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EXECUTIVE GUIDE TO 

THE UNCOMMON LEADER
These guidelines are prepared to assist the Chief Executive Officer and other executives in the creation of the New American Hospital.  Provide a copy of the Executive Guide to each individual holding a job title of Vice President of higher within the organization.  The Executive Guide should be reviewed in preparation for The Uncommon Leader and retained as a continuing reference during the change process.  
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PURPOSE OF THE EXECUTIVE GUIDE

Congratulations!  You are one of the outstanding leaders in today’s healthcare management.  The selection of The Uncommon Leader (TUL) program for your organization is a demonstration of your desire to be among the elite in your industry.  The creation of The New American Hospital (NAH) by your organization will be a testament to your leadership and vision.

The purpose of the Executive Guide is to help you prepare for your responsibilities as a New American Hospital (NAH) executive.  This information is provided to assist the executive team through the transition process brought about by The Uncommon Leader.  This Executive Guide is to be read by executives in advance of The Uncommon Leader in order to prepare them for their role in this major undertaking.  

This program has as its' primary goal the building of a management machine capable of achieving outstanding business strategies.  This will require a change in many of the working assumptions previously used by the organization.  Executive leadership—your personal leadership—will be required if this effort is to be a success.  The entire management team will be observing your behavior as it relates to the New American Hospital and taking their performance cues from you.  

NEW AMERICAN HOSPITAL ASSUMPTIONS
The assumptions underlying the NAH are simple, but powerful.  These assumptions should be remembered throughout and following the program:

1.
A sweeping overhaul in corporate culture is needed.

2.
A radical shift in management philosophy from outdated practices is required.

3.
A permanent commitment is made at all levels of the organization to seek continuous improvements. 

4.
People will do the right thing when they are guided by values and given the authority to act on their own.


Think about each of those assumptions for a minute.  This kind of wide-scale change is threatening to many people within the organization, and perhaps at times even uncomfortable for yourself.  The assumptions upon which the New American Hospital are founded allow anyone to question anything and suggest how improvements might be made.  Out-of-date, “flat-footed” and defensive thinking will not cut it in the New American Hospital.  A drive for new solutions and fresh thinking is required.  Are you enough of a leader to find out that other people have more ideas about more things that need fixing than you do?  If so, that attitude will go a long way toward building the New American Hospital.

EXECUTIVE WORK

CHIEF EXECUTIVE’S LEADERSHIP ROLE

The chief executive’s visible support of the New American Hospital philosophy is critical to the overall success of the change effort.  There will be some level of skepticism as you announce The Uncommon Leader.  It is not unusual for the management team and Associates to wonder if this is not just another “program of the month” type effort by the hospital.  There will be a number of executives and managers who will not be able to embrace the NAH philosophy, or who will not be able to effectively carry out their work responsibilities as a part of the change effort.  These are the people that you may want to reassign or reflect on regarding the speed with which they move out of the organization.  After TUL, many chief executives moved more rapidly in letting go of non-contributors.  Those executives and managers who can and do carry out the work and the philosophy should be rewarded with bigger and better positions of responsibility.

OLD HOSPITAL:  EXECUTIVE AS SUPER MANAGER

In the old hospital, executives too often worked as “super managers,” reviewing decisions that managers or Associates should have been free to make without executive review.  This resulted in restricted purchasing authority, slower decision speed (if any!), and most deadly: a passive, dependent management group, waiting for orders instead of taking initiative.  The worst of the worst is a CEO who has to approve every expenditure within the hospital, down to pads of post-it notes!  The passive, dependent behavior pattern must be broken, and this is one of the primary aims of The Uncommon Leader.  

In the New American Hospital, we see department directors with approval authority of up to $10,000—and the authority has never been abused.  One objective of The Uncommon Leader is to power up the management team to handle increased levels of authority and responsibility.  As a result of downloading decision-making authority to managers, executives often go through a period of “task withdrawal” or “review withdrawal.”  This is because they do not fully appreciate the need for the new executive work they are to do; “strategically managing the business.”  This is the work that should be done by hospital executives, but often is not, because of the need to put out fires and act as “super managers.”

During TUL, executives often find themselves continuing with some of the management hand-holding that was required before TUL.  This should decrease over time so that by the end of management training executives will have completely transformed to the desired new executive behavior.  Any backsliding should be immediately and seriously dealt with.


LEADERSHIP FOR CHANGE

Major changes will be driven by TUL.  While group consensus and buy-in will be actively sought by the course presenter, you can anticipate some normal resistance, usually a passivity or inertia, as well as a few managers who may more actively misfit with the program.  It is imperative to deal with this phenomenon; manager resistance is the greatest barrier to installing new and needed change.  

In addition to manager apathy or negative activism, the very size of the program changes contemplated in TUL requires a great deal of executive time, creativity, and push.  Large, systematic change programs typically require 1 - 2 years of sustained effort in order to make a deep and abiding change in the corporate culture.  While TUL is designed to shorten this period, relying on your Management House presenter or the Management Action Council to accomplish the job alone would be naive and a dereliction of leadership responsibility.  Without executive support the program will be ineffective.

