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You Have a New Structure, Now What?
Webinar



www.alignorg.com © 2019 | Slide 2

Confidential

AlignOrg Solutions: What We Do? 

A client-focused firm 

specializing in... 

Strategy and Marketplace 

Differentiation

Diagnosis and Assessment

Organization Design 

Change Leadership

Leadership Alignment

To drive differentiation 

through alignment

Projects 
80%

Capability 
Building 

20%

Work Breakdown

Enabling our clients to 

differentiate in the market and 

achieve desired results

Building

professionals’

ability to impact  

change  
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10 Benefits of an Aligned Organization

1. Increased speed in decision making

2. Better employee engagement

3. Less wasted resources

4. Improved self-governance

5. Less customer confusion

6. Increased leadership credibility and respect

7. Greater resource visibility

8. Optimize talents and skills

9. Safe risk taking

10. A dynamic culture

Read the complete article: https://alignorg.com/10-benefits-of-an-aligned-organization/

https://alignorg.com/10-benefits-of-an-aligned-organization/


www.alignorg.com © 2019 | Slide 4

Confidential

Keys to Realize the Benefits of Your New Structure

• Connecting structure to work and people

• Inserting the ‘connective tissue’ that will help things get done 

• Removing other misalignments that will undermine 

performance

• Preparing for the transformation 

journey
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KEY #1: Connecting 

structure to work and 

people
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Global Engineering 
Lead

Global Specialty 
Products Lead

EMEA

Services Support

APAC

Services Support 

NA

Services Support

Standards & 
Models Specialist

Materials 
Specialist

Chemicals 
Specialist

Engineers

(4)

Organization Chart – Engineering
Key:

New Role

Changed Role (>50%)
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Activities:

1. Gather requirements 

input

2. Requirements 

accepted? 

• If yes, continue

• If no, return to step 1

1. Require-

ments 

compiled

2. Initial 

Design 

created

3. Baseline 

design 

released for 

analysis

4. Design 

Analysis 

conducted

5. Feasibility 

approved 
(incl. cost 

targets met)

Manufacturing

Services Support

Purchasing

Materials or Chemical Specialists

Inputs
• Boundary 

conditions 

defined

• Statement of 

work

• Manufacturing 

guidelines

• Engineering 

budget

• Supplier input

• Timing

• Lessons 

learned

• Cost target 

• Design 

standards

Value Point Map – Design Development (1 of 2)

Activities:

1. Assess shell vs. spun 

design

2. Create design

3. Assign tasks

4. Create / choose 

design concept

5. Assess tools available

6. Design accepted? 

• If yes, continue

• If no, return to step 2

7. Create models

Activities:

1. Release design 3D 

model

2. Check GD&T

3. Create prints

4. Complete 2D design

5. Generate / update 

DFMEA

Activities:

1. Conduct feasibility 

simulation

2. Submit work order to 

Engineering Svcs. For 

analysis 

3. Lead / conduct 

meetings

Activities:

1. Complete cost 

estimate 

2. Define critical 

supplies 

3. Obtain supplier 

feedback

4. Perform CPK pre-

assessment

5. Feasibility approved? 

• If yes, continue

• If no, return to step 1

CONTINUED ON 

NEXT SLIDE
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Activities:

1. Prepare materials

2. Prepare equipment fixture

3. Build & check parts

4. Develop prototype control 

plan

5. Submit work order for 

prototype build

6. Meet with potential 

suppliers for prototype & 

provide them with standard 

materials

6. Prototype 

built

7. Design 

tested

8. Require-

ments met

9. Drawing 

released

10. Design 

tested after 

implement-

ed

Services Support

Purchasing Materials/Chemical Spec.

