HARMONY S&T WEB APP
HARMONY QUICK START GUIDE

TOC Strategy & Tactic Planning & Execution

This guide will help you get started with HARMONY S&T Web App — a new Theory of Constraints
based Online Strategy and Tactic (S&T) software tool that help organizations and individuals design,
validate, communicate, plan and monitor execution and audit achievement of their strategies and
tactics to achieve organizational or personal goals. This quick guide provides answers to the
following questions:

1. General Questions

1.1 How can Harmony be of value to me and/or my organization?

1.2 How to subscribe and use different versions of Harmony S&T Software?

1.3 What functionality do different versions of Harmony offer?

1.4 How to print a generic or customized Strategy & Tactic Tree for review as a Pdf?

2. S&T Design

2.1 How to create your own Strategy and Tactic Tree from scratch?

2.2 How to create your own S&T from the S&T Libraries of generic S&Ts?

2.3 How to add details on the What, How and Why of each proposed change?

2.4 How to hyperlink documents and media to specific change details to help explain these?

3. S&T Validation

3.1 How to share S&Ts with key stakeholders whose contribution or buy-in is needed?

3.2 How to communicate S&Ts to key stakeholders to enable them to help check assumptions?
3.3 How to quantify the financial impact of proposed changes in an S&T?

4. S&T Planning

4.1 How to define resources to implement the proposed changes on the S&T?

4.2 How to allocate resources as Strategy Owners, Tactic Managers and Task Participants?
4.3 How to add Strategy and Tactic Planning Details

4.4 How to convert the S&T into a Project Network and view it as a Gantt Chart?

5. S&T Execution
5.1 How to update Strategy achievement and Tactic implementation status?
5.2 How to view Strategy achievement and Tactic implementation status in S&T or Grid view?

6. S&T Audit
6.1 How to define Planning and Execution conflicts related to a GAP analysis or Problem?
6.2 How to resolve Planning and Execution conflicts with the 4 methods?
) 6.3 How to improve on resolution by listing 3 types of yes, buts and how to overcome these?
GO LDRAT 6.4 How to convert Conflict resolution into Best Practice S&T node that can be added to S&T?
FESEARGHLARS 6.5 Examples of a full Gap and Conflict analysis using S&T Audit Functionality
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HARMONY S&T WEB APP - QUICK START GUIDE

1. GENERAL QUESTIONS ON HARMONY
1.1 How can Harmony be of value to me and/or my organization?

Typically 70% of all the changes fail despite the fact that these were made with the best intent - either resulting in
targeted improvement not being achieved and/or sometimes even causing damage. The reason for this is that many
organizations don't have an effective and efficient way to connect, communicate, and align top-level goals to the
specific required initiatives and contributions of each part and each level of the organization making it very difficult to
align and maintain FOCUS and to react quickly to FEEDBACK on what worked and what did not.

The biggest obstacles to aligning and maintaining FOCUS and receiving and reacting quickly to FEEDBACK include:
1. Wasting scarce resources on changing the many things that CAN be improved (wrong changes) rather than the
few high leverage ones that MUST be improved (right changes);
2. Not clearly communicating and/or getting key stakeholder’s contribution to help validate the WHAT, HOW and
WHY of each necessary change to secure stakeholder buy-in and ownership
3. Not having a prioritized plan, sufficiently resourced to achieve desired outcomes without bad multi-tasking.
4. Stakeholders losing focus by not following the plan and getting distracted
5

. Not learning from experience to reduce the time to detect and correct mistakes in assumptions

HARMONY, offers a better, faster and simpler way to reduce these mistakes by guiding YOU through a process to:

1. Define the few right (high leverage) changes using the Strategy and Tactic Tree format, quantify their financial
impact and how these relate to each other ( S&T DESIGN module)

2. Define and Validate the WHAT, HOW and WHY of each change with stakeholders---and in the process identify and
correct any bad assumptions ( S&T VALIDATION module)

3. Plan the implementation to clearly communicate the priority and required contribution for execution to everyone
to prevent bad multi-tasking and ensure synchronized execution ( S&T PLANNING module)

4. Execute the S&T one-change-at-a-time and maintaining FOCUS through updating progress to see which strategies
are not being achieved/which tactics are not implemented ( S&T EXECUTION module )

5. Do more frequent Audit reviews to provide us with FAST FEEDBACK on identifying and resolving planning and
execution conflicts that block achievement of strategies and or implementation of tactics ( S&T AUDIT module )

But what is Strategy and Tactic Trees and how can you use HARMONY to help you to design, validate, plan, execute and
audit an S&T for your organization?

That is the question we hope to answer with “Harmony Web App Quick Start User Guide'
© 2007-2012, Goldratt Research Labs, LLC




HARMONY S&T WEB APP - QUICK START GUIDE

1. GENERAL QUESTIONS ON HARMONY

1.1 How can Harmony be of value to me and/or my organization?

The development by Dr. Eli Goldratt, author of THE GOAL and creator of “Theory of Constraints” of a new “Theory of
Constraints” based thinking process called “Strategic & Tactic Tree” (S&T) is probably "one of the most important
breakthroughs in organizational strategy design, validation and communication over the last few decades. As with many
breakthroughs, this breakthrough started with a simple question: What is “Strategy” and what is “Tactics” and is there really
a one: many relationship between these?

Dr. Goldratt realized that the words “strategy” and “tactic” had to be defined more clearly than before. His new definitions
were inherently simple, yet powerful. He proposed that “Strategy” was simply the answer to the question “What for?” (the
objective of a proposed change) and "Tactic”, simply the answer to the question "How to?” (the details of a proposed
change). From these definitions, it is clear that every Strategy (What for) should have an associated Tactic (How to) and vice
versa and that therefore Strategy and Tactic must always exist as “pairs” and must exist at every level of the organization.

To better formulate and communicate “strategy” we really need to build a Strategy & Tactic (S&T) Tree, with each S&T
node defining the "What for” and “How to” for the few high leverage changes we believe are necessary and sufficient to
achieve organizational goals as well as the implementation sequence of these (left to right). But since any logical structure
is only as valid as the assumptions on which it was based, the S&T tree should also include the assumptions of why each
change is necessary, why (under what conditions) it is possible and lastly why it is sufficient.

The resulting S&T Tree structure is what HARMONY has been custom developed for to help us with S&T design, validation,

planning, execution and auditing.

17
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HARMONY S&T WEB APP - QUICK START GUIDE

1. GENERAL QUESTIONS ON HARMONY

1.1 How can Harmony be of value to me and/or my organization?

HARMONY contains a library of S&Ts developed by Dr. Goldratt which can be customized for creating a specific
transformation plan for companies from industries including Manufacturing, Distribution and Projects. There is also a
growing library of S&Ts submitted by HARMONY users from around the world for organizations such as High-Tech,

Startups, Government Agencies, Hospitals etc.

The example below shows what a typical “transformational” S&T looks like for a Projects based organization.

PHASE 2 GROWTH
Meeting ALL Project Promises

Reliability Not meeting promises (especially when hefty penalties are involved) may bring a company to its knees
Comp-~“itive edge

The Company has very high due-date performance without compromising on the content or on the budget.
In the multi-project arena, very high due-date performance is defined as delivering well over 95% on (or before) the original promised due-dates, while in cases of late delivery the delay is much

smaller than the prevailing delays in the indlustry.

Expanding Client ) .
. Most compromises on content or budget stem from pressure to meet the promised due date.

Base
2 ol . C.ritical Chain Prt)jgct Management (CCPM) brings most multi-project environments to high due-date performance
e without compromising content or budget.

The Company implements Critical Chain Project Management (CCPM) culture and procedures.

TACTIC
How will it be done?

To ensure an outstanding start of a major initiative it is vital that the first substantial actions will result in immediate
substantial benefits.

<IN L

© 2007-2012, Goldratt Research Labs, LLC
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1. GENERAL QUESTIONS ON USING HARMONY ‘
1.2 How to subscribe and use different versions of Harmony S&T Software?

new

— uo Visit our website www.Harmonytoc.com to
e s subscribe today. We offer a Desktop PC and a
new Web App option of HARMONY, both

: available in 3 versions — the free VIEWER, or

St v by CokRa: Ressarch Lies ~ the paid DEVELOPER and IMPLEMENTER

which can be used by experts and novices . . .
Ske o captrion o ooy O 5 versions, both available on a FREE 30 day trial.
communication, planning and implementation

monitoring of strategies and tactics for 3
business transformation, improvement project

and/or any other change initative. = : ‘ Step 2:
Existing users can login here ...

New users will receive their login details
bl i O s, o via email and can then proceed to login

Goldratt through the application of the mind sets and methods

of the “Hard Sclences” to the sdence of analyzing, managing, o
continuously Improving and predicting the peformance of  harmonious with tself” and which captures the two funda
organizations. bellefs of the "Hard Scences’

Harmony Desktop PC App Step 1: Click SUBSCRIBE to begin ]

Our first version of the Desktop app was developed in 2009 for Windows-based computers. It now contains 4 modules — Strategy and Tactic
(S&T) Design, S&T Validation, S&T Planning and S&T Execution. It can be run on a Mac but requires a Windows emulator such as VMWare or
Parallels Desktop. There is a free S&T Viewer, and subscription based S&T Developer and S&T Implementer versions.

Harmony Cloud-based Web App
The new online Web App version offers all the functionality of the Desktop version but also includes expanded functionality for S&T Audit
including GAP and Conflict Analysis, Conflict Resolution and Best Practice definition. All S&Ts and related data is stored “in the cloud” on
secure Amazon servers, securely accessible from any device with a web browser - anywhere, anytime - allowing easy sharing and
collaboration with other stakeholders. The Web App version can also be used in offline mode to ensure you can continue working on your
S&Ts or conflicts even when you aren’t connected to the internet.

Harmony iPhone/iPad Mobile Application
To enable users to view S&Ts directly on their iPhones or iPads we created a Mobile version available from the Apple App Store. With the Free
Viewer version, users can view the 5 generic S&Ts created by Dr. Eli Goldratt as well as use a Theory of Constraints based Financial model to
check impact of decisions on profitability and ROI. There is also a paid version that allows users to import any S&T created on the Harmony
Desktop or Web App version for viewing on their iPhone or iPad. Both versions can be found in the Apple App Store by searching “Harmony
S&T + Goldratt” ST L
© 2007-2012, Goldratt Research Labs, LLC
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1. Harmony S&T Viewer

HARMONY S&T WEB APP - QUICK START GUIDE

1. GENERAL QUESTIONS ON USING HARMONY
1.3 What functionality do different versions of Harmony offer?

We offer 3 levels of subscription for both the Harmony Web App and Harmony Desktop versions:

Always free, this subscription allows any user to view any Strategy &Tactic (S&T) trees that was created with Harmony
2. Harmony S&T Developer: S&T Design + S&T Validate

S&T Developer enables users to design, validate and communicate S&Ts either from scratch or from customizing generic
S&Ts available from the Goldratt S&T library consisting of S&Ts developed and approved for release by Dr. Eli Goldratt
OR from the Community S&T Library containing S&Ts developed and shared by a growing Harmony user base. It also
contains a Theory of Constraints based Financial model to quantify the impact of all changes on Organizational Sales
Revenue, Variable Cost, Operating Expenses and Investment to check if changes are sufficient to meet financial goals.

