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I want to ta about my experience with the print shop
and my reflsctions riences, then reflect on some principles
of practical effectiveness relasive ¢o management. 1 wézi do this by

fu functions are:

looking at four functions and four basic arenas. The
management, production, printing and distribution. The four critical arenas
under each function are priority assessment, time control, task assignment,
and accountability responsiveness.

of
some kind of an im
duction, printing and
work in pbulishing to help put

each p ?exg% ?f@*
igstribution %; ﬁ%iﬁg gome 1llu aaiens out of our
some flesh on those principles.

First of all, relative to priority asgessment, £o manage effectivel
concentrate on a few maior areas where su erior performance will produce
outstanding results %&@ gsecond basic principle of management, relative to
time z@%ﬁ*&i Lo manage effectivelv. manacs ﬁh@ time that vou can control.
Eeiaiéve to i&&k &ssa§§;@§$9 £o manage effectivelv. builld on stvensths and

: Finally, relative to accountability, to
manage @§fegt§v@§? f%a&s on _the outward contribution, not on the work that

needs to be done. Focus on the outward or the external contribution or
changes that you are after, not on the work that is giteing on vour desk
in front of vou,

shat those principles would mean to us there were
several im&g%s tkﬁg came Lo ﬁiﬁﬁg I will share those quickly with vou and
then ﬁi?@ cg@ﬂw§i@ examnp] production, printing and distribution.
€
¥

came to mind., How 4o vou talk agbout a

nderground revolutlonary? 1 have a lot of
f&?gri%s igaggg that come g?&m my ﬁig&ezg there. How would you talk about
those particular principles as a bureaueratic cog? Again, I have a lot of

favorite images from my his v, how f@gii you talk sbout those
principles as a transestahl
k4]

1 Reliative to the assessment of
priorities, the underground revolutionar y always focuses on a symbolic
objective. The buresucrati og always f@rngﬁs on a reasonable cbiective,
and the transestablishment self on @h% contradiction. Relative to managing
your time, the undergound revolutionary works all nlght, whether he has to
or not. The bureaucratic cog wéf?% Frem nine to five whether he has to or
not. And the transestablishment self re-creates his time éesggﬁ £o meet
the demands of his external situatien. Relative to task sss {gnment . the
underground revolutionary §$%§9§§ tasks te “whnoever saows up.  If nobedy
shows up, he does them himself. he bureaucratic cog always assigns tasks
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£ pecialists available, the tasks don't
get done. The transestabl shment self assiens tasks to people who can get
the job done and continually trains new people to do those tasks. Finally,
relative to accountability, the underground revelutionary shoots the one
who messes up. The bureaucratic cog fires the one who messes up. The
transestablishment self re-creates the context for the one who messes up.
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Now with some of those kinds of images I want to talk about the rev-
olutionary edge in publishing. I was asked to try to get folks excited
about publishing, to get them spinning in terms of what we perceaive to be
an edge in our missional work, to rehearse the history of publishing as
we have encountered it, and to come up with some statistics that will just
knock vou over on your ears. 1 decided not to do any of those things, but
to reflect on what I know out of the past few months. tet's start in the
whole arena of priority assessment beginning with the function of production.
In each one of these arenas I will state the simple principle of effective-
ness and then illustrate it. Relative to the assessment of priorities in
production, by operating principle is: Lock to what the circults reduire.
In the situation of having to choose whether or not to commit 150 man-hours
to the Lenten printing and 50 man-hours to Sponsorship CGuides, or vice
versa the operating principle i{s to look at what the circuits require.

The need informs the decisgion.

Relative to assessment of priorities in printing, my operating prin-
ciple is: Get the appropriate kind of paper. I was really bowled over a
couple of weeks ago when we were talking about the 100,000 workbooks needed
on the other side of the 100,000 four-color workbooks that arrive April
first. It became clear as we discussed some of the practlcs that the major
bottleneck there was not finding a printer. We can get a printer to do
100,000 without charging anything. It is getting the paper, for no matter
how much money you have, ther is not that much paper available. We can not
call up a paper supplier on Monday and say, "We need enocugh paper to print
100,000 sixty-four page workbooks,” and expect delivery on Friday. In the
first instance, it is not because we are not willing to pay, it is because
he does not have paper. It does not exist. He has to go out and make 1t.

He has to cut down some trees in order tc get the silly paper. Paper is
scarce these days. With the increased volume we are projecting in printing,
the bottleneck. is paper, not presses or trained personnel. It is getting
the appropriate kinds of paper. Not too long ago--you are not goling to
believe this-—the print shop did not have any paper. People were glving

us printing requests and we would say, "You are not going to believe this,
but the reason we don't have your printing is because we don't have any
paper." Somebody said, "Well, why don't you solve that contradiction and
pet some paper?’ So we called up a paper company and had forty boxes of
paper delivered to us. It was gone the next day. Unbelievable, isn't 1i¢?
If you laid all those 8 1/2 X 11 sheets of paper in those forty boxes end-
to-end, you would have a paper sidewalk twenty-seven miles long! Our presses
used that in less than twenty-four hours. That is the kind of volume we
are dealing with.

