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OFFICER INTRODUCTION
The leadership responsibilities of a chief executive engaged in leading organization change are immense.  As the organization grows, it alternately asks its CEO to function as “head of the family,” coach, cheerleader, counselor, and “Chief Justice” when conflicts arise or inconsistencies need resolved.  The MAC was created because one cannot rely on the chain of command alone to make change occur.  Also, there is usually some “fuzziness” about accountabilities as the organization responds to its increased new management authority—and responsibilities.  

Research has demonstrated that programmatic change tends to lose inertia.  Where change is not occurring, sometimes kicking of things by executives is needed to ensure change takes place.  While we’ve asked the organization’s executives to stand back from operations and let managers have a greater role, some managers won’t want to seize this greater responsibility.  The following set of follow-up checklists has been developed to provide the chief executive with an opportunity to recognize pockets of change resistance as the TUL program unfolds.  

The chief executive is responsible to the organization for taking action on the information conveyed by these self-reporting checklists.   Enforcement of program implementation remains the chief executive’s responsibility.  Make it clear at the onset of TUL that no vice president will want to be known as “the executive whose managers didn’t perform.”  The chief executive can skillfully use these checklists to ensure program tightness—but should be cautioned to demonstrate proper control versus over control.  Control what gets done, not how it gets done or by whom.

Also:  Don’t be naive and expect that all managers will complete their assignments and responsibilities.  Show these checklists to managers early on—at TUL orientation if possible.  Resist the temptation to trim back the list of assignments.  These checklists can be customized and extra items added as needs arise.  Be sure managers are doing the things that will get them results!

ROLE OF THE MAC

The role of the MAC is that of a monitoring and “reminding” body for the executive team. The MAC does not replace the chain of command and cannot do the work of executives.  The MAC acts as the central distribution and collection point for these forms to and from the Vice Presidents.

The MAC may add their comments to the President using the MAC Action List, however, the MAC’s main function with these checklists is that of a coordinating body.

ACTION PLAN
The attached work sheets are organized by TUL Session.  There are two sets of forms.  One is entitled the “CEO Action Plan and Follow-Up with Vice Presidents,” and the other is entitled, “VP Action Plan and Follow-Up with Managers.”  The purpose is to provide the chief executive with a concise listing of follow-up items to be addressed with executives, and to provide executives with a concise listing of follow-up items to be addressed with their managers.  In some areas the forms look much alike.  However, you will notice a greater number of questions on the “CEO Action Plan and Follow-Up with Vice Presidents” form.  The results of these questions will help the chief executive to determine which executives and managers are true leaders, which need some coaxing, and which are not providing needed leadership within the organization.

The process for completing the information is as follows:

Step 1.  One month following each TUL Session, the MAC will distribute to the VPs two sets of forms.  The one set entitled the “VP Action Plan and Follow-Up with Managers” is to be distributed by the Vice President to each manager within the executive's area of responsibility.  Each manager should complete it within one or two days and return it to their executive.

Step 2.  Upon receipt of the information from each of their managers, the executive is to consolidate this information and also complete the “CEO Action Plan and Follow-Up with VP” form on their personal performance.  The completed “CEO Action Plan and Follow-Up with VP” form is then forwarded to the MAC.  The MAC will consolidate the information and forward the summary report to the chief executive.

Step 3.  This step is optional.  Included in this package is a “MAC Action List.”  It is a listing of possible comments that the MAC may want to make to the President relative to their perceptions of the performance of any manager or executive.  It is inclusive of statements of praise as well as statements of concern.  It is a quick and easy way for the MAC to communicate to the President any concerns or areas for praise that they may be noticing in the performance of an executive, manager, or area of responsibility.  You may use the “Action Form” provided, or choose to communicate verbally.  In either case, the President will be looking for feedback from the MAC.

This format allows the chief executive to evaluate the performance of each vice president and division.  The expected performance levels for everyone should be clearly stated prior to the program start.  If this has not been done, then now is the time.  The expected performance level for each participant is 100% personal follow through on each assignment.  Studies show that one of the primary causes for organization development failures is non participation of executives and managers who hold up change in their areas.  The chief executive should let everyone know that non-participation is ill advised, and that executives and managers who perform well will be held in the highest regard.

