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The Work Revolution
The Work Revolution.  What does that mean?  
Why would we go down that path?  How would 
you do it? And finally, what are the benefits?  

The work revolution says:

•  We can design our work structure without any 
built-in waste

•  We can design and implement this with a clear 
outcome in mind: 

o  How jobs are structured

o  Optimum organizational structure

o  Built-in accountabilities

o  Clear responsibilities and work flows

•  100% meeting performance specifications 
 
Performance specifications mean we have the 

Perfect Day every day, because we know what 
perfect  looks like.

Why should we consider revolutionizing our 
work?

As noted in the first half of this article, our 
typicial method of changing work behaviors is 
incremental.  We try to change a job say by 10%.  
Add safety.  Add SAP.  Add KPI’s.  Change a 
business process.  Well, that makes sense, doesn’t 
it?  

Now multiply that 10% job change by the 
number of initiatives in the organization.  A 
typical number of initiatives we find in any 
organization would be 10-15, some more real 
than others.  Each initiative has overlapping  or 
even mutually exclusive expectations of behavior 
change.  What’s the difference between a safety 
program and planned maintenance?  Both 
contribute to a safer work place.  What’s the 
difference between a safety program and an 
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Many of us are familiar with the term Carpe 
Diem, which means either seize the moment 
or seize the day.  For the maintenance 
professional, this is a very dangerous credo to 
follow.  However, most of us are good at it 
and could create a cult, if we really think about 
it.  This attitude is the hallmark of the Reactive 
Organization. 
 
Even if we claim to be the paramount of 
proactivity, it doesn’t take much to slip over 
to the dark side.  The phone rings, we are 
summoned to the boss’s office and told of an 
impending disaster.  Our heart rate increases, we 
gather as much information as we can, calculate 
the response, and go out and get it done.  Very 
little forethought, no preparation, but we get it 
done.  While emotionally we may be a wreck, 
there is a profound sense of accomplishment and 
importance.  As it turns out, we cannot help it; it 
is baked into our DNA. 
How has this philosophy been baked into our 
DNA?  When we think about it, we can ask 

the question, how do we promote people?  The 
answer is we look for individuals who can get the 
job done.  We reward individuals for their reactive 
behaviors.  We praise them for getting the job 
done and keeping us out of trouble, even if it costs 
a lot more, probably will not last and ensures that 
other jobs will not be dealt with.

Is this an individual issue?  Most emphatically 
no!  This scenario is the hallmark of the Reactive 
Organization.  As an organization, we establish 
the atmosphere for reactivity even though we may 
profess that proactivity is our ultimate goal.  High 
Five’s for a job well done and lots of smiles and 
showers of praise on the staff member responsible 
for stemming the crisis.

To this day, when I visit a client, if the phone 
rings and there’s an immediate reaction indicating 
an emergency, I want to join in and help.  That 
is until I think about it.  My mind shifts to a 
completely different mode of thinking.  Things 
like, were there precursors, had it been noticed 
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inventory reduction program?  Unless we’re 
very careful (and few companies are that 
careful), we reduce safety by getting rid of 
specific parts we need to do a job.  Now 
multiply that by 10.  

Can you see this is a spaghetti mess of a 
job?

And who are we asking to figure out the 
job changes in total?  The hourly worker!  
What’s his response to this insanity?  “For 
the good of the company, let’s ignore these 
change initiatives.  If we pay too much 
attention to them, we’ll quit producing 
product, and I’m sure that’s going to hurt 
my pocket!”

The thoughtful way to make changes comes 
from understanding the perfect day for each 
job, understanding the “end in mind” as 
Stephen R. Covey wrote about in his “7 
Habits of Highly Effective People”.

SAMI approaches the Work Revolution like 
this.

1. We spend time to understand the current 
state of an organization.  We measure 
performance and trends, look at the 
systems and processes, look at role and 
accountabilities.  What separates us from 
other firms, is that we also look at the 
work culture and behaviors.  We have a 
model where we can observe and measure 
some 700 behaviors and practices which 
we know are critical in the industrial 
context.  We look at Performance, People, 
Purpose and Predictability, and create 
a comprehensive view of where the 
organization is today.

2. Next, we understand the mission of the 
organization, what they wish to become in 
a 5-10 year horizon.  From that we create 
a future state vision, getting alignment 
with the leadership and management team.  
From the future state we create the view 
of each job as it’s described in Perfect Day 
statements.

