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Positioning Success Pre-Release Bonus Material 1

Section 4: Action Plan for Success (soft copy)
Growth will not come by asking for it.

You may be disappointed

 if you fail,

But you are doomed 

if you don’t try.

--Beverly Sills
Now that you’ve absorbed the concepts and ideas for Positioning Success, it’s time to undertake the questioning and investigative process that will uncover all of the opportunities available to you and your organization.  This part of the book lists over 160 activities organized for each section and subsection you have just read. Use it as a guide to define “What You Don’t Know” and an Action Plan for change.

Even though the book is organized in a chronological sequence of investigation, you can choose which subsections have the greatest need within your organization and work on those first.  (As a note of caution, however, many later actions are predicated on an earlier investigation.)  

As you review these action items, it may occur to you that the task seems overwhelming, or you may decide you personally do not possess the skills or time to conduct this process.  That’s where we can come in.  We’re Your Business Solutions Group, John G. Mengelson, Inc. (www.johnGmengelson.com). We are in the business of helping you accomplish this analysis, and in creating the solutions for Positioning Success.

Let’s get started!  








Section 1: Understanding Your Organization

People Power Action Items












____
Conduct 30-min to 1-hour information interviews with all direct reports



____
Conduct 15 to 30 min information interviews with their subordinates


____
Walk through their physical workspace



















Information Gained

· An understanding of each direct report's responsibilities





· An understanding of each subordinate's responsibilities





· Roadblocks and obstacles to job performance

Working Work Flow Action Items


____
Develop a PERT diagram of work flow for every task under your responsibility


____
Connect related activities by lines







____
Indicate the time each task takes







____
Add names to each task performed







____
Connect work flow between groups








Information Gained
· Clear picture of all touch points for each process performed


· What data or information is produced at each touch point

· Value or need of information produced at each touch point




Reality vs Assumption Action Items











____
Review work flow related documentation







____
Review current organizational chart, job descriptions, key performance indicators


____
Review training materials, current work flow descriptions





____
Compare work flow design to work flow in practice





____
Repeat process comparing people on organizational chart to work performed






Information Gained

· If important process steps are being missed or unneeded ones are being done
· If the right people are responsible for executing tasks

· Possible training needs
Core Decisions Action Items

____
Review work tasks performed to team's core business responsibility



____
Identify tasks mismatched to team's purpose







Information Gained

· If every work group is working at its core business responsibilities
· What work flow processes need to be reassigned







Standardizing Success Action Items


____
Identify the stated expectations for your organization or team responsibility


____
Ask 5 random employees to recite the organization's expectation


____
Compare employee review criteria to work performed




____
Examine each employee's major deliverables





____
Examine each deliverable's predetermined achievement levels




Information Gained


· If every employee within your organization understands how success is measure

· If your organizational expectations are clear and support your core business

· If employee reviews measure the correct activities

· If employees know what level of performance equates with success








Making A Decision Action Items









____
List 5 major decisions made over the past 6 months to 1 year




____
List how long it took for each decision to be made






____
List all the meetings and people involved to reach the decision




____
When the decision was made, indicate employee enthusiasm levels




____
Indicate if the results derived matched the decision's intent





Information Gained


· Can the organization, or selected manager, readily make a decision




· Does the decision making process foster a success-oriented environment





Stale Ideas Action Items

____
List 5 great ideas generated within the past 6 months to 1 year




____
Indicate where these great ideas came from (who, process used)


____
Indicate if the ideas came unprompted or as part of a request




____
Indicate if the ideas were enacted as suggested or changed





____
Indicate the benefits received by the organization






Information Gained

· Is your organization developing fresh ideas







· Are new ideas cultivated








· Are new ideas accepted








Information Flow Action Items









____
Formally list how all information is communicated to employees




____
For each one, list the frequency







____
Examine each channel's process for gathering subject matter




____
How are employees given notice to receive this information





____
For meetings, are agendas used







____
Measure each channel's effectiveness by randomly asking employees



____
Walk and observe how managers interact with subordinates





Information Gained

· Understanding of the formal avenues of communication within your organization


· Effectiveness of each medium or channel







· If your managers are leaders or part of the morale problem








Management Impact Action Items
____
Determine the number of direct reports for each manager