Specific executive roles and support include:

1.
Energize the System.  The NAH Action Plan, provided as a part of the Organizing For Revolution Strategy Guides outlines the core change action tasks originating from Management House.   Review it now in terms of assessing what you need to do to steer the TUL effort.  Note particularly the issues of Big D (dissatisfaction with the status quo) which you will have to supply.  Think through your situation: are the pieces in place that will lead you to fame and fortune through the NAH model? If you wish to discuss the creation or identification of Big D with Management House, please arrange for a telephone conference as soon as possible on this topic, and no later than TUL Session I.  It is imperative that the Big D issues be shared with management and staff at the role out of TUL optimally, and no later than Session I.

2.
Lead by Example.  Cite new ideas you have gained from the management library or other readings; ask managers in the hall, “What book are you reading?”  Talk about your accomplishments in the KRA hour.  Be enthusiastic about the progress MANSYS is making.  If the CEO and vice presidents are not fired up, managers and Associates won't be either.  If they do not see the example of what should be done in your behavior, they will not do it.  

3.  
Poke, Prod, Nudge.  Keep reminding and pushing, and then shoving and kicking probably won't be needed.  People will be wondering how active your support is so far.  Do not confuse them by equivocating.  Tell them clearly, loudly and often, “This is the way!”  When you have done all the positive things you can think of to lead your management team, there may be an individual or two, or an issue, or a specific standard that has to be dealt with.  The bottom line in leading organization change is that people must know there really is a bottom line!  Never tackle this without thinking through how you are going to do it, and then show your “rage and intolerance” in a controlled way toward the example of non excellence you have decided to act upon.

4.  “Stay the Course.”  Suggestions made to you by managers or Associates that address one or another MANSYS technique or other group recommendation as not “perfect,” should result in your telling people to do it “as is” for now, to get it up and running, and in 6 - 12 months you will be willing to consider refinements.  Do not let people stall over minor obstacles or imperfections.  Our goal is improvement, not perfection.

There will be a period of 6 to 9 months of major ambiguity and some confusion as to what the organization's excellence goal is all about.  Others before you have found that referencing the values statement that is created prior to 

Session I is a good way to deal with this.  Refer your questioners to it, and ask them how they would answer their own questions in light of the values statement.  This non directive approach usually works because the values statement dictates the answer.  Much of your role is encouraging people.  Do not let them continue as passive dependents, a role they often learned in older organization hierarchies.  Give them direction and let them figure out the answers.

COORDINATION PIECES
Reference is made throughout the Executive Guide to other coordination pieces which you may wish to refer to.  

•
The following is a list of references:  MAC Guide, SAC Guide, TAC Guide, PAC Guide and CAC Guide respectively, direct these groups in their role of managing the change process.  

•
As an appendix to the Executive Guide, an orientation agenda is provided for rolling out the program to participants.  This orientation is usually coordinated by the MAC; the agenda also appears in the CAC Guideline, since the CAC is in charge of managing communications to program participants.

•
MANSYS is the management system that is implemented during the first half of The Uncommon Leader process.  This key program element is described in the proposal and in the MANSYS Table of Contents, which is reviewed at the Planning Conference.

•
The brochure describing The Uncommon Leader overviews the major elements of the change process and client experience with the program.

•
Six Module Guides are provided.  The Module Guide directs the work tasks of the Module Leader for each TUL session.

ROLE CHANGES REQUIRED BY THE NAH
NEW EXECUTIVE ROLES & RESPONSIBILITIES
DELEGATING DECISIONS

Separate the need to be informed about decisions from the need to approve those decisions.  Delegate entire areas of responsibility to people.  MANSYS identifies eighteen indicators of a manager who is not effectively delegating.  Monitor your own performance—are you guilty of not delegating enough?

TUL proposes a more participative, decision-making process as part of the New American Hospital.  The best thing you can do is “force down-loading delegation” onto your direct reports (read “Work Gating” in MANSYS).  Give them so much to do that they are forced to download as well, and so on down the chain.  This should be started by Session II.  Explain what you are doing.  Ask other competent staff, “What am I doing that you'd like to do or learn to do?”  Have them create a list of all tasks/activities that they would like you to delegate.  Write them out.  Make it happen.  If you are successful in helping others to see the value of delegation, then they will be more likely to be enthusiastic in assuming additional responsibilites. Multiply your leadership through others.  

To those who question, "What happens when all the downloading hits the bottom of the delegation chain?"  The answer is, "old ways of doing work need to be abandoned in light of the new work systems that are being created by your very own management and Associate staffs."  It is literally impossible to run parallel management and staff systems.  An organization or an individual cannot operate the New American Hospital way and still hold on to the old system of work as well.   Duplicate systems result in double the amount of work—an impossible and insane objective.

MBWA

Read the section in MANSYS on MBWA.  Reread the section regularly, and expect your managers to do the same.  Managers use executive MBWA as a barometer of program leadership and support for change.  If managers do not see executives doing MBWA then they will not take the MBWA assignments seriously either.  

The goal is to make MBWA an effective time investment.  One CEO conducted MBWA while awarding recognition to Associates for implementation of DIG recommendations, or awarding recognition for some other major achievement.  In his view this approach provided a double benefit; one is that Associates would see him out and about in the organization, and secondly, when they did see him it was in light of awarding something positive to an Associate—a very positive image.  Make sure that you are perceived as “walking the talk,” and that your executive team is seen as "walking the talk."  Set a standard of MBWA for executives to meet weekly.  One hour of MBWA per  executive per week is a minimum recommendation.

