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The game is changing faster than organizations can adapt

Artificial intelligence, accelerating customer demand, new technology and competition for talent are 
changing how organizations work. Yet many companies still rely on management systems designed for a 
more predictable environment. Strategies are developed, departments reorganized and procedures 
documented—only for the next transformation to begin before the last is complete.

The challenge is no longer simply managing change. It is building an organization capable of continuously 
adapting without losing strategic direction, operating discipline, safety or accountability.

Strategic Intent defines the game. The Demand Equation establishes what winning requires. The 
framework governs how we operate. Connected playbooks prepare people to execute—and freedom 
enables them to adapt.

1 | Strategic Intent: Decide which game to win

A championship team does not begin with a stack of plays. It studies the competition, assesses its capabilities 
and chooses how it will win. Organizations must do the same. Compass FTB 80/20 examines where 
customers, markets, products and activities create disproportionate value—and where complexity consumes 
resources. Strategic Intent translates those insights into choices about where to compete, how to 
differentiate, what to invest in and what not to pursue.

Dimension AS-IS: reactive growth TO-BE: strategic focus

Market choices Respond to every opportunity Prioritize customers and products 
aligned with advantage

Capital Fund isolated functional requests Invest against integrated strategic 
outcomes

Talent Hire against current vacancies Develop capabilities required by future 
work

Success Departmental activity targets Enterprise outcomes and customer 
value

2 | The Demand Equation: Fivefold growth is not fivefold headcount

Imagine an unnamed manufacturer responding to a sharp increase in demand for standardized welded 
components. The forecast calls for five times current throughput. Yet raw materials, work in process, 
finished goods and scrap already require frequent movement; staging space is constrained and material 
handling approaches practical limits.
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A conventional staffing forecast might multiply current requirements for welders, operators and material 
handlers. But expanding the existing system could multiply congestion, travel and safety exposure. At the 
same time, robotic welding may be appropriate for repeatable welds—changing both productive capacity 
and the mix of skills required. The right question is not how many more people yesterday’s process needs, 
but how the future work should be performed.

Operating dimension AS-IS Potential TO-BE

Demand Current production volume Up to 5× output, subject to capacity 
validation

Welding Predominantly manual welds
Robotic welding for suitable 
standardized work; skilled manual 
welders for complex and variable work

Material flow Repeated WIP and pallet movements Point-of-use replenishment, controlled 
WIP and redesigned routes

Workforce Historical staffing ratios
Mix of welders, robot operators, 
programmers, maintenance and flow 
specialists

Safety Current traffic and equipment hazards Engineered traffic separation, robotic 
safeguarding and validated controls

Readiness Assumed available capacity Commissioned equipment, qualified 
people and verified productive capacity

The Demand Equation connects customer demand  required output  future-state work design  → → →

technology and automation  productive capacity  workforce capabilities  readiness. It must also account→ → →  
for the transition period: current, transitional and validated future-state capacity are not the same.

3 | The framework: Alignment without bureaucracy

A framework is not an organization chart or a policy manual. It establishes what must remain consistent—
values, safety, quality, accountability and decision boundaries—so that people can exercise judgment about 
how best to deliver the intended outcome. The Compass Architecture™ connects the disciplines that too often 
operate as separate initiatives.

Discipline Governing question Manufacturing application

FTB 80/20 Where does value concentrate? Prioritize product families and 
automation opportunities

FOUNDATION™ What must remain consistent? Safety, quality, values and 
accountability

SIMPLIFY™ How should work flow? Reduce unnecessary handling, WIP and 
complexity

LEAD™ Who owns decisions? Clarify authority during and after 
transition

GROW™ What capabilities are needed? Develop welding, automation and 
material-flow skills
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Transformation & Change What changes for people? Assess AS-IS to TO-BE role and job 
impacts

Program & Project Management How is execution synchronized? Coordinate layout, equipment, training 
and launch