Each executive is responsible for the follow through of the managers within their division.  Where performances are less than acceptable, coaching is in order.  Following the progression of good coaching, problem-solving techniques, and a probationary period, the question of repositioning non performing managers or executives should be considered.  The time lapse between the progressive action steps for poor performance should be rapid.  When does one’s performance require attention?  The answer; whenever it is less than 100%.  There are many other “priorities” demanding the time and attention of the organization.  These checklists are designed to help you keep the organization development effort a high priority at all times. 

The following Recommended Actions are provided to provide both direction and understanding.   These actions state minimal expected standards of performance at each step of The Uncommon Leader.  

NARRATIVE RECOMMENDATIONS

CEO FOLLOW UP WITH VP:  SESSION I
1.  Verbal and social participation in TUL Sessions is required.  Participation is interactive and viewed by peers and subordinates as “involvement” in the program.  A lack of participation is often viewed as being unsupportive of the program.  This is the wrong message to send.  It may not even be the intended message, but it is the message that could be received.  We are not looking for a high profile of participation, but rather general comments of support and managerial encouragement, or questions for clarification. These behaviors indicate an effort to more clearly understand, and therefore to better perform.

2, 3, 4 & 5.  For Session I, each executive and manager is expected to be signed up for at least one DIG.  Those who have signed up for more than one should be given “extra credit.”  This would be an indication of a high level of interest in, and commitment to TUL concepts.  Often executives and managers find that their Old American Hospital calendar of priorities interferes with the scheduled timing of DIG meetings, and therefore they do not attend the DIG meetings they are scheduled for.  This sends a negative message to others involved in the DIG.  If you are signed up for a DIG, it is expected that you actively participate in it and “at it.”  If any manager is not yet signed up for a DIG, find out why not.

6, 7 & 8.  KRA Hour is one of the key concepts of this session.  All have agreed to it, and leadership by example is important.  Ask the question:  when is your KRA hour?  If you have not had it, why not?  Are not the KRA results the most important part of your job?  If you are not doing KRA work, then what work are you doing?

9.  Socialization is a way to break down barriers and create new relationships and bonds that improve the quality of work life.  One social event after each TUL Session is good, but it is not enough.  Socialization needs to occur within smaller groups.  Each executive and manager should host at least one event personally, and participate in a number of other events.  These need not be expensive events.  The idea is to set aside a time when everyone can rally around one another and have some fun.

10.  The Management Library is full of books with new thoughts, examples and ideas.  These concepts can be the basis of conversation and improved management techniques.  Are executives reading them?  Which ones are they reading?  As the CEO, challenge executives.  As an executive, challenge managers.  One hospital President was known to frequently ask executives and managers which book they read this week, and what the most important concept was that they pulled from that book.  Another hospital chief executive required each manager to read one book weekly and prepare a single paragraph book report on it.

11 & 12.  Interdepartmental visits were approved during TUL sessions, and agreed to by all managers.  If you haven’t followed through with scheduling at least two interdepartmental visits, then the job is not done.  Move it up on the priority list.  You may want to randomly pick a couple of managers at your next managerial meeting and spontaneously ask them what interdepartmental visits they have made and what benefits have come out of the visits.  Those executives with a percentage participation of less than 100% from their department heads need to boost this on the priority list.

13 & 14.  Somebody needs to go first—start building bridges by extending invitations to visit your department.  Departmental visits are used to increase the level of understanding and teamwork between people and departments.  If there is lagging in this work, step it up.  Associates of the department can carry the work load of educating visitors.  Get everyone involved.

15.  Improved meeting guidelines were approved at the session.  Are we living them?  This is another area where executive leadership by example is effective.  If guidelines are not being used, start now and use them.  If old behaviors cannot be changed by the executive, it is difficult to hold the managers accountable for the same type of behavior.

16 & 17.  The Values Statement is the truth of Excellence around which the TUL program and new managerial performance is based.  If it is received and not yet posted, that is a strong message that this person either does not understand the Values Statement, or does not believe in it.  In either situation this is a problem and warrants a private conversation with the individual.  Don’t let one area or division of the organization lag behind others. 