STOP FIGHTING FIRES, START MANAGING THE 3Rs

The old hospital was well-versed in “crisis management”—it was often the only kind of management that managers or executives knew.  Little time was left for anticipating the future, for laying a solid organization foundation for higher performance.  Most old hospitals have spent too little attention and time on reward, recognition, and reinforcement needs of the organization.  Contrast that with IBM executives, who spend 10% of their time thinking only about 3R projects and programs.  If you are dissatisfied with your organization’s past and current 3R performance, you will need to make an even larger commitment to catch up in this critical area.  

Think of the behaviors that you want to see that you are not currently seeing—what needs to be provided to make those behaviors occur?  Also, think about undesirable behaviors that occur, and ask yourself what is reinforcing those behaviors?  This is the best place to begin thinking about changing the organization’s 3Rs.  

Start by providing spontaneous rewards of all kinds.  Praise someone for MBO; award $25 Management Excellence Bonuses on the spot.  Send a manager and spouse to a free dinner; cause an article to be inserted in the newsletter; or invite a “with it” manager to a Board Meeting.  Let all this be known. What you are doing is rewarding those loyal to you and the TUL philosophy, and reward-starving those who are not.  This creates a good picture of what the new heroes have to do.  Manipulating the reward system is one of the surest ways to achieve program adherence.

SPECIAL ASSIGNMENTS:  NEW HEROES ARE ABOUT TO BE MADE

The Uncommon Leader includes a number of special assignments, some of which are assigned to executives for presentation at a particular TUL Session.  Your MAC Chair or Module Leader will forward these assignments to you.  These are particular staff work assignments that usually are completed by one person.  They are identified in each respective Module Guide.  Often the MAC will create additional special assignments based on a DIG suggestion.  

If you have been given a special assignment, this is your chance to shine.  Do a  terrific job with it.  Special assignments are one way in which new heroes are made, and are an expression of your hospital’s new culture in the work of individuals.  

PUSH THE SOCIALIZATION BUTTON

Make clear to all that socialization hours are not to be skipped—they are required job time.  Get the SAC to go beyond the suggested minimum approach to socialization.  Do things between sessions.  Have your VP's toss parties at their homes.  Get creative.  There Is only so much mileage that can be gotten from the classroom.  In the end, they, the management team, must get it together.  By pushing socializing, you are providing an arena where team bonding can occur.  Socialization and team building are types of work that must be done.  As one TUL grad said recently, “I went into the course with 60 acquaintances.  When I finished I had 60 friends.”  That is the payoff we are after.

MEMBERSHIP PROFILES:  MAC, SAC, CAC, PAC, RAC & TAC
Selection of effective individuals for the MAC, SAC, CAC, RAC, PAC and TAC are critical to program success.  Outlined here are profiles of effective groups based on our experience with high-performing councils in many organizations.

MANAGEMENT ACTION COUNCIL (MAC) MEMBERSHIP PROFILE

The membership of the MAC is critical to the success of the change process.  The following list of personal and professional characteristics have been found in the most successful MAC Chair and MAC members.

1.
The MAC Chair must be well respected within the organization as a leader with vision and results.  Usually this person will hold a position with a considerable amount of influence and contact within the daily operations of the hospital.  Positions such as the Director of Pharmacy, Human Resources, Nursing, or Finance are likely positions.  More important than the position are the personal qualities which the MAC Chair must possess.  These include excellent communication skills, an ability to present a convincing point of view, outstanding organizational skills, a politically neutral reputation within the hospital, a results orientation, and the ability to champion the program.  This requires a professionally strong person.  Our experience is that this job usually requires at least  4 additional working hours per week, sometimes more, so their ability to free themselves up from their regular responsibilities is essential.  This means there must be some depth of talent within their department in order to handle the MAC Chair responsibility.

2.
MAC members other than the Chair should be managers with excellent communication skills, verbal and written; the ability to envision the future, and the strength and ability to mentor their colleagues.  As a team the MAC will direct TUL.  Outstanding organizational skills, as well as high productivity, are characteristics needed to handle the work load.

SOCIALIZATION ACTION COUNCIL (SAC) MEMBERSHIP PROFILE

The Socialization Action Council (SAC) provides the fun, relaxation, socialization, and celebration leadership for the organization.  The following characteristics have been consistently found in successful SAC members.  

1.
The SAC Chair should be someone with an infinite level of energy and a natural lover of fun.  He/she must be in good standing within the organization and a strong advocate of the New American Hospital philosophy.  Excellent organizational skills and unusual creativity are important requirements.  The ability to involve everyone and lead the social events is critical.  Someone with terrific communication skills and an extroverted personality are natural winners.  

2.
SAC members are fun-loving people who want the opportunity to demonstrate their leadership.  They have a flair for creativity and the interest and ability to spend extra time preparing for and concluding celebration activities.  They should be persuasive in getting others to join in the celebration/social activities.

COMMUNICATION ACTION COUNCIL (CAC) MEMBERSHIP PROFILE

The Communication Action Council (CAC) is responsible for the internal and external communication of the NAH philosophy and program within your organization.  The most successful programs are those with excellent communication programs.  There will be some natural skepticism about any new management program.  To overcome the skepticism you will need to communicate the changes that are occurring in your organization.  This is more than merely a story in the hospital newsletter.  It is a full blown communication campaign.  You can approach this responsibility by assigning it to one individual who would need to devote nearly 50% of their time to this function during TUL Sessions.  Another approach would be to create a Communication Action Council (CAC) to handle/share these responsibilities.  A CAC Guide has been prepared to assist you in this effort.  The characteristics of successful CAC members are listed below.

