Retaining Success                                                                  Book 3 in the Success Series

Section 4: Action Plan for Success (soft copy)
Vision without action
is a daydream.

Action without vision 

is a nightmare.

--Japanese Proverb

Never mistake activity
for achievement.

--John Wooden
Now that you’ve absorbed the concepts and ideas for Retaining Success, it’s time to undertake the questioning and investigating process that will uncover all of the opportunities available to you and your organization.  This part of the book lists several activities 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 Retaining Success.

Let’s get started!  








Section 1: Growing Through Pulse Points

Why Pulse Points

Action Items












____
List the 10 costliest workflows, processes and programs under your responsibility
____
List 3 to 5 critical elements for each
____
Evaluate whether the critical elements provide a basis for managing each

____
If no, continue until you have key measurable traits for each















Information Gained











-The top 10 cost or profit impact activities performed under your responsibility

-A prioritized list of areas where profit or overhead opportunity exists

-An initial focus for your team’s activities
Collecting Pulse Data

Action Items












____
For 1 week, count up all reports, emails, phone calls, messages and received
____
Have all of your direct reports do the same
____
Assume 50% of their average; multiply this number for each person in the organization

____
List all other workflows, processes and programs under your responsibility

____
List 3 to 5 critical elements for each

____
Evaluate whether the critical elements provide a basis for managing each

____
If no, continue until you have key measurable traits for each

____
Rank all activities based on importance to your organization and customers

(Rankings may not be cost related)

____
Assign green, yellow, red ratings to each critical element based on execution compared to standard

Information Gained











-Amount of information flowing to each person in your organization

-Complete list of Pulse Points for every function under your responsibility

-Prioritized list of all Pulse Points

-Performance status of each Pulse Point
Value Reporting

Action Items












____
List all reports your team currently provides to superiors
____
Define the frequency; indicate if frequency is planned or as needed
____
Identify which report represents performance results for each Pulse Point

____
For the past year, determine how current reports data have been used


____
What responses or organizational changes resulted?


____
What value propositions did the reports create?

____
Review each report for ways to simplify and focus on Pulse Point results

____
Review information regularly provided by your vendors on performance results

____
List all regularly scheduled, planned meetings held with your vendors

____
List all regularly scheduled, planned meetings held with other key departments
____
Next to the list of all regular meetings, indicate the value each meeting produces














Information Gained











-If you are reporting on critical Pulse Points or non-essential information
-If you are taking advantage of your vendors to data mine performance info

-If you can reduce the number of non-essential reports and meetings

-What is being done with the information you produce and report
Beyond Basics

Action Items












____
For the past 2 years, list all new ideas that were tried
____
Also list all major mistakes made by your team

____
Determine the ratio of talk centered on past accomplishments versus future plans and goals

____
Review your team for occurrences of
 sloppiness, avoidance, procrastination, acts of convenience, and dishonesty

____
From your Pulse Point list, count how many are in green, yellow and red statuses

____
For the past 2 years, how many future-oriented concerns have been surfaced
Information Gained











-If your organization is in a performance rut

-Your team’s performance on its critical Pulse Points

-If your team is probing for its future critical Pulse Points
Trending the Future

Action Items












____
List all trade journals and business magazines your organization receives
____
For the past year, ask each employee how many of these are read-and to what degree (skim, occasional article read, cover-to-cover, etc…)

____
List all of the trade shows attended for the past 3 years; list the number of attendees from your organization

____
Review the trip notes from each trade show attendee; note the quantity of ideas 

____
For the past 3 years, list all info obtained about competitor activities

____
List how many meetings were held the past 3 years exclusively on future issues

____
Review all meeting agendas for the past 3 years; how many future issue topics


Information Gained











-The sources of information your organization currently uses

-The effective use of those information sources by your team members
-Your organization’s effectiveness in identifying and bringing forward future     critical issues








