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OAP Case Study

“Because of the OAP, my team was 
able to collectively make a 
commitment around an operating 
paradigm and a vision – and the 
benefits in terms of getting 
everybody clicking and working in 
the same way is huge.” 
  – Larry Clark, Senior Director

Global Curriculum Development

Customer Profile
The Global Curriculum Development Group 
at Microsoft is responsible for building 
training content and marshaling the process 
for getting it deployed in the field to more 
than 42,000 people around the world. 

Business Situation
Following reorganization, the Senior 
Director of Global Curriculum 
Development at Microsoft wanted a 
process to get his leadership team aligned 
around a common picture of the future with 
a system for ensuring that everyone was 
executing well while moving through all the 
changes. 

Solution
McGhee’s Objective Accountability 
Program (OAP) provided a system for 
identifying long-term goals and associated 
metrics. It enabled everyone in the group to 
align with their commitments and start 
working more strategically to support the 
larger operating plan for the year.

Benefits
•   Clarity and alignment around  

long-term goals 
•    A paradigm shift from working in silos to 

teaming  
•   Clear areas of focus and measures of 

success 

Microsoft’s Global Curriculum Development  
Group Creates Alignment Resulting                  

in Expanded Performance

Microsoft is the world's #1 software company providing a variety of products and 
services, including its Windows operating systems and Office software suite. Over 
the years, Microsoft has expanded into video game consoles, customer 
relationship management applications, server and storage software, and digital 
music players. The company, with over 93,000 employees and sales in excess of 
$58 billion, has also used selective acquisitions to enhance its presence in online 
advertising, mobile devices, and enterprise software. 

The Global Curriculum Development Group within Microsoft is responsible for 
building the training content that is consumed by the Microsoft field. In 2009,   
they faced a lot of change due to a departmental merger and challenging market 
conditions. The group’s Senior Director wanted a plan to get everyone in his 
group working more strategically and aligned around a common long-term vision.

He engaged McGhee Productivity Solutions (McGhee) for consulting. The  
Objective Accountability Program (OAP) offered processes for him and his team 
to create and align on key objectives, increase accountability, improve 
communication, and implement a process for measuring success. As a result, 
they were able to establish trust and a common language, vision, and process for 
managing the way they work using McGhee’s Outlook-based methodologies. 

Situation
The Global Curriculum Development Group at Microsoft works with a number of 
stakeholders in the field and at headquarters to define the training content that is 
built and deployed to more than 42,000 field staff around the world. In 2006, the 
group's Senior Director, Larry Clark, joined SMSG Readiness and recalls, “At  
that time, every functional area in the group was implementing major changes to 
address critical issues.” Over the next few years, the leadership team worked 
hard to eliminate the issues, but the problem, according to Clark was, “I hadn’t 
gotten our team out of the mindset of just fixing things.” Convinced that the major 
issues were handled by 2009, Clark decided, “We had to start thinking about the 
future as opposed to continuing to catch up to our present.” 

By then, the group had already been through a lot of organizational change year 
over year, including a consolidation in 2009 from three teams to one. Clark was 
faced with integrating all 30 people into one cohesive, result-producing group. 
Because of the organizational change, the group didn’t have a clear picture of 
long-term success. “The team didn’t know how to look beyond the next fiscal year 
and the last round of changes we had made,” explained Clark.

Additionally, the department was moving to a single-source vendor model. 
According to Clark, “It was a gut wrenching change for this team because we 
were ripping apart something they knew how to do and were putting in place a 
whole new planning process with a new vendor.” 
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“As we’ve been going through all 
this change, this is the first time the 
people on my larger team, not just 
my directs, are hearing the same 
thing about where we are going 
long-term. That’s really helped 
people get aligned. Even though 
there are some tough challenges 
they have to face, each of the 30 
folks in my group are seeing things 
the same way, and they are willing 
to commit to moving through some 
of the challenges they have right 
now because they like where we 
are going longer term.”
   – Larry Clark, Senior Director

Global Curriculum Development 

Solution
In the midst of organizational change, the group turned to McGhee Executive 
Consultant, Cindy Whiston, to deploy an OAP. The goal was to get everybody in 
the newly formed organization aligned around a long-term vision. According to 
Clark, it was important that the group recognize what it was they were doing in 
the context of where they were going. 

The program started with an individual and team productivity program that laid the 
foundation for the OAP and enabled them to see the need for alignment around 
their individual, team, and division objectives. It allowed them to better manage 
their day-to-day workflow to better support their goals and the goals of the team 
and organization and to create standard ways of organizing information that 
dramatically reduced unnecessary work allowing for greater focus on their     
goals – directly serving their mission and customers. 

During the OAP, the leadership team created a mission, operating paradigm, 
values, and success guidelines. From there, they developed a strategic plan that 
cascaded annual goals into measurable commitments for each person along with 
metrics for tracking accountability and progress in real time. In each phase, the 
OAP utilized McGhee’s consulting, executive coaching, and facilitating services. 

In Phase I, Preparing the Leadership Team for Change, McGhee worked with 
the internal sponsor, Larry Clark, to map out the purpose and intended results of 
the OAP. From there, productivity sessions with the leadership team created 
awareness around objectives and how to use the Outlook-based productivity 
system to cascade objectives from the organizational level to each individual. The 
group also improved their bandwidth for managing the tactical day-to-day work. 
Each used the system to prioritize their commitments, projects, tasks, and 
appointments in a way that ensures focus on top-level objectives. According to 
Clark, “It gave me an opportunity to talk to people about how I expect them to 
manage their work, to stay on top of things, and to think about the work they do 
and not just be caught up in the mad dash to get through the day.”

