 
schedule the 
best option

Implement 
the plan

Check 
actual to planned 

outcomes

DO

CHECK

ADJUST

Celebrate 
success

Standardise 
the improvement, 
save and share 
new knowledge

Define the 
problem 

(or opportunity)

Identify 
(further) 

opportunities

Identify the 
problem

2

4

3

5

6
7

8

9

10

11

12
1



EVOLVE 
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Evolve to a workplace of excellence at full potential… 

…as a design consequence of a high-trust workplace environment 

• Start with the  intention and the inputs to create a 
workplace of excellence… 
 

• ...and behave in ways that establish trust and give 
people a say... 
 

• ...to produce a high-trust environment, where 
people work together to get the right things done 
quickly... 
 

• ...and sustain the evolution to a workplace of 
excellence, with a track record of delivering results 
at full potential. 



EVOLVE as a consequence of High Trust 
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Inclusion in strategy 
deployment & planning

Personal connections 
and beneficial influence

Respect and dignity

Investment of 
discretionary effort

Involvement and 
teamwork behaviours

Quality work 
relationships

Questioning 
conversations

Accountability and 
loyalty

Full satisfaction of 
human needs

Rapid decision-making

Organisation 
Purpose and Values

Personal and business 
credibility

Sustained business 
results and growth

Confidence in self, 
team and organisation

Motivation, inspiration 
and work enjoyment

Live the values and 
keep commitments

Supervisor-centred 
communication

The Right System 
structures

Employees

Your organisation

“Materially improved 
communication, 

collaboration, execution, 
innovation, strategy, 

engagement, partnering, 
and relationships with all 

stakeholders” 
(S. Covey, The Speed of Trust, 2006)

Sustained personal and 
organisation learning

Start with the intention 
   and the inputs to create a
workplace of excellence...

...and behave in ways 
that establish trust and 

give people a say...

...to produce a high-
trust environment where 
people work together to 

get the right things 
done quickly...

...rapidly creating a 
workplace of excellence

and a track record of 
delivering results at 

full potential.



Why use The Right System? 

• Takes the mystery out of managing people 
• Your teams can build on what they already know and own 
• Step-by-step tasks with built-in checks, measures, high trust 

habits and template examples of ‘right’ MOS components and 
behaviours 

• Learning by discovery and doing – discover the need, learn at just 
the right time and, in taking action, learn how to sustain the gains 

• Visibility – at all times, see whether you are achieving what you 
set out to do 

• Simplicity – you can explain it and do it, while still doing your 
‘usual work’ 
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Your own team leads a process driven by business and individual needs… 

…ensuring the right points of focus and ownership of the change 



Implementation 
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Develop and deploy strategy from CEO to workforce as Execution Plans

Develop practical planning and scheduling capability

Establish standard work routines and behaviours for high trust

Adjust structures and systems to support excellence

Create a high reliability environment of information and awareness

Develop practical problem solving capability for ongoing learning

Evolve routines & behaviours

12 months ongoing

PLAN DO ADJUSTCHECK

...that ensures aspects of all four dimensions are included throughout the process

Implementation follows a PDCA sequence...



Architecture 
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Develop and deploy strategy from CEO to workforce

Develop practical planning and scheduling capability

Establish standard work routines and behaviours for high trust

Adjust structures and systems to support excellence

Create a high reliability environment of information and awareness

Develop practical problem solving capability for ongoing learning

Evolve routines/behaviours

12 months ongoing

PLAN DO ADJUSTCHECK

...that ensures aspects of all four dimensions are included throughout the process

Implementation follows a PDCA sequence...

The actions in 
each activity are 

detailed in a 
number of tasks in 
workbook format

Tasks link to user-
friendly 

templates, 
guidelines and 

tools 

Risk Assessment Template Checklist

Identified Risk Existing Controls Con-
sequence

Likelihood Risk Additional Controls/Actions Identified Con-
sequence

Likelihood Risk

Possible risks to consider:
Capability and readiness of the organisation for 
the change, including ability to maintain required 
production during the implementation

Capability and readiness of the immediately 
impacted stakeholders for the change
Personal inhibitions about change
Changes to cross-functional team and working 
requirements
Boundaries external to the change group that will 
have to be crossed
Executive management priorities and values that 
may conflict with those of the change group

Unrealistic expectations and insufficient 
guidance and help
Whether any existing KPIs for such as incentive 
and reward systems will drive behaviour contrary 
to the project success
External parties who may need convincing of the 
business case
External areas with markedly different cultures
Other areas that have tried (successfully or not) 
to employ similar change processes
Significantly differing aspirations across groups
Differing understanding of organisation purpose, 
vision and strategy across groups
Invisible symptoms – eg absence of vigorous 
internal learning communities, lack of 
confidence among innovators, lack of genuine 
curiosity among the organisation about what 
others are learning
etc.