The Values Statement is the central point around which decisions and performance is to be measured.  The display of the Statement is a visual reminder and a focus around which behavior is judged.  If the Values Statement is not displayed, the question as to “why” should be asked and resolved.  There are no good reasons not to display the Values Statement.  The number of areas where it is posted should be directly related to the amount of square footage in the facility which is managed by each executive.  At least one posting per department is needed.  Consider also posting it in additional locations such as patient waiting rooms, patient rooms, the cafeteria, etc.

18.  The best ideas relating to Excellence come from workers.  We agreed to this concept and the need to immediately gather input from Associates.  If we believe this is true, why is it not done?  This is not something that should be postponed.  Rapid action on this item sends a strong positive message to the Associate population.

19.  Each area of the organization has its share of problems or areas where improvement is needed.  Ideas for improvement or identification of problems come from sources within the department as well as from the outside.  How many DIG ideas have been created from within your division?  Those divisions that are identifying DIG topics are working to make the organization better.  They are making the contributions needed to bring about excellence.  There should be at least one departmental DIG in place at this time.  If not, why not?

20.  The film showcase is an excellent way to portray a message in a somewhat entertaining format.  All managers are expected to view the films, including executives.  Some mention of the film topic and key points may be made in future business meetings as it relates to the conversation at hand.  Participation in the showcases can be made fun if refreshments are offered periodically.  Executives especially should not be delinquent in viewing the films.

21, 22 & 23.  The MS-02 forms are critical to the management of the KRAs.  Delinquent forms from executives are unacceptable and require vigorous follow-up.  It is clear by now that transforming an organization culture is a great deal of work, and that work must be done.  One of the difficulties in the new transformation is trying to maintain consistency in the application of all of the ideas.  Management of consistency throughout the organization must occur via executive leadership-by-example and follow-up with managers.  If an executive or manager has a performance level which does not meet the affirmative answers to the questions in Session I, or 100% participation, then they are probably not the type of person that you need in that role.  It is then time to take a hard look at career planning.

CEO FOLLOW UP WITH VICE PRESIDENT:  SESSION II
Many of the check points in the remaining sessions will be the same as those for Session I.  The logic is the same and the minimal expected performance levels are also the same.  However, delinquency becomes less tolerable as the program progresses.  By Session III delinquency should be viewed as unacceptable performance.

1.  Make a verbal contribution to each Session.  If this was not evidenced in Session I with appropriate follow-up from the CEO or other executive, and  again not evidenced in Session II, then a serious and direct conversation with this person is needed.

2, 3 & 4.  By the end of Session II, each manager should be signed up for at least two DIGs to date.  That amounts to one DIG per session.  Anything less is unacceptable.  We are expecting managers and Associates to participate in DIGs.  Executive participation is critical.  Greater DIG participation should be viewed as greater performance and rewarded accordingly.  To sign up for a DIG and then not participate in the DIG meetings is destructive performance.  This sends a non participative and non supportive message which is then difficult to reconstruct.  Anything less than 100% manager participation is of serious concern.

5.  MBWA is an important and effective management technique in that it brings you closer to the people.  We identified MBWA as a technique that managers would use consistently.  If it is not happening, it is time to start.  You must make the time.  The results will be astonishing if it is done consistently.  Challenge your executives and managers who report that they are using this technique.  Ask them what they have most recently learned by MBWA.  Let this be a role model or testimony for those who are not yet doing MBWA.  

6, 7  & 8.  The Management Practices Evaluation form provides excellent feed back on behavior that could be improved.  If this has not been done it needs to be done now.  Questions should be asked as to what good information was derived from the survey and how is it that executives or managers are going to modify behavior to accommodate the suggestions from the survey feedback.  Leaders should be anxious to complete this piece.  If they are not, they either do not understand or do not value the feedback of Associates.  Educate them and follow-up.  100% participation is required now.

9.  Each department within each executive’s area should have created a minimum of at least 3 new DIG ideas within their department or for the organization.  A more ideal standard would be 5 to 6 ideas at this point in time. DIG ideas could relate specifically to the department or an organization-wide issue.  You have seen the hundreds of issues that are identified as aggravation points during each TUL session.  Certainly there are many more that can be identified with the assistance of Associates.  Are Associates being involved?  This is one test.  If they are not being involved at this level, chances are they are not being involved at all and the communication and effectiveness of TUL in the division or department is too limited.  If this is the situation, it is a serious problem.  