.Harmony S&T Implementer: S&T Design + S&T Validate + S&T Planning + S&T Execution + S&T Audit

S&T Implementer offers users access to the full functionality of our Harmony software solution, including S&T Design,
Validation, Planning, Execution and Audit. The S&T Planning module can be used to allocate Strategy Owners, Tactic

Managers and Task participants to each change, to estimate times to achieve each strategy and implement each tactic
and create a prioritized project network for execution. The S&T Execution module allows users to update implementation
progress and monitor the execution status of an S&T. The Harmony Web App Implementer version also contains new
S&T Audit functionality to analyze and resolve planning and execution conflicts and to convert these into “Best practices”
that can be added to a library and used to build/customize S&Ts.

Standard pricing is listed, but be sure to check our website for specials and promotions! * shows best value options

Period

Subscriptioni

Web@RApp

DesktopBApp

WebEDesktopApp

Viewer

Developer

Implementer

Viewer

Developer

Implementer

Viewer

Developer

Implementer

Monthly

Free

$7.990

$15.980

Free

$9.99¢)

$19.99@

Free

$13.99m@

$27.97@

6@Vonths

Free

$39.95@

$79.90m

Free

$49.95(

$99.95@

Free

$69.950

$139.950

perfionth

Free

$6.66

$13.32

Free

$8.33

$16.66

Free

$11.66

$23.33

12@Months

Free

$59.95@

$99.997

Free

$79.950

$159.95@

Free

$109.95(

$199.950

perfionth

Free

$5.00

$8.33

Free

$6.66

$13.33

Free

$9.16

$16.66

Go to www.harmonytoc.com/FAQ_for additional information on HARMONY.
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1. GENERAL QUESTIONS ON USING HARMONY

1.3 What functionality do different versions of Harmony offer?

HARMONY Desktop and Web App contains 5
modules. These 5 modules include the
functionality to support S&T Design, S&T
Validation, S&T Planning, S&T Execution and S&T
Audit (Only Web App)

v

Process Steps

_S&T Design 7| wEEL bl athon, 2
X
Imbrosdasction to SBT
Treses

e

-
JAdd Child "‘-,,j .

Insert Comment
i

Import Mode El:l

Presentation Mode
Sl Silblirg

Thamge Mode
“Walidaticm Status:
Delete Validated

£ ay

Thamge Mode Tithke Chargs Mode
Wabdation Status:
= Mot Walidated
Mode Details —
-
—_— Export
Agid firom Goldratt -
58T =J"'

il'iﬁ Request Review by
Expeart

SET e
. Lk,
i
i
Pl Tincam T
Cormmmunity

==

Define Groups r—
- > 2
1]

Mode Financial
Allmcate Groups

Lmnpact

= o

Thange Coim pany Fimamcial Maodsl
Logos

w2l Ctnning T

=5
Mamnage Resowrces

Strategy Plammirg

=8
Tactic Plamining

‘—l'.'—a.
T
Create Project
Mebwork

Project Gantt Chart

Drafire Motification
Rules

New S&T Audit Functionality
only available within the
Harmony Web App

Tactic Manager
Buffer Report

Send Question to

SET Expert

=

Mode Details
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HARMONY S&T WEB APP - QUICK START GUIDE

1. GENERAL QUESTIONS ON USING HARMONY
1.4 How to print from Harmony Web App

o Marmony GOIBRATT

4 N\
< Step 1. Click the printer icon from the top
m— | menu bar.

J

- /Step 2. Determine Report Type. \
C ' — S&T Tree Layout will print nodes in a
graphical tree, similar to the S&T Design
view.

S&T WBS Layout will print node titles in

Ensure Existing
SKU availabili

Change Node Title

}Zﬁ:ﬁ'ﬁiﬁ?l /Step 3. Determine Elements to print.
I / ; S&T Tree will print node levels & titles
- Node Details will print all detailed node
content . Details will print below the

e e KS&T structure in numerical order. D
4 N

2 therarchaloutline format /
\

® S&T Tree Layout

S&T WBS Layout

¥l S&T Tree et K «W 3.1.1-¢n: 3 . . .
ot D e e Step 4. Determine Layout for printing.

Layout

iiinssr = E SiE e Show Filename in Header and

Tree Nodes zoom |100[+]
e Tree Node Zoom.
+ ¥ 4.11.3 - Deaing with Supplers
¥ 5.113.1 - Ordering dal
vl - Deals Wt S
urms N\

9l 5.113.3 - Deats

4@ 3.1.2 - Protect and Iy
2 4

p
Step 5. Preview your printout to check
L that your preferences are as desired.

(" Helpful Hint: you can print to PDF to
share a copy of your tree and details via
. email.
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2. STRATEGY & TACTIC DESIGN

2.1 How to design your own Strategy and Tactic Trees
You can design your own or customize an S&T by:

1. Creating a new S&T from scratch
2. Opening and updating a S&T tree that is shared with you by another user

3. Opening and Customizing a S&T tree from the Goldratt S&T Library that contain S&Ts to
sustainably improve, using the latest Theory of Constraints best practices Manufacturing,
Technology, Projects, Retail , Consumer Goods Manufacturing and Distribution companies.

special
launch offer

{ Download Harmony Desktop

{ Create S&T Tree 1. To Create a new S&T Tree ]

Shared | Last Updated Updated By | Actions

. Delete Rename  Unlock
70 day(s) 5 hour(s) 55 minute(s) ago | Alan Barnard Locked by Alan B

SHARED SB&T TREES

Name Shared By | Last Updated Updated By | Actions
- Locked

PhosAid S&T Sept 2012 v2 -— Rarn, 27 day(s) 16 hour(s) 32 minute{s) ago | Alan Barnard | by Alan ( 2 . To O pe na nd U pdate a S&T }

L Tree shared with you
PERSONAL S&T LIBRARY

There are no S&T Trees in system for your personal library. Please use button "Add S&T Tree" to import S&T Tree from your S&T Trees.

GOLDRATT S&T LIBRARY

Name
Manufacturing MTO S&T Aug2010
Poy-per Click SAT Aug2010 = (3. To Open and Customize a ]

Projects Co S&T Aug2010 .
Retaller S8T Aug2010 L generic Goldratt S&T Tree

Consumer Goods S&T Aug2010
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HARMONY S&T WEB APP - QUICK START GUIDE

2. STRATEGY & TACTIC DESIGN

2.1 How to create your own Strategy and Tactic Tree from scratch

{ Download Harmony Desktop

| Create S&T Tree

70 day(s) 5 hour(s) S5 minute(s) ago | Alan Barmard | PiSte, Rename | Unlock

SHARED S&T TREES

Name Shared By Last Updated Updated By Actions

Alan Locked
PhosAid S&T Sept 2012 v2 Bacreed 27 day(s) 16 hour(s) 32 minute(s) ago | Alan Barnard | by Alan
Barnard

PERSONAL S&T LIBRARY 'Add S&T Tree
There are no S&T Trees in system for your personal library. Please use button "Add S&T Tree” to import S&T Tree from your S&T Trees.

GOLDRATT S&T LIBRARY

ol Manmony GOLDRATT

S&T Design

—_ -
S&T Validation ~
S&T Planning =
S&T Execution «
S&T Audit

Step 1. Click Create a new S&T Tree to
start a new S&T from scratch

Step 2. Begin with a Title for your top
level node.

This represents the highest goal of your

organization or system.

-

J

Some examples are “Ever- Flourishing
Company” or “Best Managed
Government”

Titles will help describe the content in
the Node.

Don’t worry- you can change it later.

(U

Step 3. Click Save to begin working in
your S&T
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HARMONY S&T WEB APP - QUICK START GUIDE

2. STRATEGY & TACTIC DESIGN
2.1 How to create your own Strategy and Tactic Tree from scratch

Now you are ready to being adding the next level to your S&T. This level contains the necessary conditions to
achieve the higher level objective. Once you’ve defined the “child” nodes, you can arrange them to ensure they
are positioned in the right sequence. You can move nodes around by clicking and holding while dragging on the
top right corner. The required implementation sequence of these are always from left to right.

Child Nodes are placed at a level below the selected node.
Sibling Nodes are added in parallel to a selected node.

_/
225 Harmony GOLDRATT

Process Steps

S&T Design ™
g“ Harmony Training
Guide

Add Parent

Add Child a
2 &
e
Add Sibling

Create your first

/Step 4. Add Child Nodes to
your S&T tree by either
right-clicking a node

le;l.s (computer only) and

S&T Validation selecting “Add Child”, or

S&T Planning = using the “Add Child” icon

SSLbeations in the S&T Design menu on

EUF L - the left (Computer or iPad) |

A L
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HARMONY S&T WEB APP - QUICK START GUIDE

2. STRATEGY & TACTIC DESIGN

2.2 How to create your own S&T from the Library of generic S&Ts

( Logout

Special
launch ofter

( Create S&T Tree

SHARED S&T TREES
There are no S&T Trees shared with you.

PERSONAL S&T LIBRARY
There are no S&T Trees in system for your personal library. Please use button "Add S&T Tree" to import S&T Tree from your S&T Trees.
GOLDRATT S&T LIBRARY

Manufacturing MTO S&T Aug2010

| Add S&T Tree

Pay-per-Click S&T Aug2010 P

Projects Co S&T Aug2010

Retailer S&T Aug2010

Consumer Goods S&T Aug2010

2% Harmony

i’roces ;Steps

S&T Design _~|
-

S&T Validation «|
S&T Planning =
S&T Execution =
S&T Audit ~

There are 5 generic trees in the Goldratt
S&T Library. These can be a helpful
starting place, and you can customize
one of these to fit your organization

g .

Step 1. From the Home page, click on
one of the trees from the Goldratt S&T
\Library

J
™

/The full S&T tree will open and you can
begin customizing or modifying the S&T
structure by adding, deleting or moving
\_hodes. )

/Step 2. To add/delete nodes or change N
node titles, either right-click on a node
(computer users) or use the left-hand

menu (computer) after selecting node
\_by clicking on it or touching it (iPad) Y,

4 )
Step 3. To move a node around click and

hold (computer) or touch and hold (iPad)
on the top left hand corner of a node

Al

<IN L
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HARMONY S&T WEB APP - QUICK START GUIDE

2. STRATEGY & TACTIC DESIGN

2.3 How to add details on the What, How and Why of each proposed

change?