3. We compare the As-Is state to the Perfect 
Day state, and identify the gaps.  We 
consolidate the gaps, and create Strategies 
to Close the Gaps.  We consolidate the 
strategies and prioritize them.  From this we 
get a series of projects, all of which lead in 
a period of time to the Perfect Day

4. We create a 5 year plan with milestones 
and details of how we will manage and 
measure our progress toward the Perfect 
Day.

5. An indispensable part of this Work 
Revolution is that it must pay for itself.  
Each step must create value in order to 
stay the course.  There are always new 
challenges for the leadership team to 
address.  But one thing we can be sure of—
The Perfect Day is not subject to change—
only the tools will change.  Job objectives 
and roles remain consistent.

This leads us to the Benefits of the Work 
Revolution.

By its very definition, as we move the 
organization towards the perfect day, 
we are continuously removing waste, 
rewriting and reeducating the rules about 
performance, acceptable behaviors, work 
teams, accountabilities and measuring and 
correcting performance.

Specifically, we will have:

•  Fewer, better informed staff

•  Work siloes will be long gone

•  Organized periodic meetings will be 
reduced by 80%.  Instead, small problem-
solving teams will arise organically, and 
disband when they are done

•  We won’t need programs any more.  Six 
sigma capabilities will be part of the fabric 
of what people do daily

•  People will all know their jobs by 

objectives, not by tasks.  As the world 
changes, so will the tasks.  People will 
change their work interactively with their 
environment, because they are expected 
to get the job done, get the results, by 
executing their responsibilities, and the 
tasking is flexible

Of course, this reduces staff costs, reduces 
materials costs, improves production quality 
and quantities.  Even more important 
to me, work will be more satisfying and 
safer than ever before.  Turnover will be 
dramatically reduced—why would anyone 
want to leave such a great workplace.  
New staff will become part of the new 
system, part of the new culture.  Individual 
knowledge will become institutional 
knowledge.  People will be allowed to fail, 
and will do so less and less.

Does this sound like a place you’d like to 
work?  It’s possible, and you will be in 
charge of your destiny.

Brad Peterson
Chief Executive Officer
bpeterson@samicorp.com
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earlier, was there a missed PM task?  I 
know that one way or another, the issue 
will be resolved.  My real question becomes 
what could have been done to prevent it in 
the first place?

Imagine an Organization that embraces 
proactive behavior.  What would it look 
like?  Here is a list of behaviors that I 
would expect:

1. Activity Schedules that are:

a. Integrated

b. Planned weeks in advance

c. Not changed indiscriminately

d. Achieved with regularity

2. Departments work together towards 
common goals

3. One and Five Year Plans that are used 
for strategic purposes

4. Personnel who know what they will be 
working on a week before performing the 
task

5. Root Cause Analyses that are conducted 
on all emergent activities

6. All work is planned and Planning is a 
Key Element in the Organization

7. Preventive and Predictive maintenance 
routines are the rule, not the exception

8. Key Performance Indicators are used to 
predict and manage performance

9. Communications flow freely up and 
down the Organization

10. Promotions and Celebrations are based 
on uninterrupted operations

You can most likely think of several more 
behaviors to include in this list and may 
feel obligated to argue a few points.  The 
bottom line is that these are all behaviors 
that can be achieved.  However, it is not 
that simple.

Moving from Reactive to Proactive 
behavior and culture is a long and arduous 
journey.  Many have tried; many have been 
kinda-sorta successful.  This all takes time 
and a tremendous amount of effort from 
the Organization.  

To achieve the goal of a Proactive culture 
the following must be in place:

1. An acknowledgement that things could 
be better

2. Engagement and commitment at all levels

3. A clear vision and path forward

4. A well thought out communications plan

5. Governance

6. A definition of the new and desired 
behaviors

7. An enthusiastic core group of forward 
thinking personnel who are committed to 
the change

8. An understanding of the time 
commitment

Once we have these elements in place, we 
train, train, train, then practice, practice, 
practice.  It will take time.  There will be 
setbacks.  However, by staying the course 
you can achieve the new order of things, 
what I call “occasionem cognosce,” know 
your opportunity. 

Dave Army
SVP Operations
darmy@samicorp.com
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