10.  Each department is to have scheduled two or more interdepartmental visits with affiliated departments or departments that they have some working relationship with.  If this has not happened, make arrangements now.  This process builds relationships between departments as well as between people. 

11 & 12.  This is one of the most difficult items to achieve 100% follow up on.  No one likes the idea of creating, documenting and delivering unpleasant news to another person, particularly when it is related to one’s employment.  Therefore, this assignment is one that is typically completed in segments.  It often requires a lot of follow up and assistance in terms of coaching managers through the processes.  Don’t let this assignment linger too long.  Be sure to have the coaching and performance management of problem employees underway now.  This assignment may take more executive time in support of managers who are working through this either in terms of their own career or with an Associate who may be in need of counseling.

13.  The Motivation Release form is a tool key to the effective management of Associates.  This one needs to be completed and used.  On occasion this tool falls between the cracks and is not used.  This results in an ineffective management of staff and human potential.  If you do not know what motivates a person, then you cannot manage their work in a manner that will be motivating and satisfying for them.  This is a must.  If it is not being done, start now.

14.  The MS-04 forms are used to collect and manage the number of new ideas that arise daily for every manager.  This form is beneficial in organizing and tracking ideas.  It can be used to help plan your next MS-02.  If you do not choose to use this form, then you must be sure that you have another tool that accomplishes this same objective.

15.  The multiple interview selection process is key to the success of correctly selecting new Associates.  It requires an initial investment of time.  However, the pay off in the end is a better selection of new Associates.  This means a more productive, satisfied Associate who fits well with the values and team.  Their contributions will be greater and their tenure will be longer.  Make the investment in time.  You can set up a routine buddy system of interview team players for every department.  For example, a new employee in the Human Resource department would be interviewed by someone from the nursing, clinical, support and human resources departments as a routine matter of process for every final candidate.  This could be a sample system established for the Human Resources Department.  Establish one for every department.  A system will make implementation easier.  Use as many of the multiple interview techniques as you to can to help assure that your selection of new Associates is the best that it can be.  Invest today and reap the interest tomorrow.
CEO FOLLOW UP WITH VICE PRESIDENTS:  SESSION III
At this time, all participants should clearly understand how an acceptable level of participation is defined.  If you see poor behavior repeated, there is definitely a problem with leadership.  Take the proper action steps.  You cannot afford to carry a non team player much longer.  If they have not received the message by this time, when do you think they will “get it?”  Will they ever “get it?”

1.  It should be clear by this point that verbal participation and support is required.  If this behavior is not yet seen, then you should question the ability of the executive to support the program or voice his/her thoughts.

2 & 3.  The hospital determined that Customer Focus Groups are an important tool.  Each department is to be conducting such groups.  Executive follow-up, support and participation in, or observation of, such groups provide you with valuable information.  If your departments are not doing it yet, start now.  This is one item that should not wait.  The next question is:  “What are you doing with the information you receive from the Focus Groups?”  Where should there be follow-up and action on this information.

4.  Assign a conservative value or cost to each of the old systems or processes which are discontinued.  This is the cost savings or figure that you are to report at this time.  It represents the amount of dollar savings or reallocation being made as a result of either deletion of old, unnecessary processes, or replacement of old systems with New American Hospital systems.

5.  This figure represents the average Customer Satisfaction Index for your total area of responsibility.  If this figure is 5% or more below the hospital standard, then the executive has a great deal of work to do.  You need an action plan now.  If the figure is greater than the hospital figure, then recognize and reward this division publicly.  Have other leaders study this division’s operations to learn their success tips.

6.  Is the highest Customer Satisfaction Index figure for any department in an executive’s area equal to or greater than the organization’s standard?  If the answer is yes, publicly recognize that department head.  If this figure is less than what the organization’s standard is, then there is a real problem in the overall operation of this division.  Take a close look at the leadership and identify an action plan to correct this situation.  If it is not corrected in a short period of time, you may have to reevaluate the leadership of the division.  If Customer Satisfaction Teams have not been installed yet, start now!  