Best Training Guide

21 311 312 1.3 - 14 315
Proftable growth for Pr...| Relabity Compettve £.. CCUPPHE DTS Relabity Sekng Xpan e Capacty Eevaton

Not meeting promises (especia
NECESSARY
ASSUMPTIONS
Why & the change
needed?

The Company has very high due-date it 6n the budget. In the multi-project arena, very
STRATEGY high due-date is defined as giial promised due-dates, while in cases of late
T URES delivery the delay is much smaller than the pre) delays in the industry.
of the change?

Most compromises on contens or hudGet stem from the pressure to meet the promised g€ date. Critical Chain Project Management (CCPM) brings most multi-project
CITIIII=R environments to high due-dgfesferformance without compromising content or budgg
ASSUMPTIONS
Why & & possbie but
dificut?

The Company implements Critical Chain Project | igement (CCPM) culture and procedures.

To ensure an outstanding start of a peijor initiative it is vital that the first substantial actions will result in immediate substantial benefits.

( Double-click a node to add or modify details.
L Click in each cell to being typing.

p
Step 1. Ask WHAT are you trying to achieve?
L This is the STRATEGY or change objective

Step 2. Ask HOW will you do it? This is the

TACTIC or policy, process or metric change.
o

(Step 3. Now answer the 3 WHY’s. These are
the Necessary, Parallel and Sufficiency
. Assumptions related to the change

(" Hint: Necessary Assumptions answer the question
WHY this change is needed — i.e. the undesirable
. effects or conditions that create the need for change.

/

4 Hint: Parallel Assumptions connect the Strategy & N
Tactic, and answers the question WHY or under
what conditions is it possible to achieve the strategy
and WHY is it difficult or risky — considerations that
explain why the selected Tactic is the BEST or even

(" Hint: Sufficiency Assumptions _are normally
warnings that answer why this level of detail in the
Tactic is not sufficient to ensure the Strategy is
achieved. These warnings help to check necessity,
\_sufficiency and sequence of level below

Kthe ONLY way for achieving the Strategy -
\

J
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HARMONY S&T WEB APP - QUICK START GUIDE

2. STRATEGY & TACTIC DESIGN
2.3 How to add details on the What, How and Why of each proposed

change? Show Formatting provides Presentation Mode Close Editor by
full text formatting menus reveals one element at clicking in center
for each node element a time for presenting of navigator

[ Definition Help Hover the [?] icon for a
. description of how to define each element

Arial Black i

“~{ Zoom clicking this icon allows you to view the b
selected element in full screen. This is helpful
| when you have a long list to present or edit

A

« 7 Edit Details This icon is available for either
Strategy or Tactic and links to the Planning
functionality where you can assign resources
and time estimates (more on that in the

otk [[sum0 - =4 Planning section of this guide) -/

/Linked Files allows you to create a hyperlink \
to files that support any element in your S&T.
These could be graphics, videos, documents,
etc. Hyperlinked Files are uploaded to our
secure server so links are always viewable. If

!chis icon is red, it means there is a file linked j
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HARMONY S&T WEB APP - QUICK START GUIDE

2. STRATEGY & TACTIC DESIGN

2.4 How to hyperlink documents and media to specific change details to
help explain these?

You can add documents or media, such as images, PowerPoint slides, process documents, etc. to specific node
details to help further explain the change.

Hormony Holp Guide Method 1: Click the Format
B e ' button from the top menu
bar. Click the image icon to
upload an image.

Undi
Redo
Cut

n / M

Paste

=3 | ethod 2: Copy an image, N
oo ‘ NS PowerPoint slide, screenshot,
1 ' . etc. and right click to paste in
(s | line with text in any of the
=78

e e e e o Kdetall sections.
Manage Linked File(s) ®

(1, Add Link 8
7 ﬁ/lethod 3: Click the Linked \

Files button on the right of
each section.
Click Add Link to create a
/ Manag; — F.;e(;s) ; new link.

Helpful Hint: Uploaded files should be the (Ghesaa i) No e chosen Enter a web address or click
smallest size possible to ensure optimal hetp7 Choose File to upload a file

functionality. Programs such as iSpring can ' Qom your computer. /
convert large animated PowerPoint files to | There s no tems to dipay

There is no items to display

compressed HTML files

\_ _
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HARMONY S&T WEB APP - QUICK START GUIDE
Helpful Hint. Saving your work

At Goldratt Research Labs, we appreciate how valuable the content is and that you can not afford to lose any
work.

There are a number of ways to insure your work isn’t lost when working in the web application.

25 Manmony GOLBRATT
Procss Steps . . .
rr—— 1. Auto-save is activated every 10

B oom: minutes.

for Projedts Co.

Reliability Early Delivery
Competitive Edge Competitive Edge

2. Please use the SAVE button every

% M e ‘ ‘ time you add significant content

Meeting ALL

Expanding Client Shift to Bonus
Project Promises Base

Reliability Selling Deals

S&T Planning 4
S&T Executon whenever you close a node as a

S&T Audit 4|

safety.

\

Helpful Hint: clicking the [i] icon in the lower left 4. You can use the EXPORT icon to
corner will display your history of saved data. This export the content into a .tocxm file

is useful to check when last your changes was that can be imported as an S&T with
actually saved to the cloud both Web or Desktop apps

S&T Validtion 3. A forced save function appears }

Remember, it is better to save too many times than to lose any work!

© 2007-2012, Goldratt Research Labs, LLC



{ Download Harmony Desktop

Retailer S&T 2010

HARMONY S&T WEB APP - QUICK START GUIDE

3. STRATEGY & TACTIC VALIDATION

3.1 How to share S&Ts with other users such as key stakeholders whose

contribution or buy-in is needed
You can present your S&T to other users for review and validation or SHARE the tree with multiple users so they

can review and make comments on it or modify content. To Share, return to the Home Screen.

Shared

special
launch offer

Last Updated

15 minute(s) ago

{ Create S&T Tree

Updated By

Paula Weyler

{Logout

{ Go Offline

{ Import S&T Tree

Training Exam|

46 minute(s) ago

Paula Weyler

Rename Share Unlock
Locked by Paula Weyler

1 hmnelet 1 minoEalel sa

Dl VA Tndap

Retailer S&T Aug2010

Delete Rename " Unlock
Locked by Paetd Weyler

Projects Co S&T Aug2010

Manufacturing MTO S&T Aug2010

GOMB Utah S&T

Manufacturing MTO S&T Aug2010

Can Change
|

Add user £+

Mﬂname Share Unlock
ocked by Paula Weyler

Delete Rename Share Unlock
Locked by Paula Weyler

@x

Locked by Kristen Cox

[ save

Delete  Renanme — Share—tinosk

/Step 1. From your My
S&T Trees list, click
Share for the tree you
Kwish to share

>~

v

p
Step 2. In the pop-up
L window, click Add user

~

/Step 3. Type the Email
Address of the person
with whom you want to
share. The Can Change
box option determines

Locked by Paula Weyler

| [ cancel |
4

Delete Rename Share Unlock

Odyssey

To UOy sy L oGy IO TTITGCs Sy o

T vyl

Locked by Paula Weyler

Demo S&T

29 day(s) 6 hour(s) 52 minute(s) ago

Paula Weyler

Delete Rename Share Unlock
Locked by Paula Weyler

SHARED S&T TREES

There are no S&T Trees shared with you.

PERSONAL S&T LIBRARY

. Add S&T Tree

There are no S&T Trees in system for your personal library. Please use button "Add S&T Tree" to import S&T Tree from your S&T Trees.

GOLDRATT S&T LIBRARY

Retailer S&T Aug2010

‘ Projects Co S&T Aug2010

© 2007-2012, Goldratt Research Labs, LLC

if you want to allow
users to change your
tree. The user will
receive an email
\_nhotification.

~

J

Step 4. To allow other
users to change an S&T
shared with them, you
khave to select “Unlock”

J

<IN L




HARMONY S&T WEB APP - QUICK START GUIDE
3. STRATEGY & TACTIC VALIDATION

3.2 How to communicate S&Ts to stakeholders to help check assumptions?
An important element in the successful implementation of your S&T is the validation step where you communicate
the S&T and its WHAT, HOW and WHY details to other stakeholders and allow them to contribute by checking the
necessity, sufficient and sequence of all proposed changes and related assumptions.

( Step 1. Using the left-hand menu, open the S&T
_ Validation menu.

( Step 2. Select the node which you want to present
_ (trees should be read top to bottom, left to right).

y

Step 3. Click on Presentation Mode from left menu.

\

p

Step 4. Presentation Mode unfolds each element
of the node step by step. Use the navigation

arrows (upper right) to reveal each sequential
keIement.

25 Hanmony

GOLDRATT

| S&T Design =
| SAT Validation .
"
~

|

BUILD.

J

Step 5. Ask your stakeholders to help validate your
assumptions and contribute any changes to
resulting Strategy and/or Tactic

Step 6. Change the Node Validation Status (left
menu or right-click) once you have validation from
all stakeholders. The upper right of each node will
show NV for “not validated” or V for “validated”

Eliminating the Risk to the Client

tive ecige s to satisty a client’s significant neec 10 the extent that no SigRBcant competRor can. Wnen a good Investment is regarded as | - '
lents’ significant need

edge in large markets by providing its equipment in a way that does not involve (almost) any

© 2007-2012, Goldratt Research Labs, LLC




3. STRATEGY & TACTIC VALIDATION

3.2 How to communicate S&Ts to stakeholders to help check assumptions?
When presenting to a group to help validate an S&T and its details on the WHAT, HOW and WHY for each proposed
changed, HARMONY offers the ability now to “zoom in” on a specific node to focus the group on a specific node by
using the “Magnifying Glass” icon on the bottom left of the screen. This works with all modules in Harmony

HARMONY S&T WEB APP - QUICK START GUIDE

/Step 1. Select
the S&T node

PmcssSteps

GOLDRATT

——>  VIABLE VISION

you want to
present to
the group by

Kclicking onit /

Import Node

/“Step 2. Click ™\

on the
Magnifying —
Glass to zoom
into the
selected

\_node. /

Change Node Title

S&T Audit

High Tech
Company achieve
Profitable Growth

|
CUSTOMER WIN l

Eliminating risk for

Ueer VIABLE VISION

(Pay-per-Click)
=

] 313

CAPITALIZE

High Tech Company
rpera|  @achieve Profitable Growth

Eliminating risk for
Company

E \

BUIL

Suppl

Sales Regulation

~

Step 3. By clicking on
other nodes in the order
that you want to present
them, it will show these
in zoom mode.

Step 4. To return to the
normal view (i.e. to
remove the zoomed
node), simply click on the
magnifying glass again.

© 2007-2012, Goldratt Research Labs, LLC




HARMONY S&T WEB APP - QUICK START GUIDE
3. STRATEGY & TACTIC VALIDATION
3.3 How to quantify the financial impact of proposed changes in an S&T?