A Culture of Innovation

Action Items












____
Review your organization’s physical office layout; does it offer ample opportunities for employees to interact in person with each other
____
Is the décor bland and never changing, or does it offer inspiration
____
Examine how ideas and programs are evaluated; how many reviews occur before a proposal is considered thoroughly reviewed

____
Review your workplace and determine if management-employee interactions promote an innovative culture

Information Gained











-Obstacles to preventing innovative thought

-If a culture of innovation exists




Innovate the Brain

Action Items












____
List all of the scheduled “brainstorming” sessions held the past 3 years
____
Determine how many were exclusive meetings versus simply agenda items
____
List all ideas produced during the past 3 years from these meetings

____
Indicate the outcome next to each idea generated
____
Reflect on each brainstorming session was conducted; was it free of criticism














Information Gained











-Your organization’s attitude towards developing new ideas

-How well your organization turns out new ideas 

-Your organization’s willingness to embrace new ideas and execute on them








"Right" Brain

Action Items












____
List all obstacles within your organization to innovative thought
____
Examine your skills and rate your ability (scale 1-worst to 10-best) to facilitate a brainstorming session
____
Evaluate all managers to their ability to run brainstorming sessions

____
Examine your current idea pool















Information Gained











-If your organization has the required skill set to lead brainstorming activities

-If your organization has created a viable idea pool

-What training or outside help your organization requires for innovative thought


 The "WOW" Approach

Action Items












____
List the types of rewards your organization gives employees for unique ideas
____
List all contests or special activities held the past 5 years for developing new ideas
____
Determine how many best practices are shared between teams and departments














Information Gained











-If your organization cultivates new ideas from your employees

-If employees feel there is a value for creative thought

-If silos exist that prevent the sharing of more efficient work practices



Doing, not Being

Action Items












____
List all employees who tend to be more negative than positive
____
List all employees who tend to procrastinate
____
Reflect on how the behavior of these two groups affects your organization

____
List all customer complaints or issues directly related to these two groups

Information Gained











-To what degree organizational performance is affected by employee attitude

-To what degree these two groups put your customer retention at risk



Pulse Points of Leadership

Action Items












____
Reflect on your own attitude as a leader for your organization
____
Do you stay positive even when you are under pressure?
____
Do you think and say yes, not no

____
Do you value a person’s ability to get the work done over face time

____
Do you make your team stretch beyond normal

____
Reflect on whether over the past 3 years you have found your employees are afraid to bring problems to you

____
Reflect on whether you have you provided your organization a vision, a destination of where the company plans on obtaining















Information Gained











-If your leadership style is undermining or supporting organizational success
Section 2: Cultivating Relationship
"B" Corporations

Action Items












____
For the past 3 years, list all decisions or actions taken that supported the development of relationships and partnerships
____
Indicate which were customer-oriented; which were employee-oriented
____
List the cost implications of each decision both short and long term


____
Did customers increase their business















Information Gained











-Your organization’s commitment to developing relationships and partnerships
-If your organization is shareholder or stakeholder oriented, and to what degree for each








One Foolish Act

Action Items












____
Reflect on your opinion or your organization’s reputation
____
Reflect on how you feel about your organization’s reputation
____
List (for the past 3 years) all the ways this reputation helps or hurts business

____
Obtain from HR statistics for all discrimination and harassment complaints for the past 3 to 5 years

____
Obtain information on all external complaints received for the same time period

____
Observe the interactions of your team members for 2 to 4 weeks

____
Casually probe vendors for their opinions of your organization’s professionalism

Information Gained











-If your organization’s reputation helps or hurts customer cultivation and retention

-If employee morale and productivity are affected by internal issues

-If internal interactions are affecting external relationships






Positive Energy

Action Items












____
Create a list of all managers who tend to manage aggressively
____
Create a list of all employees who act aggressively with their coworkers

____
For all those placed on the list, examine each person’s performance reviews for the past 3 to 5 years

____
List all lost business for the past 3 to 5 years and reflect on any relationship between lost business and those individuals identified as aggressive