1.
An unlimited energy and creativity level.  Outstanding written and verbal communication skills are a must.  A high level of productivity and the ability to get things done within a given time frame are essential.  The CAC Chair should be someone from the managerial level of the organization.

2.
Members of the CAC need a flair for writing.  They need not be members of the management ranks or the communication department.  The most important quality is their interest in the program and their personal talent in writing or creating concepts.

RECOGNITION ACTION COUNCIL (RAC) MEMBERSHIP PROFILE

The Recognition Action Council (RAC) is responsible for creating, leading and implementing an infinite number of recognition programs, protocols, etc., that range from “spontaneous” to “well planned.”  Recognition programs should include every type of job in the organization.  Behavior that is reinforced (rewarded) will be repeated.  We want to reinforce excellent work performance, customer service, achievement of goals, and change in behavior.

RAC members must be creative and effective.  They must understand various types of rewards and recognition and the impacts they have on the organization.

PHYSICIAN ACTION COUNCIL (PAC) MEMBERSHIP PROFILE

The Physician Action Council (PAC) carries out four primary roles which are: explained in greater detail in the PAC Guide.  In summary they are: 


•  As an advisory or sounding board on how to communicate and involve physicians in the NAH effort.


•  As Partners and Customers directing the organization on the physician priorities for problem-solving in the organization.


•  As an influencing body.  To provide insight and communication to physicians who need additional attention in terms of understanding or supporting the New American Hospital approach.


•  As a coordinating body or the link pin between the physician component of NAH and other physician committees and structures providing the necessary input, information and influence to keep a synchronized effort going among all physician bodies.

Personal characteristics of PAC members include:


•  Physicians who are in specialties or practices where the hospital would expect future business to mushroom.


•  Physicians who are activists and are most likely future leaders.


•  Physicians who are friendly to hospital leadership and management, and are open-minded with respect to considering new ideas.


•  Physicians who are politically connected in such a way as to yield influence with other physicians.


•  Physicians with the personal skills to solicit input and opinions from other physicians.


•  Physicians who are supportive of the NAH philosophy and are in good standing within the organization.

TRAINING ACTION COUNCIL (TAC) MEMBERSHIP PROFILE

The Training Action Council (TAC) is responsible for coordinating all TUL education tasks and assuring that any/all training needs associated with the program are carried out.  This is a large responsibility that must be effectively achieved.  Poor training will cause the change effort to falter and never get off the ground.  Characteristics of successful TAC chairs include:

1.
Superb organization skills.  They must be able to coordinate multiple types of training efforts concurrently within the organization without becoming overwhelmed.  Excellent communication skills; written and oral, and the ability to personally conduct training sessions as well as to teach and coach new trainers.

2.
The TAC chair and members must be viewed as a credible learning resource in the organization.

EXECUTIVE TEAM

The purpose of the executive team is to provide direction to the MAC.  This may mean resolving difficult situations as well as problem-solving within the organization as it relates to TUL.  The executive team is also the authorizing body for the reallocation of resources, or allocation of new resources for DIG recommendations.

HOW TO MAKE THE EXECUTIVE TEAM WORK

Keep the executive team focused on changing culture and building the management machine, not on making a large number of fluff changes that do not affect the way the hospital functions.  Demand that MAC not come to the executive team for answers unless executive support is truly needed.  Executives will empower the MAC by insisting that MAC handle as much as feasible on their own, and can depower the MAC by insisting on too much review and oversight.  Resist the temptation to get over involved—that is why you set up the MAC in the first place!  An under-powered MAC is the number two enemy of the effort to build the NAH.  Executives who cannot lead a values-centered organization are enemy number one. 

MAC members are your prime movers in the process.  Are they sparking?  Remove non contributors, calling it a rotation.  Do not let conflicts in this group hold up progress.  A common problem is that the MAC “bottlenecks” the flow of incoming ideas from their management colleagues.  Help them set up DIGs ASAP to move things along.  Remember, your credibility hangs in the balance until the team begins to believe, and they won't believe until they see that things are really happening.

NEW AMERICAN HOSPITAL ACTION PLAN

The New American Hospital Action Plan is an integral part of The Uncommon Leader.  This outline groups the various pieces of the organization development puzzle together and suggests priority setting and sequencing.  The completeness and success of your change effort is directly related to the degree of completion of NAH Action Plan work items during The Uncommon Leader.

The MAC is responsible for ensuring implementation of the New American Hospital Action Plan.  Executives should be made responsible for ensuring that the work items on the Action Plan get done.  They should be given responsibility for parts of the Action Plan and held accountable for the completion of their portion.  The MAC should be responsible for these work items getting done (most often by DIGs), not how the work gets done. 

Executives can be assigned to subject areas that match their specialties. 

(e.g.,  Assign the marketing executive responsibility for the Action Plan section entitled, “The Customer Is King”), or you can cross normal subject areas if you think that would be more useful.  Assigning executives outside of their experience area (e.g., financial executive responsible for the Action Plan section “Start the Innovation Engine”) often leads to a greater exchange of ideas, more new approaches being tried, and greater executive development. 

A significant reward should go to executives who obtain 100% completion of their Action Plan responsibility items, and significant penalties should occur to those executives who do not complete their assignment.  

While this assignment will create some pressure and possibly some friction between executives and the MAC, we are intentionally trying to pressurize the organization leadership.  Only through this pressurization will we thaw old behavior patterns and refreeze behavior in the “new way” of doing things we are instilling in the management team.