Harmony offers 2 important ways to quantify the impact of your change: the overall financial model and a
financial impact by node.

| saT Design 4|
S&T Validation v|

For overall financial model:

Step 1. Using the left-hand menu, open the S&T )
Validation menu. Scroll down to Financial Model = -

i Tient
Subt To Community - . »
m m —m .- N -&-M X v m
BUILD | BUILD CAPITALIZE | SUSTAIN BUILD CAPITALIZE SUSTAIN BUIL
1 Market Market Offers Pay-per-Click High Due-Date Suppli
Segmentation Desi¢ Selling M; ment Performance Partner
2 i act S

Wi Financel Model

25 Masmony GOLBRAT

oc Financial Decision Model -
S&T Design ‘ S&T Planning 4|

After
|88 validation = | S&T Execution 4|
ot Sals Revenue (5%) 10 e ‘ O |S8TAudit 4|,

ar | | variable Cost (vC) 0.00 o % 0 % 10 % Q.00 00 To0m —

) 4
Throughput (1) 0 100% 10% 11000 o
Operating Expenses (0F) | & 45% o M 1% /
s | 1o s [ | S
2 20% o 20 18%

N

Nt Profit (NP)

tep 2. On the left side of the model, fill in your
current baseline figures [Before] for revenue,
variable cost (only the totally variable cost not
cost of goods sold), Operating Expense (all other

Qixed costs), Investment, and Co. Price Earnings Y,

| S8T Planning_~
SAT Execution =

ST /Step 3. In the middle Change section, fill in the \
change values associated with your proposed
change. The model will calculate the results in

Step 4. When finished, you can Export to Excel. the right-side [After]. You can see for example

Click Close to return to your S&T tree how just a 1% increase in Selling price can result
Qn a 20% increase in net profit j

Al

I L

© 2007-2012, Goldratt Research Labs, LLC



HARMONY S&T WEB APP - QUICK START GUIDE
3. STRATEGY & TACTIC VALIDATION
3.3 How to quantify the financial impact of proposed changes in an S&T?

Harmony offers 2 important ways to quantify the impact of your change: the overall financial model and a
financial impact by node.

s
Hanssou GOLDRATT

S&T Design

For financial impact by node: Syt

Step 1. Using the left-hand menu, open the S&T
Validation menu. Scroll down to Node Financial
Impact or computer users can right-click the node
for the same selection

2] Hanmony

Process Steps Y
| S&T Design
| S8T Validation ¥

i

Step 2. Predictions of impact are difficult to define
with precision. Enter the values for financial
impact from this node for the overall organization,
Kusing an estimate for Low, Likely, and High.
| S&T Execution

[ sa7 Audie__~

Step 3. Click Add Year to show the additional
The financial impact entered for each node will be impact from subsequent years

inherited by its Parent node if you click on the
“Estimate” link for any node with children where
financial impact where entered.

© 2007-2012, Goldratt Research Labs, LLC
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4. STRATEGY & TACTIC PLANNING

4.1 How to define resources to implement the proposed changes on S&T?

You are now ready to start Planning the implementation of your S&T. The first steps is to define the resources that
will be allocated as Strategy Owners, Tactic Managers and Task participants.

25 Hanmony GOLBRATT
[Step 1. Using the left-hand menu, open the T |

| S&T Validation |

S&T Planning menu. Click on the first option \gw nnnnn 0.
Manage Resources. s

window will appear where you will enter the
Personal and Contact information for this
resource. Click OK when complete.

[Step 2. Click Add Resource. A pop up

Step 3. Continue using Add Resource to add .
the details of all resources that will be S —
allocated as either Strategy Owners, Tactic T . - ==
Managers or Task Participants. Click Close ‘W:m )
when all resources are entered.

Helpful Hint. You can always return to
update/add or delete resources. Remember
to also add external resources like
consultants or sub-contractors that will be —
either Tactic Managers or Task Participants ST

© 2007-2012, Goldratt Research Labs, LLC




HARMONY S&T WEB APP - QUICK START GUIDE

4. STRATEGY & TACTIC PLANNING
4.2 How to allocate resources as Strategy Owners, Tactic Managers and

Task Participants?

Each node will utilize 3 types of resources:

1. Strategy owner is the person accountable for
achieving objective in strategy

2. Tactic manager is the person responsible for
implementing the tactic. (Note: this follows
organizational hierarchy. Strategy manager is
typically the boss of the Tactic manager.)

. Task participants are resources that will work with

tactic manager on implementing the change

/Step 1. Select the node to plan. Using the left-

hand Planning menu (or on computer, right-click
node) to select Strategy Planning. )
N

.
(" Step 2. Now click Add Strategy Owner. A pop-up
will appear with all resources. Select person to
__assign them. You can only assign one.

(Step 3. Then click Tactic Planning button. A pop-
up will appear with all resources. Select the
__person to assign them. You can only assign one

P

J

e
Step 4. Task Participants can be assigned using the

L “Actions” tab in Tactic Planning J

[ Step 5. Continue assigning participants for all node
in your tree

s
25 Harmony GOLDRATT
‘ S&T Design  ~
| S&T Validation »
‘ S&T Planning v

e
GOLDRATT
[ TD Strategy Planning: [2.1] - Eliminating the Risk to the Client
e [cics- §

| S&T,Validation+ ~
‘ S&T Planning > il Lt

} S&T Execution =
| S&T Audit
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4. STRATEGY & TACTIC PLANNING
4.3 How to add Strategy and Tactic Planning Details?

We start by entering the “Strategy Details” T

needed to define the “milestones” of the project — EEEEE . v 111 s semesin
plan to implement the S&T. el =

| S&T Planning

GOLDRATT

p ,
Step 1. Open Strategy Planning. Under the et

Action column, click Tracking. A pop-up will

_ appear.

Step 2. Determine the Measurement Type for
this Strategy. Boolean means this objective is a
‘ves or no’. Continuous means this objective is
a value or percentage.

.

/

f Step 3. Define the Measurement Unit for how you will measure if the Strategy
_is achieved. E.g. Throughput in units/time or Due Date Performance %.

[ Step 4. Now estimate the Planned Days to Achieve Strategy. This is typically the responsibility of the Strategy
Owner and Tactic Manager. Note that the time to achieve a Strategy is typically the same or longer than the time
. to implement its Tactic.

( Step 5. Set the percentages for Yellow and Red Zone Warnings to identify if the strategy is falling behind. The
_ default setting is 33% (1/3) and 67% (2/3).

4

Helpful Hint. By setting the Yellow warning at 33% of the planned days to achieve the Strategy, it means if after
33% of the planned days, the Strategy has not yet been achieved, the status will change from green to
After 67% of the planned days, it will change to red and over 100% it will be black to show it is overdue.

.

< L
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4. STRATEGY & TACTIC PLANNING
4.3 How to add Strategy and Tactic Planning Details?

i i i 25 Harmony
Now y9u are ready to add the Tactilc Planning details e e
that will be used to create the Project networkand " conmm e

| S&T Validation
Title

Gantt chart to implement the S&T. EEE

Not Started

Step 1. Open Tactic Planning. Under the Action - G
column, click Details. A pop-up will appear. in i :

11/28/2012
11/28/2012

Step 2. On the Details tab, enter the “Planned

days to implement task” . Warning zones work

similar to those in Strategy Planning. If after 33%

of planned days to implement tactic, the tactic is

not yet complete, it will go from green to yellow. | AL st =

| S&T Audit

Define Tactic Details

= TR ST ST @tep 3. On the Prerequisites tab, determine the dependency\
Timing from preceding nodes. You can also list other prerequisite
Wait for the preceding node to complete before starting this node

Start this node after |5 | days after the preceding node ends taSkS that are req u | red befO re thIS nOd e can be Sta rted . (An
@ Break prerequisites dependency with preceding node .
\.example is shown.) Y,

Other Prerequisites:
Verify current Market Segment Definitions with VP of Marketing

/Step 4. On the Check List tab, you can add a list of required )
actions — a “to-do” list that can be used as a reminder and
to track progress for this Tactic Manager. Click Add New to

\.add additional. )

ine Tactic Details

Details Prerequisites iting For? Recovery Plan /Helpr/ Hint- The ”Waiting for?” and ”Recovery Pla n” are
Unchec Al Check All Add New tabs that are used in execution by the Tactic Manager to
capture why their tactic implementation is being delayed

i.e. What they are Waiting for? and to add a “RecoveryPlan”

\J _/

© 2007-2012, Goldratt Research Labs, LLC
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4. STRATEGY & TACTIC PLANNING

4.4 How to convert a S&T into Project Network and view it as Gantt chart?

Once the Planning details for all the e o

lowest level nodes are completed, you

S&T Design

can convert your S&T to a Project SAT Validaton

S&T Planning v

Network and view it as a Gantt Chart. 2

24 NS 22 RS

Eiminating the Eliminating the

Step 1. Using the left-hand Planning —
menu, click on Create Project Network. = =
This will connect all the lowest level ’
nodes with “End-start” relationships to
create a simple project network

Step 2. Using the left-hand Planning
menu, click on Project Gantt Chart.

Your S&T Project Gantt Chart in Harmony
is different from a traditional Gantt
because it will show the time estimate SAT Validation

S&T Planning ~| 2. Eliminating risk for User (Pay-per-Click)

for both the Strategy achievement and =T

Tactic implementation time estimates for M | ks rppwossans

4 Sales Funnel Management

each level, which are often not the same. Wwe. S i o
Example: [ Sty
A Strategy ‘Reduce WIP by 20%’ have a Tactic Ty e
‘Implement Dynamic Buffer Management’. In 22 s i
this case, the Tactic may only take a 20 days to = L
implement, but the time to realize the full effect

for the strategy might take a full inventory cycle ST Brection =

of say 60 days. S&TAudit -
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5. STRATEGY & TACTIC EXECUTION
5.1 How to update Strategy achievement and Tactic implementation status?

p

i 25 Hammony
Step 1. When you begm. to execyte your e I
S&T, go back to Tactic Planning and ST Design_» D &=

update the Status for each node tactic. s oy < N
Status can be Not Started (NS), In

Progress (IP), Freeze (F) or Complete (C).
N /

Not Started
11/28/2012

11/28/2012

/ \ - {::“ o | 11/28/2012
Step 2. Go back to Strategy Planning and Vil e
update the Metric (if continuous) or gt ,

Completion for each node strategy.
o %
4 A S
Step 3. On the left-hand menu, open S&T

Execution and click S&T Execution Status. asdManony

. / S&T Design =~

S&T Validation «

Your S&T tree now becomes a Dashboard S8 Plrning, >
showing the “buffer status” as a color code s
for the status of each Strategy and Tactic.
The letter in the upper right corner
denotes the status (C= Complete, IP = In
Progress, F= Freeze and NS= Not Started)
The colors indicate if the node is being
achieved in the planned timeframe (green)
or is in a warning zone (Red or Yellow) or -

overdue (Grey). “Freeze” (Dark Blue) is a e
change is frozen to stop bad multi-tasking /
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5. STRATEGY & TACTIC EXECUTION

5.2 How to view Strategy achievement & Tactic implementation status in
S&T or Grid View ?

25 Hanmony

 Proces steps _[FRacoor - 3
On the previous page, we showed that by e

1
S&T Validation ~|

using “S&T Execution Status” you can use sar paing . e

| S&T Execution |

the S&T to view the execution status of N TInmIaT

curve, performance on the red curve.