7.  This is the department that needs the greatest amount of immediate attention.  If the index rating is equal to or greater than the organization’s standard, then there is not a problem and all within this division are star performers.  It is, however, more likely that the index reported here will be less than the organization’s standard.  Establish an action plan immediately and follow through on it in a timely manner.  Special recognition should be given when all departments within a division are operating at or above the organizational standard of excellence.

8.  By the end of Session III, each department should have identified at least ten to twelve DIG issues either for their department or for the organization.  Not all of these issues need to be resolved by this time.  However, they should be identified and submitted to the MAC for processing in some near future time period.

9.  By this point in time you should be seeing at least a 20-25% rate of Associate participation in DIGs.  In order to get the work done, everyone needs to do a piece of it.  Energy levels for Associates are still high at this time.  Get them involved and experience some successes.  This will then help energize other Associates to become involved.  With everyone doing a piece of the work, no one is overloaded.  Any division with less than a 20% participation level should be closely evaluated.

10.  Clearly this figure should be 100%.  Any manager who has participated in the program to date and has yet to work on a DIG is of concern.  They are apparently not interested in the NAH concepts or they do not understand them.  In either case, this situation must be corrected immediately.

11.  Each department is to have a communication center publicizing all information regarding the department and the organization.  This includes, but is not limited to, TUL information.  The more informed Associates are, the more likely they are to feel a part of a team.  This is something that all departments should do.  If one department is doing this and another is not, there will be a splintering effect within the organization.  Many departments may already be doing something like this prior to TUL.  Improve upon it.  The concept of “continuous improvement” applies easily here.

CEO FOLLOW UP WITH VICE PRESIDENTS:  SESSION IV
1 & 2.  By this stage in the renewal process at least one third of the Associates in each department should have participated on a DIG.  Anything less than this requires an evaluation of the cascading process and an immediate action plan for improvement in participation.  If this does not occur, there will certainly be managerial burn out within the division and the organization’s renewal process will stall.  The Associate population represents the power for the change process within the organization.  You must involve them for the short and long term welfare of the organization’s culture.  

3.  The new meeting guidelines represent efficiencies in time for all those who are participating in a meeting.  This could represent a considerable amount of financial resources available for redistribution to more productive purposes.  If the guidelines are still not installed, this represents a delinquency in performance.  This is an easy item to install.  Therefore, delinquency in performance should be questioned.  Install the guidelines now.  Reduce unproductive meeting frustrations on the part of participants, and improve productivity.

4 & 5.  The MS-03 form is the follow up to the MS-02 and sets the stage for the next MS-02.  Without completing the MS-03 you have not completed an MBO process. The objectives that you set up in the MS-02 are to be evaluated and action plans designed in the MS-03.  Complete delinquent MS-03 forms within the week and establish a schedule for the following quarter.  Those who have 100% compliance with the completion of such forms are serious about moving the organization forward and should be noted as such.  Those who are lagging behind are having difficulty with mobilizing one of the key managerial responsibilities;  that of getting results.

6.  We have stated on several occasions that delinquency in action on TUL assignments was “not good enough.”  Certainly by the conclusion of Session IV this behavior should be corrected or action taken.  The momentum of the change process is in full force at this time.  It is no time for non team players to be on the field.  Delinquent behavior is not managerial behavior.  Make changes in position responsibilities as needed now.

7.  Cost Containment Audit forms are sometimes forgotten in the rush of other new management tools that are being put into place.  This is a critical piece used to identify areas where old practices should be abandoned and new ones installed.  There is often a cost to install new forms and tools into an organization.  The follow through on this one falls directly to the bottom line profitability of the organization’s balance sheet.  Can you afford not to be using this tool?

CEO FOLLOW UP WITH VICE PRESIDENTS:  FINAL SESSION
1.  Participation, verbal and social, is expected.  By the final Session the performance should be clear.  Be brave, if you have not seen it by now, it is not going to occur!  Do you need an executive who cannot stand up and be counted?