Value Point Map – Design Development (2 of 2)

Activities:

1. Develop and approve 

test method 

2. Establish / update 

DVP&R

3. Test equipment and 

prepare fixture

4. Requirements met? 

5. Move forward? 

• If yes, continue to next 

value point activities

• If no, return to 

appropriate prior value 

point activities

Activities:

1. Gather testing input 

2. Conduct testing on if 

available & necessary

Activities:

1. Gather drawing input 

2. Complete 3D design 

3. Complete 2D design 

4. Customer release

5. Create PR design

6. Release final design

Activities:

1. Stakeholder 

approval? 

• If yes, continue

• If no, return to 

appropriate prior value 

point activities

2. Align to a program as 

needed 

Outputs
• DRAWING

• Stakeholder 

sign-off

• Manufacturing 

feasibility 

signoff

Prototype

Testing

SME Lead (SME)

CONTINUED 

FROM 

PREVIOUS 

PAGE
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Design Development New Product – Decision Rights

Roles:

Decision / Responsibility:
Customer

Chemical/ 

Materials 

Specialist

Services 

Support

Standards & 

Models 

Specialist

Requirements accepted? D R

Budget accepted? R, D

Feasibility approved? C R, D

Requirements met? E C R

Go/No-go decision? I D E

Stakeholder approval? E R, D E

C = Consult with        I = Inform        D = Decide        E = Endorse        R = Responsible
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KEY #2: Inserting the 

‘connective tissue’ that 

will help things get 

done 
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Linkages Facilitate Connections

Strength

Cost

LOWER

LOWER

HIGHER

HIGHER

Teams/Committees

Shared Goals/Metrics

Informal contacts/ 

Co-location

Forums/Meetings

Technology/ 

Business Systems 

Dual-reporting
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Identifying Where Linkages are Needed

Giving Group

Group A Group B Group C Group D Group E Group F

R
e
c
e
iv

in
g

 G
ro

u
p

Group A

Group B

Group C

Group D

Group E

Group F
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Structure Alone Doesn’t Get Things Done

Applications

Development

Desktop 

Support

(Help Desk)

Business Unit
Network 

Service

Provider

IT 

Management

Executive

Management

Where are the 

interdependencies?

IT Organization
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Applications

Development

Desktop 

Support

(Help Desk)

Business Unit
Network 

Service

Provider

IT 

Management

Executive

Management

IT Organization
Service Levels 
Agreements and 
Contracts

Tier 3 
Troubleshooting 
Support

User Support (Tier 
1 & 2)

Prioritization of 
development 
requests and 
program 
management

Allocation of resources; 
establishment of corporate 
compliance standards 

System 
monitoring

Find the Points Where Connective Tissue Is Needed
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Without the Connective Tissue, the Model Wouldn’t Work

Applications

Development

Desktop 

Support

(Help Desk)

Business Unit
Network 

Service

Provider

IT 

Management

Executive

Management

Where are the 

interdependencies?

IT Organization
Service Levels 
Agreements and 
Contracts

Tier 3 
Troubleshooting 
Support

User Support (Tier 
1 & 2)

Prioritization of 
development 
requests and 
program 
management

Allocation of resources; 
establishment of corporate 
compliance standards 

System 
monitoring

14

5

2

3
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KEY #3: Removing other 

misalignments that will 

undermine performance
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Assessing the Organizational Cube for Misalignments

Leaders ensure the entire Cube is aligned
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Some of the Questions to Consider…

How should processes be 

aligned to deliver value?

What talent is needed?

How do we incent 

performance?

What structure 

and linkages 

will enable 

delivery?

How can we 

measure for both 

quality, delivery 

and efficiency?

What culture will 

enable successful 

performance?

How can 

continued value 

be returned to 

the business?
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Connecting Choices to Enable Structure

Why will we 

be chosen 

over our 

competitors?

Strategy

What work 

(capabilities)

drives 

differentiation 
(the reason we are 

chosen)?

Capabilities Choices

We offer the 

best customer 

experience

Products/services 

are delivered 

through customer-

centric teams

Aligned or Misaligned?