. . SAT Exscution Sutus 3 Eimiating the Risk o the Client (Pay- The Company gains a decisive competitive  Jobe Smith, CEO
oer<ikck) ©dge inlarge markets by peoviding its
d rategies and lactics. sapmentinsvay st coe ot vive
(almost) any risk for the client.
Market Segmentaton The Company knows, in detall, the wnmsa Gary Begwn, 000
the market which are good candidates for Pay
per-Click offer.
Markat, Offers Design The Company's "Pay-Per CCK™ ofer(s) are. Gary Bomn, 000
woll

You can also view more details related to : : porowcia sans '.":z:::::::..w"w- o7 o

‘Sales Funnd Manage rapidy Gary Brown, COO
mn—wamcm

execution status using the “Strategy : o R [ e e s

Compary and the associated fisks are smal
and manageable.

Owner and Tactic Manager Buffer Status R e

oid.

Croking Resesse: The shop floor is populated ONLY with  Sue Brown, Cperstions
Menages

Reports” ICOnS kot ! orders that have to be filled within &

predefined horizon.
Orders are shipped on time (over 99%).  Sue Brown, Operations
Menages

e S i e 1S e e
Step 1. To view the Execution status of . - o

Strategy Achievement for each node in
a Grid or WBS view, click on “Strategy m - _ GOLBRATT

Owners Buffer Report” icon.

S&T Planning &l B ‘Equpment Manufocturng Compeny  Builld a decisive competitive edge and the capabilities to
S&T Execution ~

i mmﬂth&m the Ot (Pay- The Company buids the abiity to:
per<iic Identty equipment as too.
risky, and

ors Effectively offer them thair equipment for attractive per-usage
SAT Execution Status pryment {pay gorl or PPC).

Markit Segeentation The smailer coo y the Sue Brown, Operations

Step 2. To view the Execution status of & | oo e i

Strategy Owners Butfer
Report

Pay-pes-Cick Seling Proper force Sue Brown, Operations

Tactic Implementation for each node in ~ M o S

pany e

a Grid or WBS view, click on “Tactic = I - e e

Ensure that regular sales will not be impacted.

Managers Buffer Report” icon. o L e gy ey

1 Cviing Resesse for each product family » buffer e s ek to be agusl 0 50%  Darvi S, Projeck
of the current lead-ti are resncad to the loar caly | aroge
Sutar e before their commatted & ue-date (s
frozen until its time arrives according to the above rule). Sales
People are forbidden from using the shorter lead times to get

Dealing with OCRs. effectively removed, When DDP>99% is Duwﬁs«w« Project
achieved, wam«uamn«uummmm time, Man
Iy to lm
Managng Priorties W"MME‘NMVMWWM“M Ds'ﬁssﬂ‘ﬂh Project

Suppher Pactnarship m 10 get the main Swa-vm Operations
:umm-tmznmnwy ar {mochless thanthe Manager

© 2007-2012, Goldratt Research Labs, LLC



HARMONY S&T WEB APP - QUICK START GUIDE

6. S&T Audit (Web App only)
6.0 Introduction to Auditing the Theory of Constraints Way...

An important part of implementation a Strategy & Tactic Tree, is the need for frequent audits to ensure the implementation
stays on track, and in case of delays or unexpected problems, that these are identified and corrected as soon as possible.
With Harmony’s S&T Execution functionality, managers can use the S&T as a dashboard to enable early-detection of
situations where tactics are not implemented and/or strategies are not achieved within the planned time estimates
(inconsistencies or performance gaps). Since we explicitly listed all the assumptions related to each change within the S&T,
we can and should have a practical mechanism to review which starting assumptions turned out to be invalid and what is
needed to correct for these.

Dr. Eli Goldratt, the creator of Theory of Constraints (TOC), developed two simple yet powerful mechanisms to analyze
such “inconsistencies” or “performance gaps” and their related unresolved conflicts and to communicate the required
changes to stakeholders in a way that will not trigger resistance to change. These are called “The Conflict Cloud” and “The
Change Matrix”. However, despite the benefits of each method, both had limitations. The Cloud was a practical way to
identify erroneous assumptions but it ignored the negative impacts of change vs. not change. The Change Matrix was a
practical way to understand both the positive and negatives impacts of change vs. not change to overcome resistance to
change, but without a way to resolve the inherent conflict.

By combining these two methods into one — “The Change Matrix Cloud” - Dr. Alan Barnard, CEO of Goldratt Research
Labs, have developed a practical mechanism that can be used not only for auditing S&T execution, but also to analyze and
resolve any performance or expectation gap and their related Planning and Execution conflicts and to convert the into new
planning and execution best practice.

Conflict Cloud Change Matrix Change Matrix Cloud

e . @I:EAOLIZ

CHANGE

STRATEGYFE STRATEGYRD
+DFTHANGED HDFINOTICHANGE®
T + CHANGE P -

TACTICTE TACTICRE

/| OTHER
(HARMONY] | CHANGE

RISK[LE RISK2[
£ -
— -
":‘-‘_ —

The next page shows another new innovation — defining any problem as e

-DNGOALR

both an unresolved Planning and unresolved Execution Conflict =

7 ~N CHANGE® NOTECHANGE®
NOT ActionEoRieal@vith@DER Opposite@Non-Action?
STABILITY CHANGE
& NOT “
CHANGE
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6. S&T Audit (Web App only)
6.0 Introduction to Auditing the Theory of Constraints Way...

Many times the stakeholder/person that has to deal with a problem is not the same as the one being blamed for causing the
problem in the first place. When stakeholders or people within an organization starts blaming each other, it can result in
disharmony and silo thinking. In such a case, it behoves us to not only define the conflict we are facing in dealing with the
problem or symptoms — the Execution or Symptomatic Conflict - but also to understand the conflict the one we are blaming
for causing the problem in the first place are facing — the Planning or Systemic Conflict.

Identifying both the Planning and Execution conflicts will help us, not only to understand the “real” problem from both side’s
perspectives — something required to overcome distrust and restore harmony - but, if we can find a way to break these,
will provide us with better planning and execution rules for the future to help remove the problem completely.

To define the Problem or Undesirable Effect (UDE) as both an unresolved Planning Conflict and Execution conflict, we
simply need to fill in the boxes in the diagram below. Please note that for the Planning conflict, we start with Tactic 2 — the
action/decision that was taken by the Stakeholder/person we are blaming which we believe caused the
Problem/Undesirable Effect in the first place. Then complete the four impacts of change in the same way as with the

Execution Conflict. )
Planning Conflict GAP Analysis Execution Conflict

GOAL GOAL
+ ON GOAL WHY CHANGE +ON GOAL
Positive impact on Impact of GAP on System Positive impact on
System Goal Goal System Goal

+ OF CHANGE + OF NOT CHANGE WHY CHANGE + OF CHANGE + OF NOT CHANGE

STRATEGY 2
Positive of Not Performance or
Change expectation GAP

Positive of No

Positive of Change
itiv g Change

Positive of Change

TACTIC 2
_WHY CHANGE CHANGE NOT CHANGE
Action that caused | Undesirable Effect (UDE) | Action to deal with Opposite or Non-

UDE causing GAP UDE Action

CHANGE NOT CHANGE
Action to prevent UDE

- OF CHANGE - OF NOT CHANGE - OF CHANGE - OF NOT CHANGE

. Negative of . Negative of
Negative of Change e Negative of Change e ——
e e

- ON GOAL - ON GOAL
Negative impact on Negative impact on
System Goal System Goal

Now that we have clearly defined our problem as two unresolved conflicts, we are ready for the next step — How to resolve
Planning and Execution conflicts in a systemic way that can minimize or even eliminate the biases that block us from finding
and challenging potentially limiting assumptions <= W]




6. S&T Audit (Web App only)

6.0 Introduction to Auditing the Theory of Constraints Way...

In Step 2 we said that “Define a problem precisely and you are halfway to a solution...”. We did this by identifying
the specific PLANNING and EXECUTION conflicts related to the specific “problem” (performance or expectation GAP)
we started with.

Although we can therefore claim that we have now “defined the real problem much more precisely than before” (to
answer “What to Change?”), for many of you who live with these Undesirable Effects, Gaps and conflicts everyday;, it
might not feel at this stage as if we are halfway to anywhere ...

Finding the “Breakthrough” Solution

In the TOC Thinking Processes, the key to finding the breakthrough solution(s) is to find a way to CHALLENGE one or
more of the “erroneous” assumptions/rules (e.g. the sooner we start, the sooner we finish) that block us from
resolving the conflict with a better win:win:win...

The “breakthrough” we are looking for is simply a solution CHANGE MATRIX CLOUD

that will resolve the Planning and Execution conflicts it
giving us more of the positives we want, and none or at -

least much fewer of the negatives.

MORE POSITIVES

+ Are GOOD for
Us/Organization (System)

STRATEGY 2
+ OF CHANGE + OF NOT CHANGE

The process of identifying these potentially “limiting or Y
. . . . . .. . e A WIN:WIN IS MORE F
erroneous assumptions and finding win:win injections to A e > MORE 0

overcome these is relatively simple. It is based on a simple CHANGE |
insight that there are only four ways to break any conflict. CHANGE NOT CHANGE

The next page shows four methods that we can use to L e
identify four different ways to break the core conflict(s) P ' * Are BAD

. . . . =S Us/Organization
and then we can decide which is best to implement... (Systegm)

4 Methods to resolve any conflict ON GOAL + We cannot _afford to
Method 1: Change ++ have...
e A WIN:WIN IS LESS OF
Method 2: Not Change ++ THESE
Method 3: Change + Not Change

Method 4: Another Change

* We need to have

LESS NEGATIVES




6. S&T Audit (Web App only)

6.0 Introduction to Auditing the Theory of Constraints Way...
The table below shows 4 methods that can be used to find a win:win solution to break any conflict.

METHOD 1 METHOD 2 METHOD 3 METHOD 4
CHANGE + + NOT CHANGE + + WHEN & WHEN NOT ANOTHER CHANGE

S rmareay

*

- MOT O

. _LOGICALCHECK | LOGICALCHECK |/  LOGICALCHECK N  LOGICALCHECK |
1. Whywill CHANGE jeopardize MERMAID? a i i Why is there no other way to get both POT of GOLD
b B h 1.Why will NOT CHANGE jeopardize POT OF GOLD? Why or Under what conditions is CHANGE vs. NOT b ; oy
2. Why will CHANGE unavoidably resultin 2 Why can NOT CHANGE not remove CROCODILES? " e and MERMAIDS without major CRUTCHES or
CRUTCHES? 4 ‘ CHANGE in conflict? CROCODILES?
. ASSUMPTION /@  ASSUMPTION B  ASSUMPTION 8 = ASSUMPTION |
1. CHANGE jeopardize the MERMAIDS because...