Now, relative to the function of distribution and the assessment of
priorities, my operating principle is: Effectively, if not efficiently,
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I want to talk o
and my rveflectionz on
of practical effectis

Lect on some ?§§§€i§@88
management. I will do this by
¢ arenas. The functions are:

looking at four functions and four basi
management, production, ting and distribution. The four critiecal arenas
under each function are pri ty agsessment, time comtrol, task assignment,
and accountability responsiveness.
New, relative emant, esent a principle in each
of ih& critical are very to Drucker here} and then
each principle. Next, I will talk through pro-

duction, griﬁgéég &%i %i&%“ﬁ%ﬁgﬁﬁﬁ %v using some illustrations out of our
work in pbﬁiishiag to help put some flesh on those principles.

First of all, relative to §§§ ity assessment, to manage effectively
4 reas re 3&%@?&@? @§§?§§§@§& will produce

outstanding results. The se
time control, to manace &ff%aii%@é%

Relative to task assignme to manage @ff@s%iwsgv %ﬁiié on stren %hs aznd
learn to live with w@§%§@% @gz Finally, relative to accountability, to
manage effectively focus on the outwa rd contribution, not on the work ihaﬁ
needs to be done. Yocus on the o utward or the external contribution or
changes that vou are af the work thar s sitting on vour dessk
in fromt of vou.

m

While thinking through what those principles would mean to us there wers
several images thst came ¢ will share these quic kly with vou and
then give concrete examples tion, printing and distribution.

There were three charactars > Lo mind, How do you talk about a
particular principle as a nd revolutionary? I have z lot of
favorite images that come tory ih%ges How would you talk about
those particular principles aueratic cog? Again, I have a lot of
favorite images from my history. PFinally, how would you talk sbout those
principles as a transestablishment self? Relative to the assessment of
priorities, the underground re olutionary always focuses on a symbolic
objective. The buresucratic cog always focuses on a reasonable obiastive,
and the transestablishment self on the contradiction. Relative to managging
your time, the undergound revolutionary works a1l night, whether he has to
or not. The bureaucratic cog works from nine to five whether he has to or
not. And the transestablishment self re~creates his time design to meet
the demands of his external situation. ?gzézive %é ?gg% assignment, the
undarground revolutionary assigns tasks to ‘whoeve Oews up. if nobody
shows up, he does them himself, The buresucratic %@g always assigns tasks
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to the specialists. 1f there are no speclalists available, the tasks don't
get done. The rransestablishment self assigns taske to people who can get
the job done and continually trains new people to do those tasks. Finally,
relative to accountability, the underground revelutionary shootse the ons
who messes up. The bureaucratic cog fires the one who messes up. The
transestablishment self re-creates the context for the one who messes up.

h e

Now with some of those kinds of images 1 want to talk about the rev-
olutionary edge in publishing. T was asked to try to get folks excited
about publishing, to get them spioning in terms of what we perceive to be
an edge in our missional work, to rehearse the history of publishing as
we have encounteved it, and to come up with some statistics that will just
knock you over on your @ars. 1 decided not to do any of those things, but
to reflect on what I know out of the past few months. Let's start in the
whole arena of priority assessment beginning with the function of production.
In each one of these arenas I will state the simple principle of effective-
ness and then illustrate it. Relative to the assessment of priorities in
production, by operating principle je: Look to what the circuits require.
In the situation of having to choose whether or not to commit 150 man-hours
to the Lenten printing and 50 man~hours to Sponsorship Guldes, or vice
versa the operating principle is to look at what the circuits require.

The need informs the decision.

Relative to assessment of priorities in printing, my operating prin-
ciple is: Get the a sropriate kind of paper. 1 was really bowled over a
couple of weeks ago when we were talking about the 100,000 workbooks needed
on the other side of the 100,000 four-color workbooks that arrive April
first. It became clear as we discussed some of the practics rhat the major
bottleneck there was not finding a printer. We can get a printer to do
100,000 without charging anything. It is getting the paper, for no matter
how much money you have, ther is not that much paper available. We can not
call up a paper supplier om Monday and say, Ve need enough paper to print
100,000 sixty-four page workbooks," and expect delivery on Priday. In the
first instance, it is not because we are not willing to pay, it is because
he does not have paper. Lt does not exist. He has to go out and make it.
He has to cut down some trees in order to get the silly paper. Paper is
scarce these days. With the {ncreased volume we are projecting in printing,
the bottleneck is paper, not presses of trained personnel. It is getting
the appropriate kinds of paper. Not too long ago--you are not going to
believe this--the print shop did not have any paper. People were giving
us printing requesis and we would say, "You are not going to belileve this,
but the reason we don't have your printing is because we don't have any
paper.'" Somebody said, "Well, why don't you solve that contradiction and
get some paper?’ So we called up a paper company and had forty boxes of
paper delivered to us. 1t was gone the next day. Unbelievable, isn't 1t?
1f you laid all those 8 1/2 X 11 sheets of paper in those forty boxes end-
to-end, vou would have a paper sidewalk twenty-seven miles long! Our presses
used that in less than twenty-four hours. That is the kind of volume we
are dealing with.