THE MAC CHAIRPERSON

Before TUL, it is difficult to imagine the amount of work and leadership required of the MAC Chairperson.  Do not underestimate the value of this position to you or to the success of the program.  The MAC Chairperson will lead, direct, and manage all components of the program.  This person will assist you in monitoring the progress of the program, return on investment, and difficulties which might be encountered.  S/he will be your “right hand” on this project. 

The MAC Chairperson should plan to invest 50% of their time for several weeks in 

pre -TUL set up.

GET YOUR EXECUTIVE DUCKS LINED UP  

Studies show the necessity of getting the executive layer in support of the change program, followed by those in middle management.  Be prepared for signs of resistance from each of these two groups.  Find ways to help them work through their opposition and send signals of support to those lower in the organization who are trying to speak up.  For example, in the classroom find something that someone lower in the organization is talking about and voice your support for it.  Remember, effective organizations have a balance of power vertically, and this is a problem you must attack in a hierarchical system.

PROBLEMS/TROUBLESHOOTING

MAC members should be asked frequently about their frustrations and concerns with the functioning of the executive team.  A new set of roles and new, unfamiliar responsibilities often are frustrating.  Every MAC/executive team group has experienced periods of wheels spinning, confusion, and discouragement.  Keep pushing, keep positive, and keep working toward the goal of organization excellence.  
SPECIFIC EXECUTIVE RESPONSIBILITIES

POST-PLANNING CONFERENCE “NEXT STEPS”

The following Action Plan is provided to ensure smooth preparation for The Uncommon Leader (TUL) after the Planning Conference.  Specific responsibility for each item should be assigned immediately following the decision to go forward with TUL and the return of a signed Agreement to MHI.

DONE

____
1.
Determine the program dates for TUL program sessions as soon as possible.  Check board, executive, and hospital calendars to avoid possible conflicts.  If the program agreement has not been signed and returned, please do so at once so that TUL program support materials can be sent to you.

____
2.
The CEO should select the MAC, SAC, CAC, RAC, PAC and TAC Chair-persons.

____
3.
Contact Management House to arrange a site visit of an organization that has gone through The Uncommon Leader process. The organization chosen for your visit will be based on your group’s needs and situation.  



The site visit team should include the MAC, SAC, CAC, RAC, PAC, and TAC Chairpersons, the CEO, and other key individuals as needed.  The general focus of the visit is operational details, identification of possible roadblocks or obstacles to change, and an assessment of the commitment required to make organization change.  The entire site visit team should review the proposal for The Uncommon Leader, and the MAC, SAC, CAC, RAC, PAC, TAC and DIG Guides in advance of the site visit so they will be familiar with program mechanics and operations in advance of meeting with host organization managers and executives.  As CEO, you may wish to withhold the portion of the proposal that addresses professional fees as it is of no value to the group and may cause unnecessary questions/objectives that can only serve as a distraction to the work to be done.

____
4.
Develop a tentative participant list for the TUL Classroom experience, and notify Management House as soon as possible of the number of expected attendees in order that classroom supplies can be prepared for shipment to you.  See your agreement for maximum participation levels.  

____
5.
Specific instructions for the MAC, SAC, CAC, RAC, PAC and TAC are provided in their respective Guides.  The Uncommon Leader Administration Guide provides the needed program support information and instructions, including seminar and room arrangements information.  Check with the MAC Chair to assure that your guides have been received or are on their way to your organization.

____
6.
If you are arranging a “Train-the-Trainer” and TUL orientation workshop days for your internal trainers, please contact Management House at once to schedule these days.  These workshops should take place at least four weeks before the first TUL Session.  An earlier schedule of these training days is better as it provides your team with more time to prepare their part of the work.

TIME ALLOCATION  

One chief executive said, “Show me your calendar, and I’ll tell you your priorities.”  Managers frequently complain of not enough executive time being spent on MBWA, and of work items or projects bottled up by executive 

“review”— a holdover behavior from the old hospital.  We would suggest executives monitor their time allocations using a time log for a two week period, and report to each other both their findings and how they plan to reallocate their time to support the New American Hospital effort.  

VP/MENTOR GROUP 

One of the recommended activities during TUL is the establishment of “mentors” for managers going through the program.  Executives may wish to make some variations on this idea, either by serving as mentors for each other, or by asking  either the CEO or a MAC member to be their mentor.  The request for a mentoring relationship is a sign of keen awareness and intelligence.  It is not a sign of weakness or unnecessary need.

One executive team developed a list of discussion topics after reviewing The New American Hospital Action Plan.  Then, the executive team met for an hour each week throughout TUL and worked through the topics, rotating discussion leadership.  A lot of ideas were shared, more ideas were generated, and lines of communication, already strong, were expanded.

While on the subject of mentoring, one of the more interesting variations on TUL mentors is to allow managers to pick their own mentors.  Like a sandlot ball game, it is telling who is picked—and who is not.

EXECUTIVE FOLLOW UP

There is a great deal of work involved in transforming your organization into a NAH.  This is probably more work than most of the management team has undertaken before.  It is a sequential program which builds upon itself.  For a successful change process to occur, it is essential that each manager does his/her job.  Therefore, executive follow-up is essential.  Lee Iacocca followed up with his black book; you will also need to follow up with your staff.  Let the message be clear that those who do their job will be rewarded, and those who do not will not be left in positions of management responsibility.  One way we have provided to manage the follow-up process is to have the MAC create a listing of all of the managerial and special TUL assignments that are assigned throughout the program, and report non-compliance.  This will allow executives to pinpoint managers having difficulty, and allow the chief executive to identify which executives need to improve their managers’ performance. 