; 1. NOT CHANGE jeopardize POT OF GOLD because... | | CHANGE vs. NOT CHANGE is in conflict because ....
2 bc(:'c‘;’:sGeE (LnavoidzblvcauselcRUICHES 2. NOT CHANGE can’t remove CROCODILES because...

There is no other way because...?
OR when...?
L __INJECTION |
1. CHANGE will not jeopardize MERMAIDS when/if... | | 1. NOT CHANGE won't jeopardize POT OF GOLD 1. When [condition=true] then CHANGE
(1st PLUS)

whenl/if .... (1st PLUS) Else...NOT CHANGE or
2. CHANGE will not cause CRUTCHES whenl/if... . 2. NOT CHANGE will remove CROCODILES
(2nd PLUS)

when /if .... (2nd PLUS)

There is ANOTHER WAY to get MORE POSITIVE
2. Aslong as [ condition 1] then NOT CHANGE ...but without MAJOR NEGATIVES by...?
As soon as [ condition 2 ]then CHANGE
. EXAmPLE N _____ EXAMPLE __
GOALR

+EDNEGOALR
BER
HAPPY[=

STRATEGYZLE STRATEG Y STRATEGY[FLE STRATEG YEE STRATEGY[ELE STRATEG YRR STRATEGYELE STRATEG Y
S EDFEHANGER EDFICHANG EDI +EOFENOTICHANG I EDFECHANGER +EDFINOTEHANGER) EDFECHANGER +EDFINOTICHANGER)
BER BE[R BER BE[R BER
HEALTHY= HEALTHYE

BER BER
WEALTHYE HEALTHYE WEALTHYE HEALTHYE
—

WEALTHYR

TACTICER? TACTICEAE 1 _ — — -
PLAY N WORKE ‘PLAYEE DO MORE MARRY SOMEONE
FOR MONEY MORE® FUN WORK

RIS KE2 2]

YOUNG & RICH

RIS KEZ2?]
NOTEEETE TES
WORKEDONEI WORKEDONE[

WORKEDONE
[




6. S&T Audit (Web App

only)

6.0 Auditing the Theory of Constraints Way - a Simple Analysis Roadmap

STEP 1 -WHY CHANGE
Define an Undesirable Effect and check its

importance through its Local & System Impact

SYSTEM IMPACT
WHY CHANGE
Global Impact of Local

Gaps on Organization

Is this an important
Undesirable Effect for
the whole SYSTEM?

STEP 2 - WHAT TO CHANGE
Defining Planning and Execution Conflicts that

block resolution of problem
GOAL
+ON GOAL
Achieving
GOAL

STEP 3 - TO WHAT TO CHANGE
Using 4 WIN:WIN methods to resolve Planning

& Execution decision conflicts

GOALR
+DNGGOALA

Achieving
GOALR

LOCAL PERF GAPS
WHY CHANGE STRATEGY 1

Local / Dept impact of + OF CHANGE

Undesirables Effect EOSItlve; of

TACTIC 1
. CHANGE_
Action/Decision to

solve problem

STRATEGY 2
+OF NOT CHANGE
Positives of

NOT CHANGE

STRATEGYRALE
+DFLHANGER!
Positivef

CHANGER

STRATEGYRE

+DFINOTEHANGER
Positive®f

NOTEHANGER

Is this an important
Undesirable Effect for
YOU to solve?

TACTIC 2
NOT CHANGE
Opposite

Action/Decision

What problem or
Undesirable Effect are
you facing?

WHAT TO CHANGE
Summary of Problem

or Undesirable Effect

CONFLICT __ NEW TACTIC
T1,T2, T1+T2o0rT3
Decision on HOW to resolve
conflicts to achieve MORE
Positives WITHOUT risk of

Negatives using 4 methods

RISK 1
- OF CHANGE
- Negatives of

CHANGE

RISK 2
- OF NOT CHANGE
Negatives of

NOT CHANGE

THREAT
- ON GOAL
Not achieving

GOAL

Final Audit Review
Are the Issues going away?

STEP 5 - ADDING BEST PRACTICE TO S&T
Add this Best Practice (together with others) to
customize/create your organizational S&T

STEP 4 - HOW TO CAUSE THE CHANGE
Everyone contribute by raising YES, BUTS... to improve New
solution and turning it into new “Best Practice” S&T node

- Title of Best Practice (S&T Node)

NEEessE) Why Change — The Undesirable Effects, related

Assumption R
WHEN? local and Global impacts of these

The objective you want to achieve = More of the
positives (Strategy 1 + 2) and none or fewer of of
negatives (Risks 1 + 2)

Strategy
WHAT FOR?

p-

The assumptions challenged in resolving the conflict

which includes:

« Conditions under which it is possible to achieve all
the positives without risk of Negatives

« “Yes, buts” raised by stakeholders and how these
can be prevented/overcome that assisted in
deciding on best Tactic

Parallel
Assumptions
WHY?

New Tactic to Resolve conflict & address all
“yes,buts..”
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6. S&T Audit

6.1 How to define Planning and Execution conflicts related to a GAP analysis

2 25 Manmony GOLBRATT
or P ro b I em: Conflict Analysis @ i

The first step in the process is to do the “GAP T v, TP (D D (D IS (D D (I CITNIED
Analysis” related to a Problem (Performance 1 A

GAP and related Undesirable Effect or UDE) | aa o= L
experienced in S&T execution or simply in

managing an organization =

y

Step 1. From the left-hand menu, open
\ the S&T Audit menu.

: Step 2. Click on Conflict Finder Library.

( Step 3. Click on New and enter a
_ Conflict title.

Step 4. Click on the bottom box (Problem) to
define What to Change. Describe the
problem or Undesirable Effect you are facing.

WY

/Step 5 (Optional). To add more detail on  }rneer o
”-Why Chan’_c’ye (to ensure it is an i
important” problem), select S
\_ GAP Analysis checkbox. Y,

T e ™

/Step 6. Answer 1t Why Change, )
describing how this problem / UDE

negatively impact YOUR or Sub-system
performance (resulting in a o Step 7. Lastly answer 2"¢ Why Change by

KPerformance or Expectation GAP) ’ describing how this performance GAP
negatively impact organization/system goal

J <IN L

© 2007-2012, Goldratt Research Labs, LLC
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6. S&T Audit
6.1 How to define Planning & Execution conflicts related to a GAP analysis?

The next step in the process is to define the Execution Conflict GOAL

related to the Undesirable Effect or Problem. This is the conflict WHYEZHANGE2D ;c‘:"‘::m;

that block those responsible for dealing with the Undesirable G”:f;:gilﬁ:gf GOAL

Effect / Problem to act. If we can find a way to break an - g

Execution Conflict, we will be able to identify a new Execution : m

“« . ” WHYXHANGERAR + OF CHANGE + OF NOT CHANGE
B eSt P ra Ct iIce R u I e Performancel@ Positive of Positive of

/ ; - i \ Expectation@GAPRimpactl CHANGE NOT CHANGE
Step 1. Use the GAP Analysis to identify the CHANGE needed to __On&OU/Sub-system)2 | (Pot of Gold) (Mermaid)

remove or reduce the Undesirable Effect(s) that will help to This
CHANGE (Tactic 1) is typically defined as an Action or Decision such as
“Pressure to Do .../Don’t Do ...” that will help to deal with the UDE.

WHATETOLHANGER CHANGE NOT CHANGE

= U”d“‘ﬁab'[iif;“ J ACTION to deal | Opposite or
causing| H .

Step 2. Identify the NOT CHANGE - the Opposite or Non- Action/ N - with GAP / UDE Non ACTION

Decision (Tactic 2) which is in direct conflict with the Action/Decision in

the CHANGE box (either because they are direct opposites or because - OF CHANGE - OF NOT CHANGE

they require the same scarce resource at the same time) ) . Nceﬁa;\tnl;:f N"(‘:fgﬂ‘::‘ ‘;fE

Crutches ( (Alligator)

.
p

Step 3. identify the 4 impacts related to this conflict by defining the:
1. Future Positive(s) of the Change or Strategy 1 represented by a Pot of Gold THREAT
we want but don’t have and believe can only be achieved by the Change. Not achieving
2. Current Positive(s) of Not Changing or Strategy 2 represented by a GOAL
Mermaid we have and want to keep but fear having to give up if we Change.
3. Future Negative(s) or Risk(s) of the Change represented by Crutches we
don’t have and don’t want but fear are unavoidable if we make the change.
4. Current Negative(s) or Risks of Not Changing represented by a Alligator that
we have but don’t want and believe won’t go away unless we make Change.
. /

Step 4. Now check the verbalization by reading the Change Matrix Cloud as you would describe your dilemma. In order to achieve
[GOAL] we must [Strategy 1] which means |/we feel pressure to [Tactic 1] which could result in [Risk 1]. At the same time, In order to
achieve [GOAL], we must [Strategy 2], which means I/we feel pressure to [Tactic 2] which could result in [Risk 2] not going away.

To find out more about how the 4 impacts of change
can be used to understand and overcome the
common resistance to change, look at:
http://www.youtube.com/watch?v=hcz1aZ60k7w

<o L

© 2007-2012, Goldratt Research Labs, LLC
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6. S&T Audit

6.1 How to define Planning & Execution conflicts related to a GAP analysis?
The next step in the process is to define the Planning Conflict related to the Undesirable Effect or Problem. This is
the conflict of the person or stakeholder whose actions/non-actions we believe CAUSED the Undesirable Effect
(UDE). Note that if the person or stakeholder causing the UDE / Problem is the same as the same person or
stakeholder having to deal with the UDE / Problem, then the Planning and Execution Conflicts will be the same. As

with the Execution Conflict, if we can resolve a Planning Conflict, we will be have new Planning “Best Practice” rule

K‘Step 1. Use the \ . . . . .
GAP Analysis to Planning Conflict GAP Analysis Execution Conflict

determine what 1M PACTFFFTTC 115!

c GOALR WHYXHANGER? GOALR
action / non- -

+.Nm?ALEI Negative@mpact@®Dfiz +DNBOALE
action most likely Achievingf GAPBNBYstemGoal Achievingl

CAUSED the Gof i Go+AL

UDE and enter STRATEGYRE STRATEGYRE V:H‘;IHANGE;EE STRATEGY®E STRATEGYRD
1 1 H +DFETHANGER +IDFINOTECHANGER erformance! +IDFELHANGER +DFINOTEHANGER
:EIS g; Ta(.:tlc 2 Positive®fi Positivemfi e s Positivemfi Positivemfi
€ rlanning CHANGER NOTEHANGEE -
\_Conflict

CHANGED
WHATZFORXHANGER TACTICIFLE TACTICERE!
CHANGER NOTEHANGER - CHANGER NOTEHANGER
/Ste 2 Write the\ OppositedriDifferent ACTIONRhatzausedn |~ | Undesirabletbifect ACTION®oHeal@vithe Opposite®rNont
p <. —  ACTIONE ProblemiZ] calsine Problem®

. ACTIONE]
Opposite or I
H H RISKELEI RISK2E RISKLE RISKEE
Different Action <Rl S | -DFNOTEHANGER -DFECHANGER | mFmonIm.\NGEm
(to Tactic 2) that Negative®fi Negativebfi Negative®f Negativefm
3 HANGEE ' E@
you believe cHAE CHANG Sl BiiNGED
would not have
- THREATER THREATER
resulted in the ONBOALE

N ‘ h El -@)N@;‘OAL
ot@chieving Not@chievinga
kUDE / Problem j GOALT o

NOTEHANGER

U D E [T 1 U R
TACTICHLE TACTICEREI

Step 3. Now complete the rest of the Planning Conflict by identifying the four impacts of Change vs. Not Change:
1. Positive of Change - Strategy 1 or the Pot of Gold that you don’t have but want.

