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Mega Plan Your Way to a Healthy 
Organization 
 

To create a healthy organization that is aligned with 

what it uses, produces, and delivers, it must start by 
looking at the end result. 
 

by Roger Kaufman, CPT, Ph.D. 
  

Most organizations are dysfunctional 
  
All of us have witnessed dysfunctional families. Certain family 

members don’t get along, abuse one another, compete, or throw 

psychological roadblocks for others to overcome. It isn’t pretty, and it 

takes a lot of grit, determination, and latent good mental health for an 

individual to survive such an environment. Many people survive their 

dysfunctional families, but those that don’t survive, will most likely 

continue the cycle and their own dysfunctional family.  
  
Organizations, like families, are often dysfunctional. Competition exists 

between co-workers, and psychological abuse and blatant sabotage 

occurs. This dysfunction can even extend to how external clients and 

society are treated: We give clients what we want them to have or we 

give them what they ask for even if it isn’t what they really require. As 

part of the organizational dysfunctional pattern, we break up our work 

and deliverables into small jobs and tasks in order to we meet our 

individual targets. Meanwhile, we sit back and hope that all of the work 

efforts of our associates integrate to form something worthwhile.  
  
Dysfunction often takes the form of employees looking after their own 

careers and coveting the incentives offered to them. Little sharing, 

caring, or mutual movement to adding value to all internal and 

external stakeholders occurs. Some of this self-seeking comes not only 

from archaic incentives that organizations provide, but also through 

professional training and former work experiences where workers 

strive for recognition as individuals rather than as team members. 
  
To be sure, it isn’t that organizations and the people within them are 

not good at what they do, for most of them are. It isn’t that people 

aren’t being offered professional and career development 

opportunities. Dysfunction stems from the notion that organizations fail 

to formally and rigorously define a value chain that moves from 

resources, to individual work, to the inclusive work of others, to what 

companies deliver to external clients, to adding value to a shared 

society. 
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The landscape is littered by organizations that put themselves before 

external clients and society: Enron, Andersen, WorldCom, and Tyco, to 

name a few. Each organization publicly proclaimed concern for the 

external client. They talked about how they were world class, rewarded 

shareholders, acted as good citizens, and so on, but they actually 

looked after themselves firstâ€”regardless of their loosely stated 

visions, missions, and values.  
  
People, like organizations, are in fact what they do and what they 

deliver. Words have to match deeds; words have to match some 

measurable value added. When there’s no such alignment, the 

organization and its people become dysfunctional. 
  
So, what are the characteristics a dysfunctional organization? Here’s a 

starter list. 
  

 People put themselves before their associates.  
 People put themselves before their organization.  
 People put themselves before external clients.  
 Professional activity and contributions are limited to individual 

jobs and tasks rather than aligned to what the organization 

uses, does, produces, delivers, or how it adds value to all 

external clients and stakeholders.  
 The organization puts itself before external clients being well-

served, not just served well.  
 The organization puts itself before adding value to our shared 

society,  
 Rewards and incentives are focused on individuals, especially 

management and the executive teams.  

 Thereâ€™s no link between rewards or incentives and how 

employees add value to the organization, clients, and society.  
 Evaluation is used for blaming rather than continuous 

improvement 

 

Moving from dysfunctional to functional 
  
Actually, moving your organization from dysfunctional to functional is 

simple. Individually and organizationally, turn planning and 

development on its head. Why? Because most organizations plan 

backwards.  
  
What do I mean by that? Organizations try to make existing activities 

more efficient without first defining what value they add to the client 

and society. To become a healthy organization, companies must 

rigorously define and measure how they add measurable value. 
  
To become healthy and stay healthy. I suggest starting with what I call 

mega planning. Mega planning defines societal requirements in terms 

of adding value; it performs all planning, work, and evaluation tasks 

with a shared focus on adding measurable value.  
  



To create and assure a healthy organization that is linked and aligned 

with what it uses, produces, and delivers, it must start by looking at 

the end result. More important, the organization needs to understand 

the value it adds externally before it can decide what it uses and does 

internally. Here is the suggested value chain for planning and doing. 
  

Mega/Outcomes/Strategic Planning 
↕ 

Macro/Outputs/Tactical Planning 
↕ 

Micro/Products/Operational Planning 
↕ 

Processes/Methods-Means/Activities 
↕ 

Inputs/Resources 
  
In defining and using this value chain, strategic thinking and planning 

starts with mega, which refers to societal and external client value 

added. From there, it devolves into consideration of the best practices 

for delivering value outside the organization, which therefore sets the 

criteria for jobs, tasks, and building-block results. Based on the next 

three levels of planning and results, an organization can build sensible 

and responsive program, project, and activity designs, as well as select 

resources.  
  

Why should this be important to you and your 

organization?  
  
Consider the flow in following business case of a hypothetical health 

food supplement company that has increased production of a popular 

food supplement. 
1. Demand for health food supplement increases.  
2. Production is ordered increased.  
3. Production is shipped on schedule (although some associates 

warned of questionable quality assurance of the supplement).  
4. Retail sales increase.  
5. Profits increase.  
6. Shareholders are delighted.  
7. Share prices increase.  
8. Illnesses are reported by buyers.  
9. Culpability is deflected to retailers or customers.  
10. Federal and State oversight agencies launch investigations.  
11. Preliminary findings cite manufactured product as having 

questionable health impact.  
12. Manufacturer increases production amid issues  that health 

findings are not well documented.  
13. More health problems are reported.  
14. Manufacturer denies problems.  
15. Health problems are further reported and picked up as a special 

segment on 60 Minutes.  
16. Oversight agencies order cease and desist orders.  



17. Manufacturer defends product safety.  
18. Lawsuits are filed.  
19. Judgments flow against manufacturer and appeals exhausted.  
20. Organization pays and stops manufacture of this health 

supplement.  
21. Stock prices go down.  
22. Heads roll at the executive level.  
23. Finger pointing continues.  
24. Layoffs come. 

If the organization started with mega thinking and planning, value 

added to external clients and society, this health supplement might 

never had gone to market. Or, it might have gone to market, and after 

more research, been provided in a different from. 
  

What you can do 
  

Before selecting any objective, activity, resource, or method, simply 

ask “Will this get us closer or further away from mega thinking.” If you 

are  objective, the answer will be clear and useful. Doing this will make 

a healthy organization and environment in your reach and in your 

future. 
  

Most important, positive change starts with you, so model mega 

thinking. Then, enroll others in mega thinking; thinking that will best 

assure that you work in and for a healthy organization.  
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