A stream of recommendations and signals regarding organization problems will be coming to you after each session from the small group reports.  Do something about these.  Where you can approve changes immediately?  Make the changes quickly to build your credibility and send a strong signal to the team that will further embolden them.  On more complicated problems, set up DIGs to start punching out the answers.  Remember, you are trying to change things, and your best chance to do that is while TUL sessions are in place in the organization.  Use this arena to further your agenda for the organization.
A number of assignments are given to managers at each session.  Old habits are hard to break and there is a tendency for managers to not take these assignments seriously until you ask to see the results.  

ATTACH CONSEQUENCES TO NON COMPLIANCE

Within two months of the program onset, start requiring certain behaviors.  Ideas:  When your management meetings start, lock the door to deny access to late-comers, or require that a piece of TUL homework, say a completed Performance Plan, be the ticket of admission to the meeting.  These gestures can be handled deftly and in an inoffensive way, but they will be very effective in getting people to jump on board.  Remember, you are teaching managers to change their behavior, and shifting the management culture.  Symbols are more powerful ways to control group behavior than individually aimed directives and punishments.

CONSULTANT MANDATE

While it is implicit in your decision to go ahead with TUL, realize that you are engaging Management House staff to act as your agent.  In consulting work this is described as giving a mandate to the consultant to act in your behalf.  Hence we will be taking an activist role in trying to push your managers and the organization into taking action.  We will do our best not to ruffle people's feathers, but we will be constantly challenging and directing.  We are always open to your suggestions and will try to incorporate your directions, but it is important to recognize at the outset that it will not always be possible.  Our major concern has to be with the organization's interests, its overall mission accomplishment, and what is best for the team.  You can best assist us if you will forego defensiveness over turf issues and show your willingness to support change energy against the status quo.  We are aware of the great trust you are placing in us, and will do our level best for you.

THE UNCOMMON LEADER: SESSION BY SESSION EXECUTIVE OVERVIEW

The following overview is provided to help keep you on schedule as the TUL program unfolds. The time frame intervals should not be delayed in any way.  If you are able to, you may condense some of the time frames.  Some executives find it helpful to retain this overview for referral as the program unfolds.

IMMEDIATELY FOLLOWING PLANNING CONFERENCE

• 
Based upon their response to the Planning Conference and other personal qualities that you are aware of, determine which of the potential council members will be strong supporters of TUL and therefore good assignees to the MAC, SAC, CAC, PAC, RAC and TAC Councils.

•
Determine who will be participating in the formal TUL Sessions.  Consult your TUL Proposal for participant limitations.

ONE MONTH IN ADVANCE OF SESSION I
•
The chief executive is to send a letter of invitation to each TUL participant.  The letter briefly announces the program and invites them to a management meeting for further information.  Your MAC Chair has a detailed outline for this meeting including all information which is to be distributed.  Allow the MAC Chair to assist you in planning the orientation meeting.
•
Following the “kick off” orientation meeting with the management team, schedule round-the-clock meetings with Associates to introduce the program.  These sessions should be conducted by no one other than the President of the organization.  By having the President conduct the meetings, additional credibility is added to the announcement.  Content for the meeting should include messages that all Associates will be participants, and the organization is interested in hearing their ideas for improvements in the organization.  Further, all Associates will have as much opportunity as they desire to be involved in creating and implementing improvements.  This is a total team approach.

•
The chief executive should meet with the MAC and CAC Chair persons to plan an organization-wide written communication piece announcing the NAH. 

•
The chief executive should meet with the CAC Chair to determine where the “President’s Column” will appear in print.  This may be included in a new communication effort, such as a NAH Newsletter, or it may be included as a regular item in the current newsletter.  A message from the president needs to become a routine piece appearing no less than one time per month.

•
The executive team presents the “commitment to excellence” statement which was developed at the Planning Conference to potential members of the MAC, SAC, CAC, RAC, PAC and TAC groups.  Explain why you have signed it, and what it means to you.  Ask them to sign on.  Do not allow any non-signers to be on a Council.  Those who are selected should be congratulated on their assignment to the council at this time.

•
Process the “commitment to excellence” statement experience with the entire management team prior to TUL Session I.  The objective is to explain what the commitment statement means and what it means if they personally sign it.  It is expected that all TUL participants will sign the commitment statement.  Those who want to debate the merits of the statement, its intentions, etc. are looking for reasons not to sign it and should not be a part of the TUL Classroom sessions.  Further, consideration as to the appropriateness of such an attitude as a part of the management team should be seriously rethought. 



With respect to how to use the completed commitment statement, consider arranging for enlarged poster size reprints of the signed "Commitment to Excellence" statement to be prepared and posted in prominent locations throughout the organization.  Executives may want a smaller 8 x 12 or 12 x 16 size to hang on their office walls.  Department leaders may want copies to hang in their department.  The signed commitment statement should be prominently displayed throughout the organization.

•
The chief executive is to establish the time and place whereby s/he will meet with the MAC Chair routinely.

•
Establish the criteria whereby the MAC would know what types of problems or situations are to be reported to the executive group. 