2. Negative of Change - Risk 1 or the Crutches that you don’t have and don’t want.

3. Positive of Not Change — Strategy 2 or Mermaid that you have and want to keep.

4. Negative of Not Change — Risk 2 or Alligator that you have and don’t want.

© 2007-2012, Goldratt Research Labs, LLC
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6. S&T Audit
6.1 How to define Planning & Execution conflicts related to a GAP analysis?

Below there is an example of full analysis by a medical doctor on an Undesirable Effect they experience (50% of
patients not taking their blood pressure medicine as prescribed), its consequence on the doctor and his patients
(why the UDE is bad) and the related Planning Conflict (the conflict of the Patient who is causing the UDE) and

Execution Conflict (the conflict faced by the Doctor in dealing with the UDE).

GAP Analysis Execution Conflict

Planning Conflict

4+ ON GOAL !

Patient feel and are
healthy and happy
o

T
STRATEGY BECS1 STRATEGY =B00s2

e o
4 OF CHANGE 4+ OF NOT CHANGE "

4+ OF CHANGE 4+ OF NOT CHANGE

= = . 2 S my ar Non-treatment =

Patient get better ] Patlen? awvoid l'!a:ssle patie are at high th ta i A\_rond risk that
faster (normal blood of taldng medicine s = .4."- - ,"!. ey patients that need

- g to takke medicine as -

pressure) and/or side effects TS — = help could die
> Py = attack — prescribed J
-~

TACTEC ECTL

CHANGE

CHANGE NOT CHANGE
- - S e o e R T - §
(Patient) Take my {Patient) Continue 2t B | o AR
e b - blo : to stop treatment of =
medicine as to not talce medicine PR L s s < * pressure to continue
prescribed as prescribed = e e 2 E = to treat all patients
< following their... J J

- OF NOT CHANGE

© 2007-2012, Goldratt Research Labs, LLC
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6. S&T Audit

6.2 How to resolve Planning and Execution conflicts with the 4 methods?
Once we’ve defined the unresolved Planning or Execution Conflict that prevent a resolution to our “important

problem”, we are now ready to look for a win:win way to resolve the conflict. A good solution gives all of the
positives and none (or at least less of the negatives) than we have currently. Dr. Alan Barnard, CEO of Goldratt
Research Labs, has developed four methods to resolve any conflict. These four methods are listed below. We
encourage users to try all four methods, completing the table below each method

@ Method 1: CHANGE ++ (D Method 2: NOT CHANGE ++ () Method 3: CHANGE+NOT CHANGE (O Method 4 : ANOTHER CHANGE

SAT Design =+ GOAL GOAL GOAL GOAL
1 +ON GOAL +ON GOAL +ON GOAL +ON GOAL
SAT Validation « Positive Positive Positive Positive

) impact on impact on impact on impact on
S&T Planning * System Goal System Goal System Goal System Goal

SAT Execution

S&T Mit ¥ STRATEGY 1 STRATEGY 2
1 + OF CHANGE + OF NO CHANGE + OF CHANGE + OF NO CHANGE + OF CHANGE + OF NO CHANGE + OF CHANGE + OF NO CHANGE

5 & Positive of Positive of Positive of Positive of Positive of Positive of Positive of Positive of
Hi Change No Change Change No Change Change No Change Change No Change

nn D — 5 A ) e

o | |

CHANGE NgT CHAI;IGE CHANGE + NOT CHANGE NEW CHANGE
Action to pposite When X...then T1,

solve problem Action else T2 Different Action
e 3o

X X X X X X

Why CHANGE What can prevent How to achieve Why NOT CHANGE What can How to achieve When is CHANGE in  When [condition] How to Why is there no What Other How to achieve

jeopardize S2 this? this? jeopardize S1 (POT prevent this? this? conflict with NOT then CHANGE, else achieve this? other Change to Change can this?

(MERMAID)? OF GOLD)? CHANGE OR under  when [condition] achieve S1 +S2 achieve this?

Why CHANGE result  What can prevent How to achieve Why NOT CHANGE ~ What can How to achieve ~ What condition does  NOT CHANGE... without R1 + R2?

in R1 (CRUTCHES)? this? this? result in R2 prevent this? this? the conflict exist? a
(ALLIGATOR)? < >

© 2007-2012, Goldratt Research Labs, LLC
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6. S&T Audit

6.2 How to resolve Planning and Execution conflicts with the 4 methods?
The process for using the 4 methods might look complicated, but it is actually quite simple. Simply follow the steps
below:

____—
Step 1. After clicking on the al Hanmony GOLDRATT
Conflict Resolution icon, select Process Steps [ o o
whether to resolve the Planning S&T Design =7
. . . . fli lution
or Execution Conflict by clicking m f::ﬂl:nem il

on the re|eva nt tab S&T Planning ~ Method 1: CHANGE ++ Method 2: NOT CHANGE ++ Method 3: CHANGE+NOT CHANGE Method 4: ANOTHER CHANGE
S&T Execution « %

ﬁap 2. Starting with methodﬁ SATAWLLY e
click inside the Table below M1

FETx]
B g STRATESY OS2
A4

+ OF CHANGE +OF NOT CHANGE

>
i T Pasitive of Char { Pasitive of Not
Conflict Analysis Alhen of Chorge e

and then on the magnifying

glass to enlarge the Lrary ) || o |

Assumptions Table. Method 1 } 1st 'Why?": PCT1 PCT1 (CHANGE) will  How to achieve this?
L. KR WD CEm 3 cHANGE) will not jeopardize PCS2

. o ++" H
is called “Change ’ Whlch” — e jeopardize PCS2 (MERMAID) when/if...
means treating the “Change : ) —J ' (MERMAID) because

as a half-baked solution to

which we need to add how we
can keep our Mermaid (1st +) 7 :
and what to add to ensure we solut 2nd 'Why?': PCT1 PCT1 (CHANGE) will How to achieve this?

don’t have the risk of the e R T | CHANGE) will result in NOT result in PCR1
wtches (2nd +) / \ ¢ . S w0 e e PCR1 (CRUTCHES) — (CRUTCHES) when / if

1L, e
FCIZ(WOT  when [candito
CHNGE) when PCTZ)

fif—

because ...

(" Step 3. Now click inside the
1t Why’s Assumption box
and type the your answer N D -l
\_over the guideline question.

( Step 4. Then click inside the 15t Why’s Injection box and type the your answer over the guideline question. Typically the
“injection” is simply the opposite of the Assumption. Then think of “best” way to achieve or implement this injection and type
__this in the "How to” box.

© 2007-2012, Goldratt Research Labs, LLC
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' 6. S&T Audit

6.2 How to resolve Planning and Execution conflicts with the 4 methods?

p
Step 1. On the left-hand S&T Audit menu,
L select Conflict Resolution.

e

Step 2 . At the top, be sure you have selected
the conflict you wish to resolve, either
KPlanning or Execution

In this process we will examine the
Assumptions that cause us to believe we have
a conflict.

Using 4 methods ensures that we uncover and
challenge all assumptions and find the best
solution.

sl ~ Conflict Resolution @

Method 1: CHANGE ++

+ OF CHANGE

#|  roaneofownge | | Pemieohor

+ OF NOT CHANGE |

J

+or auane |

revestores | |

+ OF HOT CHANGE + OF CHaNGE + OFNOT CHANGE

Pommeofiot
Cnge

e ofchge v

Method 4: ANOTHER CHANGE

+ 0N GOAL
Fogtvempeston
Sy God

E——

VOFCHANGE | +OFNOTCHANGE

Poatvect Crnge b

25 Harmony

| TWoroumce | | CHANG eWOT- | CHANGRsMOT-
:

S&T Design =
S&T Validation «,
| S&T Planning 4| [N
S&T Execution 4/ ©

S&T Audit _ ~

- OF NOT CHANGE

FCT1 v resut n [FCT1 wilNOT
PCR1 because ... fesuk m PCRL  ftns?
hen / £

© 2007-2012, Goldratt Research Labs, LLC
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6. S&T Audit

6.2 How to resolve Planning and Execution conflicts with the 4 methods?

Method 1: CHANGE ++

GOAL ECG

+ ON GOAL

Positive m pact on
System Goal

STRATEGY ECS2

+ OF CHANGE + OF NOT CHANGE

"~
|

Postive of Not

Postive of Change Change

S

CHANGE

Action to deal with
UDE

- OF CHANGE

Hegetys ofCimoge.

Method 1: CHANGE ++ examines why we believe the CHANGE will not
give us the benefits of NOT CHANGE and why CHANGE will result in the

RISKS [- of Change]

P
Step 1. Scroll down to view the

resolution matrix.
g /

/Step 2. In the top Assumption box, )
describe the reasons that CHANGE

will not give the same benefits of NOT
. CHANGE. Y,

/" Step 3. In the top Injection box, )
describe the conditions when the
CHANGE would not jeopardize the
\_benefits from NOT CHANGE.

p

Step 4. In the top How to box,
describe HOW you could make the

conditions in the injection box true.

/
Step 5. Repeat this process for the

bottom row by analyzing why

\CHANGE will result in the negatives.

© 2007-2012, Goldratt Research Labs, LLC

ECT 1 wil
ieapardize EC52
because ..

P

FCT1 wil not Euw to achieve
jeopardize ECS2  (this?

bwhen fif..

// A

CT1wil restiltin

E
FCR1 bedauss ..

ECT1 wil NOT Eju'x-.' to achieve

resultin ECR1
when [if ..

is?
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6. S&T Audit
6.2 How to resolve Planning and Execution conflicts with the 4 methods?