Risk Matrix Example

Existing Scenario Controlled Scenario

ACTIONS
Specify the actions to be taken to implement the Countermeasure. Note that each action can 
be either allocated to you (if it is your work) or allocated to your subordinate employees:
• Str V: Defines Strategic Goals (to be allocated to Str IV)
• Str IV: Defines Objectives (to be allocated to Str III)
• Str III: Defines Critical Issues and Targets (to be allocated to Str II)
• Str II: Defines Tactics and Tasks (to be allocated to Str I)

CONTEXT
Summarise the Background and Current State relevant to the GOAL. This information comes 
from your Strategy Deployment process analysis:
• Str V: Future State analysis (Business Expectations and Performance Targets)
• Str IV: Context Issue analysis
• Str III: Context Issue status, Critical Issues and Targets analysis
• Str II: Practical Problem Solving of Critical Issues to define Tactics and Tasks

ANALYSIS
Describe the analysis done in your Strategy Deployment process to determine the root cause 
of the problem:
• Str V: Future State analysis
• Str IV: Context Issue analysis
• Str III: Context Issue status, Critical Issues and Targets analysis
• Str II: Practical Problem Solving of Critical Issues to define Tactics and Tasks

COUNTERMEASURE
Document the agreed strategy to resolve the root cause of the problem. This comes from 
identifying the root cause during the analysis step.

CHECK
Describe how you will check that you have fixed the problem and achieved your GOAL. This 
requires level-specific measures that relate to your GOAL and are meaningful to your team.

ADJUST
List what you have to do to:
• Adjust the improvement action if necessary to achieve the GOAL
• Standardise the improvement as the way of life
• Save and share new knowledge
• Set up to identify further improvements

PDCA PLAN ON AN A3 PAGE TO … [summarise your own, level-specific strategy]

FUTURE STATE
Describe what the future will be like when the GOAL is achieved.
Str V: Develop this description from Purpose, Vision and Mission

Str IV: This is a subset of Str V Future State
Str III: This is a subset of Str IV Future State
Str II: This is a subset of Str III Future State

GOAL
This information is based on the ACTIONS box on the level above manager’s A3. It may need 

to be split into more detail, as the ACTIONS box generally contains a summary of actions.

© Total Performance Solutions

PL
AN DO

Execute the Task 

This extract below from Tool SD Strategy Deployment Accountability shows the strategy deployment process followed by the Stratum III manager (highlighted) and 
its relationship to the processes followed by the Stratum IV and II managers. 

 
 

        

      
    

     
 

            
           

     
          

        
   

           
      

    

Actions Explanatory Detail Further Guidance/Actions Who When  

1. Collate audit results, set strategy 
deployment priorities and provide 
guidance for subsequent steps and 
tasks. 

Collate and review as a group all your audit results on the 
Inspire and SD tabs in Tool SU MOS Status Audit. Include 
the results from Task SD03. 
• In the Assessment column (column E), agree a final 

result for current performance, at your level, relative 
to each standard. 

• Validate and agree on the exact information to go into 
the Key Gaps column (column I) 

• In the Priority column (column K) on the audit, 
prioritise your need to reach each of the standards as 
High, Medium or Low.  

• In the Guidance/Actions column (column J), add any 
additional guidance or actions for you and your teams 
as they deploy strategy later in Tasks SD05 and SD06. 

    

2. Assess the Unit’s current state 
relative to Objectives. 

Before you can develop Tactics to achieve the Objectives, 
you must understand clearly the gap between the Unit’s 
current state and each Objective. Your Tactics will then 
describe how to close the gap. 
To identify the current state for each Objective in turn: 
• Use Tool SD Context Issue Checklist to decide how 

relevant each context issue is to the Objective 
• For all highly relevant issues, put a measure of their 

current state. If the issue is too high-level to measure, 
break it down into sub-parts and then add measures. 
You may need to collect data to provide accurate 
measures. 

    

3. Identify which of these issues are 
critical to achieving the Objectives. 

Use Tool SD Critical Issue Decision Matrix to categorise 
each issue on the basis of: 
• Does this issue pose a risk to achieving the Objective? 
• How far from the required standard is this issue? 

    

The tasks include 
measures, 

sustaining actions 
and behaviours

SCHEDULE DAILY EXECUTE AND REVIEW PROCESS EXAMPLE
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Every day, people need to communicate essential information...