____
Assess whether each direct report is low or high maintenance




____
Review office layouts for unforeseen barriers to open communication



____
Assess overall attitudes of managers and employees





Information Gained

· If your management team can adequately manage its number direct reports 


· If your managers embody your organization's expectations
· If there is a positive or negative work environment








Bench Strength Action Items
____
Review list of all employees deemed promotable now or within 1 year



____
Project what 2 or 3 future promotions might exist for each promotable person


____
Review this projection against your organization's complete management team


____
Determine length of service of all employees








Information Gained
· If your organization has a formalized Talent Management program




· How much fresh blood (fresh insights) your organization currently has
· If your organization is developing talent for internal promotions

· What bench strength voids exist








Changing Conflict Action Items
____
Reflect on the types and quantity of conflict apparent within your organization


____
Determine what causes the conflict and who is involved





____
Determine if the same person or issues continue to be present




____
Assess whether the conflict helps or hurts the organization





Information Gained









· Is conflict keeping your organization vibrant or is it crippling effectiveness








Work Environment Action Items

____
Review the physical work environment for your organization




____
As a starting point, drive up to the building and look closely at everything



____
Walk in through every entrance—what do you see






____
Examine employee public areas







____
Examine employee work areas







____
Review areas where employee recognition is posted






____
Review posted artwork or heritage plaques







____
(For complete checklists, go to www.johnGmengelson.com)




Information Gained

· If your work environment fosters good work habits

· If the physical environment is causing morale issues


· If there’s a means to publicly recognize employee contributions

· How the organization's heritage is communicated

Section 2: Recognizing People As Assets
Going and Gone Action Items

____
Review your organization's turnover statistics for the last 1 to 3 years








Information Gained
· How stable is your workforce








· If your organization has a good process to capture turnover information








Not the Money Action Items
____
Review the tenure of each employee noting potential turnover due to retirement


____
Review the 360-reviews for all managers—do this for the past 2 to 3 years



____
Review statistics and causes for employee terminations





____
Review either the exit interviews or HR's analysis of trends





Information Gained
· How significant is retirement turnover 







· How does the organization and its customers rate the organization's manager

· How effective is the organization in weeding out poor performing employee

· What issues cause employees to voluntarily leave your organization








Overpaid to Stay Action Items
____
Ask HR to see the last 2 to 3 compensation review analyses conducted



____
Review current salary ranges by job classification






____
Review report on how many employees have reached a capped pay level



____
Review the annual pay increases for all employees






Information Gained
· Has your organization performed timely industry-based compensation reviews


· Are pay ranges reasonable to work performed and industry practice


· If potential productivity issues may (or do) exist for employees with capped pay


Defined Success Action Items
____
Review every position's job description


____
Determine if every job has defined primary and secondary responsibilities

____
Determine if each job has measurable goals or key performance indicators

____
Determine if productivity achievements correspond to review ratings

____
Determine the last time these items were formally reviewed and/or changed


____
Review the organization's written reviews for the last 1 to 2 cycles


____
Review the policy and documentation regarding one-on-one discussions


Information Gained
· If there are clearly defined expectations for all levels of employee performance


· How up-to-date are the written expectations


· If performance is being correctly evaluated through the review process


· If employees are receiving on-going coaching or are being surprised once a year


Reviewing Reviews Action Items
____
Review documentation relating to employee skill's assessment




____
Review HR's overview of existing skill sets now within the organization









Information Gained









· Does the information reflect what skill sets its employees possess




· If the organization formally documents what skill voids exist







Work Day Design Action Items
____
Review your organization's statistics on unused vacation and personal leave time