Once you have completed the Conflict Resolution, review all 4 methods to determine which you think will
work best. Soliciting input from other stakeholders will help.

/ . \ 2% Hanwony
Step 1. Click the Resolve button Processsips[EEEETWTISS

S&T Design 4|

under the method you want to use. st
This will add parse the text of your s et
CHANGE box with the additional Wi
elements of your resolution, and

Kbreak the conflict arrows. j

Step 2. Click the radial (check box)
next to the Method you wish to use
as your “Best Practice”

Step 3. On the left-hand S&T Audit
menu, select Define Best Practice

Now you are ready to refine your resolution into a Best Practice, which can then be added to your S&T tree.

Al

<IN L
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6. S&T Audit

6.3 How to improve on resolution by listing “3 fypes of yes, buts..” and
how to overcome these?

Many breakthrough ideas can be classified under the banner of “necessary but not sufficient”. When presenting a

breakthrough tactic to other stakeholders, they will frequently respond with “YES that’s great, BUT...” These

reservations can provide important additional details needed to ensure your breakthrough tactic is sufficient to
create more of what you want and less of what you don’t.

__/
25 Harwony GOLDRATT

Process Steps

P
T = Step 1: Click Yes, But... from the S&T
S&TVaH;iationA . AUdlt Menu

\

» PCT1 (CHANGE) wil not jeopardize PCS2 (MERMAID)
S&T Planning = wihen/i.

S&T Execution 4|
S&T Audit

« PCTL wil NOT result in PCR1 when /f ...

ccppost g /Step 2: Check with all stakeholders for

s Insufficiency [“Yes, that’s a great
solution, but | don’t think it’s sufficient

kto meet all key stakeholder needs...”].

— y

s, but...’s: Predicted UnDesirable Effects

%
N , { Step 3: Enter Stakeholder name. ]
N“ { Step 4: Enter explanation of why the }

4 predicted Negative of Successful Change... How to prevent Negative?

I
L

Obstactes o

es, but...'s: Implementati

change is insufficient.

How to overcome Obstadle?

- o\ | to achieve sufficiency.

Step 6: Repeat for the 2" Step 7: Repeat for the 3™ .
Cype of ‘Yes, but... Predicted\ /type of ‘Yes, but... \ Helpful Hint: There are often many
UnDesirable Effects [“Yes, Implementation Obstacles stakeholders for.a.sugge-sted change.
that’s a great solution, but | “Yes, that’s a great solution, You can 3dd add't,'?,nal .Ilnes for each
predict that it will also but | see the following of the 3 “Yes, But's” to include
create some undesirable obstacles in implementing €veryone.
\_effects...”] /\it..”]

! “ Step 5: Enter additional details for How

© 2007-2012, Goldratt Research Labs, LLC
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7 6. S&T Audit

6.4 How to convert Conflict resolution into Best Practice S&T node that can
be added to S&T?

i GOILDRA

e Best Practice Creator @

ST Design = New Planning Rule C6P
SAT Validation

jccm—] e
Positive impact on |

s Step 1. Click on “Define Best Practice”

.

P
Step 2. Harmony will copy all content into the

S&T node format

.

[Step 3: You can review the content copied over
and improve on the sentence structure to ensure
it reads properly and/or add missing details

GOIDRAT \and/or remove redundant text )

e M Conflict Analysis @

S&T Design =~
SAT Vakdation = D o

ST Planning =

Taking medicine conflict 11/23/2012 07:44:05
S&T Audit =
= Accepting new job offer 11/27/2012 23:17:25 NA

] conflict

Centralizaon Conflict 12/01/2012 12:34:53 Resolving Centralization
Conflict

Muiti-tasking Conflict 12/21/2012 19:16:02 Resotving Multi-tasking NA
Conflict

Beta testing Conflict 12/22/2012 09:36:27 Resoiving Beta testing Conflict N/A / .
e T T T S— On the left-hand S&T Audit menu, you can also
conflict conflict

4 |Working copy of 12/27/2012 22:24:51 NA Resolving Centralization

| i e select Community Best Practice Library to view
._nodes that others have shared with you. y

" These nodes can now be directly added to an S&T h
by selecting the Best Practice from the Conflict
. Analysis Library and selecting “Add to Tree” y

Al

<IN L
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6. S&T Audit
6.5 Example of using S&T audit functionality to create new Planning Rule

GAP Analysis

Planning Conflict C23.1P

+ ON GOAL

Patient feel and are
healthy and happy

+ OF CHANGE

Patient get better
faster (normal

blood pressure)

4+ OF NOT CHANGE
Patient avoid
hassle of taking
medicine and/or
side effects

CHANGE

" (patient) Take my
medicine as

New Planning Confiict C23.1P

+ ON GOAL

Patient feel and are
healthy and happy

+ OF NOT CHANGE
Patient avoid
hassle of taking
medicine and/or
side effects

AT O, S

+ OF CHANGE

Patient get better
faster (normal
blood pressure)

Doctor takes
time to
explain side
effects are
minimal

Concern about side
effects of medicine

Predicted Negative
‘of Successful

Howto
Negative?

Risk that some
patients dont get
better despite
taking medicei as
prescribed

Doctor gets
patient to
wear blced
pressure
monitor

How to.
overcome
Obstacdle?

Doctor
Patient cannot justifies that
afford to pay for the | Medical Aid
bloed pressure pays for bleed
monitor pressure
monitor

[ u il

© 2007-2012, Goldratt Research Labs, LLC

Best Practice S&T Node

Resolving Taking medicine
confilict

50%: of patients do not take their blcod pressure
medicine as prescribed which results in Many of my
regular patients are at high risk of a heart attack
which can result in [ have a high risk of getting 2 heart
attack

« Patient get better faster (normal blood pressure)
= Patient avoid hassle of taking medicine and/or side

effects

« Without risk of Taking medicine everyday makes
patient feel sick and old and Patient continue to face
high risk of heart attack

« Patient realize taking medicine is not 2 hassle
« Patient realizes many (healthy and young) people
take madicine daily

» Patient: Concern about side effects of medicine
» Dector: Risk that some patients dont get better
Aocnita talkine modiroi ac nrecrribod

« (Patient) Take my medicine as prescribed

« Patient sets alarm as reminder

« Doctor explains te Patient that even tep athletes
take supplements everyday

« Patient: Doctor takes time to explain side effects are
rarareal

0BS51) Patient: Patient cannot afford to pay for the
blced pressure monitor

101) Patient: Doctor justifies that Medical Aid pays for
blced pressure manitor




HARMONY S&T WEB APP - QUICK START GUIDE

6. S&T Audit
6.5 Example of using S&T audit functionality to create new Execution Rule

GAP Analysis Execution Conflict C23.1E New Execution Confiict C23.1E Best Practice S&T Node

- Resolving Taking medicine
conflict
+ ON GOAL

1 do not take my medicine as prescribed WHICH
Doctor success rate Necessary RESULTS IN My blcod pressire remaining dangerously
high WHICH CAN RESULT IN I have a high nisk of
W getting a heart attack

1 get better faster AND Avoid the hassle of taking
medicine exactly as prescribed wm-gour RISt;OF it
+ OF CHANGE + OF NOT CHANGE mw\ggd&el sick and old AND facing high risk of

Non-treatment Non-treatment Avoid risk that

Avoid risk that
threat get patients patients that need threat get patients patients that need

to take medicine as help could die to take medicine as help could die ECT1 will not jeopardize ECS2 when/if...there is a way
prescribed x to make taking medicine simple
ECT1 will NOT result in ECR1 when / if _..I realize that
even young and healthy people take supplements daily

CHANGE ++ Teke my medicine as prescribed + [ set my cellphone
Take my medicine :I;;nas.remmwlmalemhmmeddneafm
as prescribed + I habit
set my cellphone

alarm as reminder.,
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6. S&T Audit
6.5 Another Example

GAP Analysis Execution Conflict C3.1E

oA ECG
+ON GoAL

Iweafuland
productive ife

g ——

+ OF NOT CHANGE

Igettheresuls I
want

New Execution Conflict C3.1E

+ OF NOT CHANGE

Iget theresuls I
wam

WHAT TO CHANGE

- OF NOT CHANGE

CHANGE ++

Dekgats more +
Employ psopie that
are better thanme h
thethings I should...

My a2 of enougn
caagaton may mE
NOR provice enougn
tmeans focus o
g family

Create
communic=e
Manaong accRions! | clesr
ampioys Wl txe s:cxesor
morect my e, e
expan=ors
to empioys

%o
Obzmce?

Fing resources
WRNn cvese
NS rodus
<5, w1
<o emooy
for mRpie
e

lcomtknow have
maCh Dasgetio
empioy acoona
mIoaces

Best Practice SET Node

)

100 Sithawonk mysal which resuls N nothaving &nough
tme formy family. resat N my reXionshiDs WRh my
Zp0u5e ang chicoen ame Srassac.

w lcan focus on whats raaly mportert
+lge ;e mosks Inank

w 1feslie Im coing 25 muth 1o
Inave encugh ome for oy family

e lcan S8 gat Te ;s Iwart Ploseg=eto those
A C37 CO T WOK even Deterthan me

» lresoe Il 2lneys have Sn0ugh 10 kee Mmedusy 50 |2
there araaiways Mportank things for me 1 WOk o0

» My Spouse Sniks miy Cez of "encugh” caagaton

may RENOT PTVEE enough Tmeans foCuUs 80 MY

facndy. -

- mom
«»Empioy pecplethat am Dater Maa me hthethingsl
shout notbeacong dmensgethem by canng nC =
communicRing clesr for ey for |
oo e

« FOcUs on rasly coing thafiaw things 1 shout co very
umi =
lcont imow have much Ducges to employ acctions
resouTes 50 1nead 10 Mg mesources WRh cverse 30
FODUSt S, WO Icin empioy for M RDietas ks,

© 2007-2012, Goldratt Research Labs, LLC




HARMONY S&T WEB APP - QUICK START GUIDE
Interested to learn more about Theory of Constraints and/or learn more about other

Goldratt Group products/services...

Read these Books

Eiywiv M

GOl I)R\ll

THEQORY OF
COMNESTRAINTS

Attend TOC Conferences & Events

'"«'oqo‘('oml aint
T l-mb-l 0
Cornification Ovganisation

www.tocico.org

http://www.goldrattconsulting.com/now-and-into-the-future

TOC Consulting

www.goldrattconsulting.com

TOC Training

www.goldrattschools.com

TOC Research

www.goldrattreserchlabs.com

Visit Online Learning Resources

TOC www.toc.tv

rrogya consirair 5.

'-.'..

GOLDRATT'S Www.toc-goldratt.com

. éé \ www.harmonvtoc.com
HARMONY
Mobile

...or visit our website for latest updates, news or how to be part of our BETA tester community

@ http://www.goldrattresearchlabs.com and www.harmonytoc.com
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