In Phase II, The Strategic Team Plan (STP), a three-day off-site session was 
facilitated where the leadership team reviewed the prior year and created 
guidelines to ensure that the team’s strengths would be leveraged and their past 
disappointments would not be carried into the future. With coaching, a lot of 
discussion took place around their operating paradigm. The leaders realized that 
culturally the organization needed to change, and as the leadership team, it was 
up to them to guide that effort. This meant that they would have to start being 
different and showing up differently. With this awareness, they developed a 
one-year Strategic Team Plan, based on the group’s three-year goals.  
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“Our OAP process started with a 
bunch of people who were 
previously siloed, and who were 
unsure about where this team was 
going, who I was, what we were 
trying to accomplish, and whether 
or not they could trust each other – 
and by the end of it, people were 
energized; they had a common 
vision in terms of what we wanted 
to do.” 
  – Larry Clark, Senior Director

Global Curriculum Development

In Phase III, The Accountability Plan (AP), the leadership team established a 
process for ensuring individual and team accountability for the STP. 
Commitments were cascaded down to each person and a rhythm of business 
calendar was established for looking at those commitments during routine 
reviews. The team also built a commitment database to measure their success on 
an ongoing basis. 

Lastly, in Phase IV, The Sustainability Plan (SP), ongoing coaching was 
conducted to support the OAP implementation and to prepare the leadership 
team to run the program independently.

Benefits
Through the OAP, the group committed as a team to moving through the 
challenges facing them in the present because they aligned with and now believe 
in the vision for the future. Individuals gained clarity around their commitments 
and how much scope they can realistically manage, which eliminated a lot of the 
chattiness it previously took across the group to get things done. 

They moved from working as individuals in silos to understanding the importance 
of teaming. They are collaborating more now because they are all trying to move 
forward for the larger picture. At the same time, people can go off and work 
independently knowing they are aligned with their commitments and what 
everyone else is trying to get done. They know when they need to connect on 
things and how often. If something is getting derailed, they know who to go to and 
how to make it work. “The alignment piece is critical. It enables me to delegate a 
lot more work than I could before so that I can spend more time with external 
stakeholders and manage across the larger organization to eliminate barriers for 
my team,” said Clark. 

Conversations occurred during the OAP around metrics that enabled the team to 
create more relevant measures of success. For example, the team previously 
tracked whether a training course shipped on its expected ship date, but never 
measured itself against any standards for how long it should take to build a 
course. The same was true for their budget. The team previously only measured 
if they met their budget, but not how much learning content it created with that 
budget. The new measurement plan they created, as a result of the OAP, 
measures and improves their time to market and cost per content hour. The 
group is now looking at new ways to evaluate the quality of the training content 
that they produce through their new single-source vendor model, which the group 
seamlessly transitioned to as part of the OAP.
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“The OAP has helped me see 
first-hand the power of a vision, 
alignment, and planning in driving a 
team of this size, managing 
managers, and driving change in 
the organization.”
  – Larry Clark, Senior Director

Global Curriculum Development

For more information about McGhee 
products and services, please call the 
McGhee information line and leave a 
message at 1-866-400-9948 or send an 
e-mail to info@mcgheepro.com.

To access information using the 
World Wide Web, go to 
www.mcgheeproductivity.com.

McGhee Productivity Solutions, Inc. 
(McGhee) provides consulting services, 
tools and education to increase productivity 
and work/life balance. Based in Denver, 
CO, McGhee integrates its proven methods 
and protocols with Microsoft technology to 
deliver innovative action-management 
strategies to individuals and organizations 
worldwide. From the boardroom to the 
knowledge worker, the McGhee approach 
maximizes technology investments, 
improves job satisfaction and drives 
sustainable productivity throughout an 
organization. CEO Sally McGhee is the 
author of the popular book series Take 
Back Your Life! Using Microsoft Outlook to 
Get Organized and Stay Organized.

“This will simplify planning and enable us to drive more relevant learning 
experiences in a more measurable way,” stated Clark. “I expect we’ll start to be 
able to measure the impact of learning and adoption of our content by our 
customers,” said Clark. “That should put us in a position to be much more 
relevant to the business. If you look at specific numbers, we are shooting for 10% 
reduction in cost per content hour this year, and a 10% reduction in average time 
to market for solutions based on modality. In the first quarter alone, we’ve already 
seen an 18% improvement in cost per content hour, and we’re seeing similar 
improvements in time to market, which is huge for us,” he added. 

The OAP has allowed this team to move through tumultuous reorganization and 
come out with a strategic plan for increasing their performance and results. “The 
OAP has made my life a lot easier. If I had to spend the time I had typically spent, 
or my peers typically spend, trying to figure out if my team is on track or not, I 
would never be able to drive the scope of change I am driving right now.” 

Individuals within the group have a more focused approach to their commitments. 
According to Ann Jas, Global Program Manager on the team, “I’m now able to 
manage my work and e-mail in a way that ensures I’m driving the results I need. I 
have an effective system in place that shows me where I am against my 
commitments at all times. It also enables me to delegate work and stay 
organized.” 

As a standard practice, McGhee collects both qualitative and quantitative data 
prior to and after the OAP to measure impact and return on investment. This 
group experienced the following results:

Qualitative Results
• An increase in teaming with clarity and alignment on commitments as 
 cascaded from departmental goals
• A plan to effectively measure results and against long-term goals
• New operating guidelines, vision, and mission  
•  A planning process that provides a clear view of priorities
• Increased bandwidth for the tactical the day-to-day work 

Quantitative Results
• 38% increase in the effective use of aligning workload with objectives
• 31% increase in sense of work/life balance
• 20% increase in sense of control at the end of the day
• Projected 10% reduction in cost per content hour 
• Projected 10% reduction in average time to market for solutions based on  
 modality
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