____
Review employee absentee and tardy information





____
Review time-card employee overtime statistics for the past year




____
Review workers compensation claims  







____
Observe the stacks of work on every employee desk






Information Gained
· Is the organization's demands forcing employees to give up their personal time


· Is the workload appropriate to what is humanely possible for today’s team

· If work demands could be influencing turnover








Creating Balance Action Items
____
Drive along the common approach routes to your organization's physical location


____
Walk through the common areas of the building you are located within



____
Reflect on visible instances of "face time vs results" conflicts




____
Review workstations and assess ergonomic factors






Information Gained
· If employees have access to ancillary services to reduce work-life balance stress


· If employees feel undo pressure to manage the clock rather than the business
· If work-life balance issues could be influencing your organization's success

Talent Match Action Items

____
Group together the job descriptions for each work group


____
Combine with each person's most recent review

____
Assemble the groups to match the organizational structure

____
Review each job's primary and secondary responsibilities to its core business


____
Review listed required skills, prior work experiences desired

____
Review defined needs against each person's most recent review


____
Review each position's (and person's) productivity performance metrics


Information Gained
· If there is an organizational design flaw


· If employees have been put in the right jobs to match their skills


· If correctly skilled employees are performing to expected levels


· If any positions have become dumping grounds for unwanted tasks








Promotion as Strategy Action Items
____
Review all instances of how negative news is conveyed to the organization


____
Review employee talent evaluations








____
Review published career ladder information







____
Randomly ask employees to describe future potential positions available to them


Information Gained
· Does the organization have integrity with its employees

· Are there future talent voids if key individuals suddenly left


· Do employees have hope for a good future with your organization


Finding New Talent Action Items

____
Examine recruitment ad phrasing and word choice for the past 18 months



____
Review the recruitment screening and interview process





____
Review the retention rate for new hires over the past 2 to 4 years




Information Gained
· How your recruitment process screens candidates






· What qualities are looked for in candidates

· How effective the recruitment process is in retaining new hires








The Search Action Items
____
Examine the various channels used to place recruitment ads



____
Review statistics on how many new recruits were derived from each medium


____
Review statistics on former employees rehired over the past 5 years



____
Determine how many recruits come through your employee referral program


Information Gained

· If your recruiting efforts are taking advantage of all venues available








Screening for Success Action Items

____
Review the formal criteria HR uses to screen applicants





____
Review any formalize question lists used by HR






____
Determine what role managers play in the recruitment process




Information Gained
· If your organization uses traditional recruiting methods or more insightful ones








Creating Success Action Items
____
Review hiring offer letters for the past 12 to 18 months





____
Review all accompanying documentation sent






Information Gained
· Does the new-hire process clearly communicate the organization's expectation

· Do new hires know exactly what they've agreed to by accepting the position






Training for Success Action Items

____
Review the existing new hire process as well as all initial training modules



____
Review scheduled new hire training programs for their first 180 days



____
Review list of key people new hires will meet within the first 7 to 10 work days


____
Review all training programs and frequencies for existing employees



____
Review how updates and reminder training is conducted




____
Determine how training needs are defined







Information Gained
· If your organization provides employees the intellectual tools to succeed








True Recognition Action Items
____
Review all employee recognition programs, criteria, and processes for recognition


____
Try to assess employee sentiment over its value (do not ask directly)



____
Assess how many spontaneous compliments are given to employees by managers








Information Gained
· If your organization provides meaningful recognition or is it diluted and insincere








Section 3: Knowing the True Cost of Service
Unlikely Beginning Action Items
____
Review the Chart of Account for your area of responsibility





____
Review the defined purpose of each subaccount






____
Determine how often each subaccount's parameters is reviewed




____
Match each account to the person(s) reporting expenses into it




____
Determine who is each subaccount's gatekeeper

____
Determine if the gatekeeper has authority to prohibit erroneous charges














Information Gained
· If your organization has a controlled way to accumulate expenses