Now, relative to the function of distribution and the assessment of
priorities, my operating principle is: Pffectively, if not efficiently,
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maintain vour critic
print shop. Zz

and hand-collat 88 over
efficiency in oor collates
1800 t§r§$”§§$a and
staples them. ;A ; i fons a» 4 That we
have the right weigl per, that the paper was not d on its edge,

that the humidity i: and 1 it is pri d well with o sarbage
pages.”" One of m 11 : A Zo ing "1t

is not reasscnable szt 1 to imas st anvone i his build should ever
have to hand-collate £ machine

efficiency. But wi ﬁﬁ Town Meeting

workbooks to collate urs in order to meet & plane
deadline and 4000 off the press that need to be
collated, boxed and lleague running up to your
desk needing 500 cop: rt and it goes on and on and

on?? What happens is ¢ you end up having four people watch the machine
collate 300 workhosoks 3 on tables. Then
effectiveness demands ¢l documents to get
them out in the fislid 4 machine do its thing
on the workbooks.

Now I want
duction my operating pr : 1f qu ty is ; :
chunks of time 2o 8k§13@§ 1 le. Foz arge chunks of time meazns Week I1

task f ! If you are out to

=@

produce a quality document, i v do that kind of jeb need
to be pulled together and ! eckend, in which that
job is all they have to do or b the document will get
done. If there is a iot of det , assign a task force

Day I and 2 midnicht shift from the morning to ger the
document done. Then i it. It just does not

seenm to work 1if vou Day I1 task force that is
working out, who com te symbollic 1ife and then
has two-and-one-half 18t pet

a task like production,
needed for the psople wh
document.

Relative to printing and time cont g principle 1s:
Know when to close vour shop. In the pa ivdng Day I, some of
you have enﬁ@éxZ&raﬁ a time of one to tw ra when gh@ telephone
was not answared During that tinme ri to fifty messages
You have al ocked doors. Some

reg through the windows.
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deep in trash Bv %ié»ﬁ@gﬁégg g&ﬁ can not get to the presses). Knowing when

to shut down so that vl ffective iz kev. Scheduling

found that we can not do that arounc
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machine main-
own one workday
£ T&g& was an

is one practical application of this principle.
tenance. We discovered that most printing compani
out of five to do nothing but clean and repalr the
insight for us. We Akakéé at th
ing those presses together. 'Ho e
those things? Repair them? We have not ﬁ%g&@%% 1ted ﬁ £ sa?t leag prin-
ciple vet, but we are ser ] teyms of the demand that
is upon us. We can not have a press break down in the middle

of a ecritieal run. Our ﬁzlv insurance is praventive maintenance.

Relative to distribution, my
that you can control is: Create leverage that vyo use on ca gfi@rgg
Whatever it is that is hauling vour materials, cr leverage. The only
kind of leverage that we have with carrlers is th that we deliver
our stuff to them. That is really the only thing an control. We have
not had much luck tryving to get American Alrlines tey their flight
schedules, or their air freight rates, st cargo welght per plane.
But, the thing that we can control is wi g arrive in their
depot. My illustration for leverage is show up at Town
Meetings before the meeting begins. Las typical shipment going
to Tulsa. Because we have a little diff g materials o
smaller places (there are fewer flights) ipment to O'Hare
Wednesday night in order to ensure arriv s for the Town
Meeting on Saturday. Friday morning we ck terminal, and disg-
covered that the Town Meeting boxes were still si on the floor in the
terminal, and of course, the House Prior was on asking when the

boxes would arrive. Our distribution “gun’ reach man gg@f and the con-
versation went something like this: '"'Tomorrow there are going to be 300
people at a Town Meeting in commmnity to cel the %is%ﬂtgﬁnigi
They can not have that meeting without those boxes o ateyials. They are
just that critical. We got the boxes %s vsn? company on YWednesday night so
that it would be in Tulsas by 5a ? is going to make

cked back that after-
, ong of which was
¢hat situaiton be—

5
sure that the matrerial arriwve
noon. Thers were two items

the Town Meeting materials. §:
cause our delivery time was éég%fﬁ@;téﬁ cur
delivery time iz the critical i*vafy of Town

i

Meeting materials is not Friday Mot 1o . Wednesday Ligﬂi; If we have
blown it by Wednesday night--we

How I want to talk through task assignment

t s and the principles of pro-
duction, printing and distribution. My operating princ
¢ nee

£ iple for production
is: TFocus on the imapinal impact. We do no 4 to worry too much about
the particular field of expertise required £ diate production; what
we need to worry about is the imsginal conte in=~kind a1l of the
artistic lay-out work, whatever 1t is that we need to get a particular media

job done. We have done that on the the Town Meeting workbook and the Town
Meeting mailer. It is the image that counts. For the conveying of the image
we can get whatever expertise we need in order to get art work and production
done. Relative to printing, my ;z&ﬁ@graé operating principle is: Live out

of the forgiving word. That is not theclogical statement for me. CLoncrete-
ly, what that means is that you look fcf errors and correct them immediately.
You get the block out of the printing process on the fifteenth time it comes
through, not the fifteen-hundredth time it comes through. I submit that
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