✖️ Rewards – Product-specific incentives

✔️ Work – Client-centric CRM 

✖️ Culture – Work around others

✖️ Metrics – Quarterly sales

✖️ Structure – Global Marketing
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KEY #4: Preparing 

for the transformation 

journey
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Facilitating the Transformation Journey

Alignment Leadership

Realization & 

Sustainability
Micro Design

Change & 

Implemen-

tation

Planning

Strategy & 
Macro Design

Micro 

Planning

Diagnosis &  
Assessment

Macro 

Planning

Transformation Journey Management

Initiation
1-2 Weeks

Change & Implementation Planning
2-8 weeks

Realization
2-6 months

Sustain

• Charter the 

implementation 

work

• Identify team 

members

• Define roles

• Set-up change 

structure

• Assess the changes to work, 

roles/people, & technology/ 

tools

• Build the change plan

• Build the process launch plan

• Build the people launch plan

• Build the technology 

dependency plan 

Integrate as 

the journey 

manage-

ment plan

• Develop job aids

• Conduct training

• Transition work 

and people 

• Coach and 

monitor 

movements/ 

transitions

• Sustain 

momentum

• Update and 

adjust change 

actions/tactics

• Measure 

performance
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J
o

u
rn
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 M

a
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a
g

e
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e
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t 
P

la
n

Implementation and Realization Journey Management

Initiation
1-2 Weeks

Change & Implementation Planning
2-8 weeks

Realization
2-6 months

Sustain

Journey 

Management

People 

Movement
I’m in my 

new role

Work 

Launch (and 

Governance)
I’m doing my 

new role

Technology 

Integration 
(Coordinate w/ 

technology launch)
I have the tools 

to do my new role

Project 

Set Up

Change 

Management

Coach and Monitor 
People Movement

Coach and Monitor 
Technology 
Integration

Periodic

Transformation 

Outcome Reviews

Change 

Gate

Change 

Gate

Change 

Gate

Change 

Gate

Work Launch and 

Job Aid 

Development

Coach and Monitor 
Work Launch

People 

Movement 

Assessment

People 

Launch Plan

Work

Assessment 

& Completion

Work Launch 

Plan

Technology 

Impact 

Assessment

Technology 

Dependency 

Plan

Journey 

Assessment
Change Plan
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Personal Reflection

1. Reflect on how your organization’s restructuring 

efforts:

• How well are you designing a structure that will 

really deliver results?

• Are you missing any of the key parts that will be 

needed to ensure your structure delivers what is 

expected?

2. How can you plan for and oversee a successful 

effective transformation journey?
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Thank you! Questions?

Watch your email for a copy of 

our newest Executive Guide:

Becoming an Alignment 

Leader®

Best Practices for Driving 

Transformational Change
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Today’s Presenter

reed.deshler@alignorg.com

502-241-0057 (W)

Reed Deshler, is an organization catalyst. He works with executive teams 

and human resources teams to define winning strategies, align organization 

and business models for success and mobilize employees and stakeholders 

in the desired direction.  A change leader, organization design expert and 

principal of the management consultancy AlignOrg Solutions, Reed brings 

multi-dimensional business models to life for Fortune 500 companies, 

middle-market businesses and non-profits so they can align strategy with 

operational reality. 

Reed is coauthor of Mastering the Cube: Overcoming Stumbling Blocks and 

Building an Organization that Works, a guidebook that Clayton M. 

Christensen, professor at the Harvard Business School calls, “a great step-

by-step manual on defining and changing the design of your company.” 

Reed has guided numerous Fortune 500 companies — including Tyco, 3M, 

Abbott Laboratories, Hertz, Cummins, Cisco, and USAA — through change 

successfully. When companies are looking to propel growth through 

organizational transformation they call on Reed and his team. 

Connect with Reed  

https://www.linkedin.com/in/reed-deshler-a5334a

https://twitter.com/reeddeshler

mailto:Reed.deshler@alignorg.com
https://www.linkedin.com/in/reed-deshler-a5334a
https://twitter.com/reeddeshler