 ...to understand status, keep the process flowing, learn, adapt and improve

Meetings and 
Interactions

Shift Handover 
N/S to D/S Supv

Handover and 
confirm/adjust shift 

schedule

On-Shift Questioning Conversations
Supv & Worker

Identify status, problems and opportunities for:
1) People, process and plant; 2) Planning input

Provide feedback

Start of Shift 
Meeting

Supv & Crew

Confirm shift 
schedule

Shift Close Update
Supv & Worker

Confirm process 
and plant status;
Give recognition

Post-Shift Update
Supv & FLM

Confirm people and 
process status and 

learning

Pre-Shift Section 
Coordination 

Meeting
D/S Supvs & FLM

Confirm/adjust 
shift schedule

Daily Review 1
FLMs & Support

Confirm shift 
support required;
Assign variation 
investigations

Daily Review 2
UM & FLMs

Agree or escalate 
NCAPs;

Confirm/adjust 
next 36 hrs and 

support required

Updated 28 
day schedule

Plan and Review

Process Status

Process Continuity

Do the work
Workers

Complete scheduled tasks;
Measure the process, record data, analyse, make decisions, report 

and escalate if appropriate

Investigations 
and NCAP 
problem 
solving

Job Handover
Worker to Worker

Handover and 
confirm place in 

process

Escalated 
problems for 

solving

NCAPs tracked 
to completion

Planning 
Conversations
Supv & Planner

Worker input and 
feedback

MOS Audit - High Trust
Behaviours Key Gaps Guidance/Actions

Trust-Destroying Behaviours Insert 'x' in the column Trust-Creating Behaviours
  <--More like<<----          x           ---->>More like-->  

People generally: where your business fits People generally:
Run down the company/managers/workers when talking to others x Speak well of the company/managers/workers to others
Bad mouth other people who are absent x Are loyal to people who are absent
Take opportunities to cause damage or cost the company money x Take opportunities to reduce unnecessary cost and take care of company property
Hold private 'meetings after meetings' to make their own decisions x Support agreed meeting conclusions and actions
Allow poor decisions to go unchallenged x Speak up to help get 'best for the business' decisions
Keep quiet even though they know something is wrong x Act ethically and speak up in support of core values
Are in denial about problems - or pretend that bad things are not happening x Openly and candidly identify and discuss problems with a focus on resolving them
Keep knowledge and information to themselves to maintain their 'power' x Share their own knowledge and information openly and coach less experienced co-workers
Cover up mistakes, blame others and punish people who make mistakes x When a mistake is made, acknowledge it, ensure it is made right, that people learn from it and move on
Distrust and micromanage x Extend trust (i.e. put the authority where the information is and trust people to do their work)
Take control and create followers x Give control and create leaders
Manipulate to get credit or spin stories to their own advantage x Collaborate transparently and share credit
Avoid accountability x Accept accountability
Over-promise, under-perform and under-deliver x Keep commitments and demonstrate self-discipline
Hide any perceived weaknesses from their peers/manager x Speak up to their peers/manager when they are in doubt about their capability to do a task
Exclude others from input to decision-making or tell them when it is too late x Demonstrate involvement behaviour (i.e. deliberately include people in decision-making processes)
Do not stand up for their team x Show beneficial influence (i.e. influence decision-makers towards positive outcomes for their team)
Resist, stifle or ignore new ideas x Encourage, listen to and respond effectively to creativity and new ideas
Avoid conversations with team members that are not strictly task directive x Show genuine interest in their team members' challenges, issues, concerns etc - and follow up on these
Have low energy and team participation x Have high energy, confidence, self-belief and pride
Show negative stress, tension and fear x Show positive stress and rise to a challenge

Overall Score

Impact of the above behaviours
If all employees and other stakeholders at your workplace consistently 
demonstrated high-trust behaviours, what is your estimate of the 
improvement to each of the following:

Percent Improvement Examples/Comments/Opportunities: Value Actions

The time spent productively at work %
Waste and rework %
Costs and damage %
Improvement and opportunities %
Accuracy of information available to decision-makers %
The quality of decisions %
The time spent productively at meetings %
Product quality %
Customers %
Employee absenteeism %
Employee turnover %
Health and safety of employees %
Teamwork by employees %
Individual dignity and respect %
Employees' families and home life %

73%



One Page of Theory 
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The Essence of a Workplace of Excellence 
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Why The Right System plus Fewzion? 

• The Right System is the step-by-step means to implement the 
right Management Operating System 
– Converts strategic goals into the right work to be done—at the right 

time and in the right way—to deliver to purpose both now and into 
the future 

– Unlocks the prize when employees choose to engage and invest their 
discretionary effort 

– Creates a workplace of excellence, where organisation and individual 
can achieve full potential 

• Fewzion makes the wiring easy 
– Puts information in the hands of the people who do the work 
– Supports involvement and high-trust behaviours 
– Makes hard work visible 
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Get the full potential benefits from a Fewzion implementation… 

…by fusing it into the right Management Operating System 
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