ARC™ What do we learn and refine? Review evidence and improve the 
system

4 | From the value stream to the individual

Organizational transformation becomes real through the work people perform. The design thread must 
remain connected: Strategic Intent  Demand Equation  Value Stream  AS-IS/TO-BE Process Map  RASCI→ → → →  

 Roles  Jobs  Individual Playbooks  Performance Evidence  ARC.→ → → → →

Design level What it establishes Output

Value stream and process map Activities, decisions, handoffs, timing 
and VA/NVA/NVAR Future-state work and controls

RASCI Responsible, Accountable, Support, 
Consulted, Informed Decision rights and ownership

Role design Responsibilities and authority derived 
from work Clear role requirements

Job design Combination of roles into a position Job purpose, requirements and 
qualifications

Individual playbook Personal path to execute the job 
successfully

Guidance, practice, qualification and 
development

Evidence and ARC Proof of capability and results Learning and approved improvement

The sequence matters. We should not begin by rewriting job descriptions. We begin by understanding and 
redesigning the work, then assigning accountability and defining roles and jobs.

Illustrative RASCI: Automated welding cell replenishment

Activity Flow operator Supervisor Engineer Safety Maintenance

Execute approved 
replenishment R A C C I

Design flow and 
replenishment 
standards

C A R C C

Respond to 
material-flow 
interruption

R A C I S

Repair handling 
equipment I A C C R
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RASCI is illustrative, not a prescribed approval structure. Actual safety, technical and operational approvals 
must follow applicable governance. Each activity should have a clearly designated accountable owner.

5 | Playbooks: Process, role and person

Process playbooks explain how work creates value. Role playbooks establish accountability and decision 
authority. Person-based playbooks build the capability and confidence of the individual performing the job. 
These are connected perspectives on the same work—not three separate management systems.

Playbook AS-IS TO-BE

Process: material flow Move pallets when requested Govern replenishment, WIP limits, 
routes and exceptions

Role: material handler Transport and stage material Maintain reliable, safe material flow and 
respond within authority

Person: development Forklift and identification training Digital replenishment, problem-solving 
and verified qualifications

Process: welding Manual welding instructions Integrated manual/robotic welding, 
quality and safeguarding

Role: welder Perform assigned manual welds
Distinct manual, robotic operation, 
programming and technical 
accountabilities

Person: welding Manual qualification pathway Tailored pathway for robotic operation 
or advanced manual work

When the work changes, the process playbook changes. When the process changes, roles may change. 
When roles change, individuals need a credible path to succeed.

6 | RAMP: From start to fully productive

Hiring someone is not the same as creating productive capacity. A new employee may be on the payroll and 
present on the shop floor while still learning the play, practicing under supervision, and demonstrating the 
qualifications required to perform independently. RAMP describes that journey from start to fully 
productive—not merely the passage of time.

The leadership challenge is to compress the time from start to fully productive without lowering safety, 
quality, or qualification standards. The fastest route is rarely more classroom time alone: it is a clear role 
playbook, deliberate practice, ready equipment and materials, qualified coaching, timely feedback, and 
evidence-based qualification.

RAMP progression | Practice the play before game day

Stage What happens Evidence / gate

Start / ready to learn
Access, equipment, prerequisites and 
expectations are ready before the first 
shift.

Employee can begin meaningful, safe 
learning immediately.

Learn the play Understand the process, role, RASCI, 
quality criteria and safety boundaries.

Knowledge and required prerequisites 
demonstrated.

Practice with a coach Perform real tasks under qualified Observed performance against defined 
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supervision; repeat critical skills and 
receive feedback. criteria.

Qualify for independent work
Demonstrate task-specific competence, 
including applicable safety and quality 
requirements.

Authorized assessor records 
qualification; no premature release.

RAMP to full rate
Increase output and consistency while 
monitoring defects, flow interruptions 
and support needs.

Sustained, assignment-specific 
performance at the required standard.

Fully productive
Perform the assigned work safely, 
reliably and at the defined productive-
capacity expectation.

Validated productive capacity, not just 
headcount or time in role.