Information Gained











-If a positive environment exists within your organization

-How this aggressive behavior relates to measured employee performance


-How aggressive employee and management behavior is affecting your customers

Business is Personal

Action Items












____
Reflect on how often over the past 3 to 5 years management peers have engaged in loud arguments
____
For the same period, reflect on how many instances this occurred between managers and subordinates















Information Gained











-If personal respect is the predominant characteristic within your organization
Team

Action Items












____
Reflect on the types of team-building activities held for the past 3 to 5 years
____
Indicate the frequency major events are held
____
List all on-going, regularly held activities that support team building

____
Observe your employees and reflect on whether it is more common to see frowns or smiles

____
Determine to what degree gallows humor and anti-work jokes exist


____
Determine whether employees sit hunched over or exude positive energy

____
Determine if employee conversations with customers produce natural “smiles” within their voices or brisk, non-engaging tones are more normal












Information Gained











-How proactive your organization has been in building teams

-If employees enjoy working for your organization

-If customers are positively or negatively impacted by employee attitudes








Team Busters

Action Items












____
Review your organizations daily operations for team busters
____
For each one identified, indicate how many employees are affected by the issue
____
Reflect on each issue and its ultimate affect on customer satisfaction and retention

Information Gained










-How many organizational policies may be working against your team’s ability to provide outstanding customer satisfaction

-Your organization’s increased risk to losing customers
Hidden Power Structures

Action Items












____
Survey your team and ask them who they rely on within your organization for information and support in problem resolution
____
Supplement this information by observing your team’s activities and note who each person utilizes to accomplish tasks
____
Examine the list of “go-to” people and establish why these people are connected

____
Note who within your organization has the most and the fewest connections













Information Gained











-Who within your organization get things done and who struggles

-Who within your organization unofficially holds the power
-If the hidden operational structure within your organization supports customer retention and other success-oriented activities








Work Life Balance

Action Items












____
Get to work very early and record how full the parking lot is using intervals of 30, 60, 90 and 120 minutes before normal start times 

____
(Do this several times over several months)
____
Stay late and record the same information with the same intervals
____
Observe employee cubicles for the amount of creature comforts required by your employees

____
For the past 3 to 5 years, list all of the morale campaigns and mandatory parties

____
Reflect on manager activity: do they observe the exact times employees arrive and leave?

____
Record all instances of schedule flexibility your organization offers employees

____
Reflect on how your organization reacts to employees who are dealing with extreme family issues or emergency situations (both large and small)














Information Gained











-The pressure employees feel in trying to get all their work done

-Employee perception on the balance between their work and life

-Manager perception on employee dedication to work


-If your organization offers support for work-life balance








Energized Workplace

Action Items












____
Reflect on how you respond to employee mistakes
____
For the past 3 to 5 years, list how often you genuinely show appreciation for employee efforts
____
List the types of decisions employees are allowed to make

____
For one month, observe employee job tasks for tedium and monotony

____
List all employee suggestions for the past 3 years on proposed changes to work tasks, and then indicate how many were enacted

____
List all of the “natural” and un-mandated fun that occurs within your workplace















Information Gained











-If your employees work within an energized workplace

-If your organization is at risk for increased turnover due to employee burnout
Generational Style

Action Items












____
Analyze your workforce based on generational breakdowns
____
Assess and categorize the overall management style within your organization
Information Gained










-How many employees exist within the three different generations of Baby Boomers, Generation Y, and semi-retired talent


-If current management style supports these generational tendencies 
Navigating Gen Y
Action Items












____
Review with HR how your organization cultivates young talent
____
Review how Gen Y talent is transitioned into your organization

____
Review the retention statistics for Gen Y talent















Information Gained











-How well your organization recruits, inducts and retains Gen Y employees
Booming Retirees

Action Items












____
Examine HR statistics on the quantity and quality of resume and application flow
____
Examine projections on when and how many individuals will be retiring
____
Note the specific areas of the company affected

____
Review HR strategy for developing positions to encourage retirees to return














Information Gained











-The projected talent drains to your organization

-If a strategy exists to supplement talent with full and part time retirees
Business Coach