•
Review the NAH Action Plan with the executive team at your very earliest convenience.  In this review you are to determine if you find any of the Tasks objectionable, and to advise MHI of those particular Tasks.  In addition, the executive team is to confirm that the Module Leader assigned to each of the Tasks is the appropriate person to handle that work, and/or if someone with special talents may be assigned to any one specific Task.  Note that the NAH Action Plan is coded by TUL Session.  Work through those items which relate to the session which you are about to embark upon.  Do not go to items that surpass the session you are currently working on.  

•  
Review MANSYS to see if your executive team finds any difficulties with it.  MANSYS will be presented to participants for their recommendation, so there will be a later opportunity for executive opinion and support to be heard.  For now, do you see any reason why any portion of the system should not be presented to participants?  Notify Management House if this is the case.

•
In addition to managers and Associates, there are a number of other groups of people important to your organization, including the board of trustees, physicians, volunteers and the community at large.  Each group needs to be informed of the NAH philosophy.  There may be some skepticism on the part of a few board members and/or physicians.  In addition to the President’s column in the NAH Newsletter, there should be some means of constant communication from the executive office to physicians regarding the amount of change occurring and the priorities they would like to have addresses.  



One idea would be to invite physicians to attend TUL Sessions.  Few, if any, will actually attend.  However, the invitation would have been extended.  Another suggestion is to provide a brief overview of what the NAH means at a medical staff leadership meeting.  Physicians would then carry the message back to their colleagues.  Certainly, a series of NAH updates from the president should be carried in the physician newsletter.  You should provide the CAC with needed direction and support in approaching these target groups.

ONE WEEK PRIOR TO SESSION I
•
Give some serious and creative thought to how you are going to stand out above the crowd at Session I in terms of participating in the SAC activities.  For example, if the SAC is planning a “crazy 


T-shirt” day, then you may want to have 3 or 4 different crazy T-shirts that you will change into at different times of the day.  In some way you want to start the program (Session I) with a demonstration of your creativity and support for the program and SAC.   

SESSION I

SESSION I

•
The board of trustees is an important group of people who must be kept informed.  You may want to invite appropriate board member(s) to attend TUL sessions as well.  Few, if any would attend.  It would be particularly good to invite one of the board members to attend Session I, where the two of you could have a brief “ribbon cutting” ceremony to christen the NAH.  This is a great idea to demonstrate board support for your leadership, and is a terrific photo opportunity to be carried into communication pieces.

FOLLOWING SESSION I

•
Establish new management operating procedures that will support the NAH philosophy.  For example, start each management meeting with a report from Vice Presidents on what NAH events or changes have occurred in their departments.

•
Demonstrate in a visual way that you are a NAH leader.  For example, give up your premier parking spot, private coffee pot, or private executive bathroom.  Retitle your Executive Assistant.  Review the input from attendees at Session I to see if there is anything they have suggested that you can implement.

•
Sign up to chair a DIG.  This is a sure fire message that as the primary leader of the organization, you too are participating in all ways in the change process.

FOLLOWING SESSION II

By this time, the DIG process is really starting to roll.  There are more DIGs going on than were ever imagined—and this is just the start!  Some DIGs will make recommendations that may require additional financial resources which were not formally planned for, and which are perceived as not attainable.  Make a statement by selecting one of these recommendations and funding it unexpectedly.  Choose a recommendation that when implemented will affect a large number of Associates.  Then watch the message fly through the organization like the speed of light!
FOLLOWING SESSION III

Session III is usually a “low morale” point of the change process.  The workload up to Session III has been increasing rapidly with no end in sight.  Be sure to provide many encouraging messages while holding firm on project deadlines, assignment responsibilities, etc.  In addition:

•
Plan the cascading of the NAH message and training through the organization.  How will momentum be continued?  Contact MHI for ideas specific to your organization in this area.

•
Create a President’s Award.  Some ideas for recognition would be an award for heroic or uncommon leadership demonstrated by anyone in the organization.  Another idea would be to purchase Samurai swords like the ones used in the program and create a traveling Samurai Award for leadership or demonstration of values.

•
Monitor the progress of the NAH Action Plan.  Is the culture being changed, is a management machine being built, or is work simply being done?

•
Monitor the progress of the return on investment of the program.
FOLLOWING SESSION IV

By this point in time, the management team will begin to feel somewhat fatigued.  They may begin to look at the final program Session as the end of TUL.  Although it is the conclusion of the presentation series, it is not the end of the change process by a long shot.  The NAH and the progress toward excellence is a continuous one.  The staff may need a little pep talk about now.  Tell them how well they are doing, and point out how much more needs to be done.

•
At this point in time, a great deal of change should be happening within the organization.  This would be a good time to have a second series of round-the-clock meetings with Associates.  Listen carefully to what it is they are saying.  They will tell you if they see changes occurring, and how they feel about what is going on.  Take immediate action.  Make decisions on the spot if possible.  Rapidly follow-up on their comments of concern.
FOLLOWING SESSION V

At this point the foundation of management development for the team has been completed.  There are advanced topics that may be considered for future development, but for now it is important to assure that all managers are using the tools provided to date, living the values, and managing within the agreed upon MANSYS systems.

Whatever pieces were left alone along the way, now is the time to reflect upon them, and plan to recover them as desired.  Some of the pieces were left alone intentionally as they did not fit as closely as desired with other aspects of your organization.  However, other pieces were left alone at the time because there were more pressing issues at that moment.  Now is the time to recover these worthy tools and put them into place.  