The measure that matters is time-to-full-productivity: elapsed time from actual start to verified, assignment-
specific productive performance. Track it alongside first-pass quality, safety, retention and trainer capacity. 
Shortening elapsed time by waiving qualifications or hiding defects is not improvement.

In the welding example, a new robotic-cell operator may reach independent operation through a different 
pathway than an experienced manual welder. In material handling, an employee may learn replenishment 
signals and traffic controls before being released to run a redesigned route. The playbooks make those paths 
explicit; RASCI names the accountable assessor; StoryBrand makes the individual development journey 
understandable. The organization can then identify and remove waiting, handoff delays, training 
bottlenecks and unnecessary repetition—while preserving essential practice.

Football makes the distinction clear: signing a player does not make that player game-ready. Coaches teach 
the playbook, run drills, observe execution, and decide when the player is ready for game day. Our job is to 
make that preparation faster and more effective—not to send an unprepared player onto the field.

7 | StoryBrand SB7: Make the individual the hero

Donald Miller’s seven-part StoryBrand method was developed for customer messaging, with the customer as 
hero and the brand as guide. Its narrative structure can also make an individual development playbook 
clearer and more engaging. StoryBrand does not replace process governance, RASCI, job requirements or 
qualification standards; it helps communicate the person’s journey within them.

SB7 element Development playbook question Material-flow example

1. Character What does this person want to achieve? Succeed in a changing production 
environment

2. Problem What external, internal and 
philosophical challenges exist?

New technology, unfamiliar flow and 
uncertainty about readiness

3. Guide Who provides expertise and 
encouragement?

Supervisor, trainer and accessible 
playbooks

4. Plan What is the practical pathway? Learn, practice, demonstrate and qualify

5. Call to action What should happen next? Begin training and coached execution

6. Avoid failure Which risks does the plan reduce? Unsafe moves, shortages and 
unqualified operation

7. Success What does successful performance look 
like?

Confident, qualified employee sustaining 
safe material flow
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The individual is the hero of their own development experience. The leader, coach and playbook are guides. 
The framework establishes the boundaries. Standards stay consistent while the development pathway 
respects individual experience and readiness.

8 | Safety, AI and freedom within boundaries

Safety must be engineered into the future operating system—not added as a training program after launch. 
More material movement can increase vehicle/pedestrian exposure; robotic welding introduces 
safeguarding, maintenance and hazardous-energy considerations. Process maps, role accountabilities and 
person qualifications must all reflect the controls needed for safe execution.

AI can accelerate analysis of approved process changes, flag affected RASCI assignments, propose revised job 
instructions and identify individual capability gaps. It should not independently approve changes to safety 
controls, decision authority or qualifications. Human accountability remains explicit.

Traditional management Freedom Within a Framework™

Escalate most decisions through hierarchy Decide at the appropriate level within defined authority

Train for the existing job Develop for changing work and future capability

Treat procedures as static documents Maintain connected, governed, adaptive playbooks

Measure activity and compliance alone Measure outcomes, qualification, safety and learning

Launch periodic transformation programs Continuously improve through evidence and ARC

9 | Winning when the game changes

In a championship football game, the team studies the opponent, chooses a strategy and practices its plays. 
With two minutes remaining, the defense changes. The coach adjusts, but the players must recognize 
conditions and execute in real time. They can adapt because they understand the strategy, standards, roles 
and plays—not because every movement was predetermined.

The same is true of organizations. FTB 80/20 tells us where to focus. Strategic Intent tells us how we intend to 
win. The Demand Equation defines what winning requires. The framework establishes how we operate. 
Process, role and person playbooks prepare people to execute. Freedom enables them to adapt. AI can 
accelerate knowledge and improvement. ARC ensures the organization learns.

Transformation is not complete when the technology goes live, the organization chart changes or the 
new process is documented. It becomes real when people understand their contribution to Strategic 
Intent, possess the capabilities to execute and have the freedom to make a difference within a clear 
framework.
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