Action Items












____
List all current mentor-mentee relationships
____
Evaluate the list of employees not involved in mentor relationships
____
How many C+ to B individuals should be added to the mentored ranks

____
Evaluate who could be a mentor and is not yet engaged in developing future talent















Information Gained











-The current degree of mentoring that exists

-Potential talent that could benefit from mentoring

-Successful managers who have capacity to engage in a mentoring relationship








Coaching Recipe

Action Items












____
Review the process for choosing mentors
____
Review the criteria for choosing mentees
____
Review how mentors are trained to handle this developmental activity

____
Review the criteria for evaluating the success of all mentoring relationships

____
How are mentors evaluated; how long is too long to show results

____
What mechanisms exist to ensure mentees are provided more challenging opportunities to aid in their development
















Information Gained











-If a solid mentoring program exists

-How performance is evaluated on both sides of the relationship
-If the organization targets mentee growth with increasing challenges and responsibility






External Relationships

Action Items












____
Evaluate whether organizational decisions tend to favor short-term gains or long-term cultivation
____
List each vendor and how long your current business arrangement has existed
____
Add to that list the overall cost advantages resultant from each relationship

____
Further add to the list any innovations or best-practice enhancements the relationship produced (for either side)

____
Evaluate the impact these relationships had on your organization’s ability to deliver customer satisfaction and retention














Information Gained











-If current relationships have produced tangible and positive results

-If long-term relationships are viewed as a vehicle to produce long-term success
Cultivating Trust
Action Items












____
List all potential decisions within your responsibility that affect trust
____
List all activities under your responsibility

____
Indicate which have short term horizons and which have long term implications
____
Indicate areas where changes affecting positive relationship enhancement for stakeholders can be made without large cost outlays











Information Gained











-The sphere of influence you have on relationship and trust building decisions
-The areas where minimal cost impacts are evident yet where changes can be made to cultivate relationships
Section 3: Regenerating the Systems Backbon
Electronic Conundrum
Action Items












____
Call your company and navigate the phone tree like a customer would 

(or navigate through the voice recognition program)

____
Call your employees directly from an outside line and listen to how they answer

____
Review the phone transferring protocol for customer centricity

____
Review your cell phone usage and compensation policies

____
Review cell phone policies related to use while driving and in public areas















Information Gained











-If your organization’s main phone number invites in or turns away customers


-If employees are trained in phone etiquette, including call transfer protocols

-If cell phone usage puts the organization at risk for employee injury or intercepted company information








Email Extravaganza

Action Items












____
Review the quantity of emails received by your team members
____
Categorize the types of email received
____
Determine who receives what category of emails

____
Review with IT strategies for automating receipt of emails or for blocking problem emails















Information Gained











-The quantity and types of email received

-The risk your employees face to being overloaded and burned out by email
Portal Relationships

Action Items












____
Review your public web site for ease-of-use; do the same for your own internal intranet 
____
Review your internet domain name and email naming protocol for usability
____
Review printed marketing material and if it presents it in an easy to read style
Information Gained











-How easy the public can gain access to your organization on the internet

-How easy your own organization can find internal information

-How easy to use are your domain name and email IDs






Web Dynamics

Action Items












____
Review all blogs and forums on your web site for searchability factors

____
Document how many instances your site is cross linked to other sites
____
Ask IT for a review of all search tags embedded within the web site

____
Search your organization’s name on several of the major search engines

____
Examine what opportunities are used to collect customer info from the web site

____
Review the strategies used to get customers to stay on the web site

____
Review what types of information are available and shared with site visitors

____
Evaluate your web site to answer the question: Would I buy from this site?















Information Gained











-How easily customers and prospects can find your internet presence
-How well designed your internet site is for drawing in customers and then keeping them interested in your offerings
-If your web site promotes customers to buy from you, and if it is an easy experience








Getting Blogged Down

Action Items












____
List all current blog, forum and article posting activities
____
Evaluate effectiveness in supporting your core business, in driving customer activity, and in developing business
____
Conduct brainstorming sessions to develop topics, ideas and keywords to use