· If your expensing process undergoes regular review






Start Scrubbing Action Items

____
Perform data dumps on key subaccounts, getting data for 6 to 12 months



____
Sort the data by vendor name and work performed






____
Review actual expenses to account's designed intent






____
Determine if all charges are accurately classified






Information Gained
· If P&L expenses correctly report the reality of your organization's cost








Investigating Invoices Action Items

____
Review actual invoices for the largest vendors






____
Examine all charges, looking for anomalies







Information Gained
· Does your organization formally review all invoices before they are paid



· Even if reviewed, does your organization correct problems or pass them through








Costing Out Work Flow Action Items
____
Use your earlier PERT diagrams to add up the costs along each critical path


____
Examine these process costs for reduction opportunities





____
Perform this process for every customer and their subsequent processes



____
Calculate work group productivity








Information Gained
· The cost of every task and process performed






· Process costs for every customer








· Work group productivity








· Opportunities to reduce process costs








Standards Approach Action Items
____
Examine all existing budgeting standards for each subaccount




____
Determine if these standards are used to affect spending performance


Information Gained

· If your organization has defined meaningful ways to anticipate and control cost








Ranking Standards Action Items
____
Determine if people or departments receive a cost performance score card



____
If so, how are results communicated and to whom






____
Determine if top performers are recognized and how it is done




Information Gained
· If the organization controls cost based on published and defined standards

· If top achievers in cost control are recognized








Absorbing Cost Action Items
____
Determine how often budget standards are reviewed






____
Review how standards are communicated to the organization




____
Determine who is involved in developing standards






Information Gained


· If critical numbers have been developed, communicated, and used to control costs


Budget Savvy Action Items









____
Review the existing budgeting process







____
How detailed are the numbers; how far back do they go





____
Determine if budgets are created at the subacocunt level




____
Determine if budget preparation includes employee participation from all levels







Information Gained
· If the budget process provides a meaningful and useful end result








Keep Digging Action Items

____
Determine if the budgeting process looks for one-time anomalies




____
Determine if the review process actually goes down to the vendor level



Information Gained
· If the budgeting process accounts for costs due to previous one-time occurrences








Negotiate Reality Action Items
____
Review the account rationales for all subaccounts






____
Review the budgeting calendar and process milestones and due dates



Information Gained
· If the budgeting process end result was calculated from fact and analysis








Monitoring Performance Action Items
____
Review the process used to monitor results to budget
















Information Gained

· If Account Managers truly monitor costs in a meaningful manner








Benchmarking Action Items

____
Review your organization's external benchmarking data for the last 2 to 4 cycles


____
Do the same for any internal comparison data






Information Gained
· If your organization controls cost favorably or unfavorably to the competition


· If your organization conducts benchmarking








Minimizing Cost Action Items
____
Review the policies for purchasing commodities





____
Review the policies for signing contracts







____
Review the policies for bidding








Information Gained
· If your organization has defined parameters to spend money




· What controls exist to monitor and control spending


· Who has the authority to spend money








Procurement Pitfalls Action Items
____
Review who controls the purchasing process







____
Determine why your purchasing processes were established





Information Gained
· If domain expertise is correctly involved in the purchasing process








Investing Expense Action Items
____
Examine your organization's list of future capital needs





____
Review the process for identifying and cataloguing needs





____
Determine if expense avoidance is used in deciding capital investment



Information Gained

· If your organization analyzes best-cost use of cash






· If your organization projects cash needs for capital outlays








Leveraged Service Action Items
____
Review potential to leverage existing skills elsewhere within your organization


____
Analyze every work group in terms of outsourcing to save on cost




Information Gained

· If efficiencies exist internally by expanding work group responsibilities

· If outsourcing could save money yet provide the same quality services
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