2.  A great investment was made in the Management Library, and more importantly it represents a wealth of information and ideas to assist your organization.  Progress through the library should have been occurring throughout the program and continuing thereafter.  If it has not occurred to date, this is serious.  If it has been occurring with regularity, then personal development is occurring.  This is the desired result.  If there are any super stars in this arena, set them up as a role model.  Start referring to specific authors and concepts in your business discussions.  Notice who participates in the discussions at this time.  These are the people who are becoming more advanced, professional and creative in their business thinking.

3 & 4.  By this point in time, nearly 50% of the Associates in each department should have participated in at least one DIG.  Our most recent clients have greatly exceeded this expectation.  If you are distant from this figure, there is a definite problem and an action plan must be established now.  If you are in excess of this figure you are to be commended.  Keep pressing for continued participation of Associates for the future.  The process does not end with the last session of TUL.

5.  All previous delinquent actions should be fulfilled by this time.  If not, you should assess the overall effectiveness of the program in that particular division and the possible negative ramifications that it may have on other portions of the organization.  The energy level in the organization will tend to dip a little during TUL Session III and possibly IV as people become weary from the work.  That is why it is critical that executives lead by example during this last session.  If the leadership and energy by example does not occur, then it is likely that the program will end with a whimper and the change process will dissipate.  This would be highly unfortunate as the change process should continue long past the end of the formal TUL sessions.

6 & 7.  As with all other forms agreed to, work plans for the Inventory on Productivity need to be completed on time and for all participants.  If the executive cannot meet the obligations, how is it that they can expect their managers to do so?  This tool will assist you in managing productivity factors, which are sometimes systematic in nature and sometimes humanistic in nature.  In either situation, both factors must be managed and this is the tool to do that work.  If this has been done and an action plan for improvement established, then you are on your way to greater success.  If this tool has not been used, ask the question why, and how is it that you are improving upon your productivity?

8.  After a certain point in time, the usual and customary means of generating ideas for DIGs will run dry.  It is then time to rejuvenate juices and figure out new ways of generating ideas.  One way to assure that this continues on a regular basis is to build these expectations into standards of performance and  evaluations for all Associates.  Be creative!  Develop incentives!  The Idea Engine will be a major part of this process but the energy must be generated and managed by each department head.  For those who have contributed a significant number of ideas, or who’s ideas have been particularly valuable, special recognition and rewards should be given and publicized internally and externally to the organization.

9.  The Idea Engine is the tool which will provide the organization with a continuous flow of new concepts.  This is the gist of continuous improvement.  Each department should be generating new ideas continuously.  The minimally acceptable level would be two ideas per Associate.  A better standard, and one which is used by highly successful and excellent companies would be three to five new ideas per Associate per year.  If an adequate number of ideas are not being generated, then it is the responsibility of the executive to find out why and unleash the potential within the department.

10.  As the formal TUL Sessions have come to a close, what are your plans for perpetuating the NAH within your division, and within the hospital as a whole?  There should be a global plan for cascading and re-energizing the efforts of the NAH.  This should also become department specific and objective specific.  If you need more ideas, call Management House.  Share these plans as a management team.

MAC ACTION LIST
CONFIDENTIAL

To:  _____________________
Date:_______

Based upon the statistics on the attached report, and/or comments offered by other managerial and Associate staff members, the following opinions are offered with respect to the support and performance of __________________.

We respectfully request that you look into these issues and advise us if any additional information is needed to assist you.

____
Is providing full support for TUL.  Is leading by example, and effectively following through with results for all of his/her managers.

____
In our opinion, he/she is not providing the full level of support that he/she is capable of.

____
Needs to lead by example.  Assignments in his/her area 
are personally not complete.

____
Assignments among his/her managers are not complete.

____
Greater support (personally) for the DIG process is needed.

____
Greater support for the DIG process is needed from the managers and Associates in his/her division.      

____
The following assignments are delinquent:

Assignment  
Manager’s name
Department
    
__________
_______________
___________

__________
_______________
___________

__________
_______________
___________

____
Please discuss the following issue(s) with this executive:



_________________________________________________



_________________________________________________



_________________________________________________

____ 
We want you to know that this leader has made the MAC’s job easier by demonstrating his/her support in the following ways:



__________________________________________________



__________________________________________________


MAC
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