____
Establish a theme or community identity for your information publishing

____
Assign key employees to manage content and actively participate

____
Develop a plan to market your community to internal and external customers














Information Gained











-Your current internet activities to establish your organization as industry experts

-A strategy to maximize use of internet communication tools

-Who will take ownership of managing the information flow








Data Lockdown

Action Items












____
Review the policy for password changes
____
Walk the floor and look for all instances of passwords taped to computers
____
Ask IT to review its protection strategy, including server backup and protection

____
Examine policies on protecting laptop information and wireless network usage

____
Review all security related problems for the past 2 years














Information Gained











-The effectiveness of your password strategy 

-An understanding of your current risks to data loss or theft
Technology 2.0

Action Items












____
Review with IT the current shortfalls of your technology
____
Review with IT the latest innovations and enhancements
____
Call 5 to 10 top customers and ask them what they expect from your technology

____
Ask 5 to 10 employees how technology is adversely affecting their performance

____
Determine how much of your software needs are hosted on-line or our supported through on-site servers















Information Gained











-What customers expect from your technology support

-How technology may be frustrating your employees

-If opportunities exist for utilizing potentially money saving hosted solutions

Ride the Wave

Action Items












____
Discuss with IT or research technology enhancements that should be considered for future use
____
Brainstorm with your team and IT the productivity and cost-saving implications

____
Reflect on your reaction to potentially using some of these enhancements














Information Gained











-Possible customer offerings that could separate your from the competition

-Possible productivity and cost-saving enhancements
-Your willingness to incorporate technological innovations to provide your customers with unique support not yet available in your industry








The Fallacy of Unique

Action Items












____
Review all hardware and software for the percentage of features available that are never used
____
Review cost data for the original purchase to determine if extra was paid for the unused features
____
Determine what customizations exist that were required to support antiquated or out-dated operating practices

____
Review collected data and determine what is collected that is never used; what is the cost associated with collecting and storing that unused data














Information Gained











-How pervasive is the belief that your organization conducts business uniquely

-The amount of wasted effort to collect unneeded and unused data

-The amount of money on the table for staying away from customizations








Today's Questions

Action Items












____
Review with HR the number of open IT positions and the average length they remain open
____
Review with HR the quality of IT resumes and applicants
____
Review with HR all IT turnover information

____
List all current IT personnel, their functions and the physical location from where they offer their support


____
Determine what risk exists from remotely allocated IT human resources

____
Review all customer complaints and measured customer survey results as they relate to IT support or customer-accessed technology

____
Review all employee complaints or concerns over internal IT support

____
Review all positive internal and external comments and information on IT support

Information Gained











-Does your organization have a problem getting and retaining IT talent

-If it is getting harder or easier to find IT talent

-If customers and employees are satisfied with your IT support







Performance Monitoring

Action Items












____
List all of the technological security measures currently in place
____
Indicate which are communicated to employees and which are held in secret
____
Reflect on the impact these measures have on employee morale

____
Review the rationale behind the use of each technology security measure















Information Gained











-If your technological security measures are hurting or helping your organization
Anticipating Tomorrow
Action Items












____
Review budgets for the past 5 years to determine if money is regularly planned for software and hardware upgrades

____
Ask IT for a list of all hardware used, the date purchased or installed, and the expected useful life of each

____
Compare useful life to actual time used

____
Next list all new enhancements or replacement technology currently on the market; include features and costs
____
Indicate the desirability of these enhancements to customers and/or employees and why
____
Duplicate this exercise for all currently used software

____
Compare the cost of lost business if upgrades are not purchased against the actual cost to upgrade







____
Determine what additional savings might occur if hardware and software upgrades are enacted

Information Gained










-How far past design life is your hardware and software




-If your organization has avoided financial support of its technology infrastructure 

-How market expectations are placing performance pressure on your organization

-Whether your organization can afford to wait longer than 3 years to upgrade or make software enhancements
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