At this point one or more of the management/supervisory team has demonstrated extraordinary support, business results, and contributions to the program.  This person, or these people should be considered for recognition and/or possible promotion or expansion of responsibilities.   

SMALL GROUP PROCESSES

Among the objectives for The Uncommon Leader is the improvement of the organization's systems and performance, and the building of a sense of team power among managers.  The program accomplishes this by allowing the participants many discussion opportunities in which they relate program content to particular work situations.  In many cases, what management should be doing does not match up with what is actually going on back at work, and this creates a dissonant energy which can be used to change things.

Numerous small group sessions held within the formal training sessions lead to the development of lists of recommendations for change for your organization.  Over the period of the entire program, several hundred ideas will emerge.  Some of these are in response to ideas regarding adoption of various segments of MANSYS or other key elements put forward by the presenter.  But, most recommendations come out of the group's own creativity.

Do not be alarmed at the group process.  It is normal for there to be some heat, debate, even confusion, as the groups grapple with various issues.  The program is ventilating a lot of pent-up energy, and in some cases emotion.  These groups will not become gripe sessions as they will be positively directed toward solutions.  Some executives or observers who are unaccustomed to group process may question or wonder what this represents.  It represents human energy and the desire to make improvements.  Typically, early group sessions are more pressured.  As the group learns that it can have its' say, they will begin to relax.  Do not worry about occasional gripers.  If their cause is not just, the group will freeze them out.

Keep in mind that the messenger who brings bad news is not the problem.  It is not bad or shameful to talk about problems the organization has.  What would be wrong would be to do nothing about these problems.

It is important for executives to voice their support for those who are trying to speak out during the meetings.  Comments of appreciation for hearing the bad news, or admiration for the one who had the courage to speak up (when all the others remain silent) send an important signal.  By endorsing this behavior, executives are saying that they want to hear.  If the executive team thinks they are not ready for this, contact Management House immediately to determine what should be done to rescue a bad situation.

ENSURING HIGH RETURN ON INVESTMENT

Think of The Uncommon Leader as running on a parallel track to the organization.  The magic is not in the program, which is simply a support mechanism to the organization.  The magic or results are in the structured work tasks that are identified in the NAH Action Plan and Module Guides.  One reason that the sessions are spread out is to allow time for the organization to digest and respond to the ideas that result from the previous session. 

Keep in mind there is no value in running training programs unless they build the organization's business.  TUL returns far more than its cost (high ROI) by providing this discussion and problem solving arena.  It has been our experience that ideas generated during the program are valuable and needed by the organization.  Estimates by previous clients indicate that the course will return multiples of its cost.  This is possible only if action is taken on the recommendations.

It is strongly recommended that as many items as can be acted upon quickly be done.  This will strengthen the management team and make believers out of them.  As they see that the program gives them a way to effect change, they will become more and more enthusiastic.  Obviously, some projects will not be able to be handled in a quick response fashion.  But to take little or no action would be an embarrassment to the executives who have commissioned this effort.  How can this be done?  If the avenues for dealing with this segment of the program are not clear, meet immediately with executives to determine the best courses of action. 

WORKOUT SESSIONS

An Opportunity for Practical Problem-Solving
The Concept.  An idea that has proven worthwhile is to conduct WorkOut Sessions following each of the seminar sessions presented by Management House.  There is so much material covered in these program days as to be almost overwhelming.  A separate meeting, usually held within a few days of each content-heavy seminar, is helpful in making sure that all team members have a firm grasp on what they are to do, and to work out any issues needing a more complete discussion.

WorkOuts range from two hours to a complete day.  They are primarily interactive with most of the time being spent in discussion by the group as a whole, or in smaller groups working on problem pieces.  The sessions are conducted by executives or MAC members, and are oriented to problem-solving and making decisions, rather than being informational or educational in nature.  Some organizations have converted old department head meetings into WorkOuts as a way to save time.  Avoid the tendancy to revert to the old one way information giving  format of previous department management meetings. The primary focus of WorkOut Sessions is to remain oriented around problem-solving and getting work done.

The Objective.  The purpose of these meetings is to solidify in people’s thinking exactly what has to be done, and to provide the structure that will make sure it gets done.  The price of not getting the changes made that the program calls for will be a failed organization renewal effort.  Remember Lee Iacocca’s famous dictum:  “First delegate like hell, then be a SOB and follow up.”  Hoping that people will do their assignments has proven to be naive management in some other TUL implementations.  Managing follow up is better than wishing things turn out okay.

The Agenda.  Agenda items for WorkOut Sessions can be submitted by any member on any topic, but usually derive either from new assignments presented in the just completed seminar, unfinished pieces of work from previous sessions, or in the need to get at change management problems associated with implementing the New American Hospital.  The agenda length dictates the length of the meetings, some being longer than others.

An assignment sheet for participants is given out at each Uncommon Leader session, and a second assignment sheet for executives is also distributed.  Asterisked items on those sheets represent possible items to consider for WorkOut sessions, but are neither inclusive or exclusive—make the agenda what you want it to be.  Remember the meeting should discuss what you think is needed.

Conferencing Techniques.  A variety of conferencing skills can boost meeting performance.  Suggestions:


•  
Equipment:  Overhead, screen, acetate sheets, flip charts, markers.


•  
Cheerleaders for pep, success stories for motivation


•  
Put executives out front, get them trained if they are not skilled, or use 


managers good at facilitation.


•
To get the group involved, 




—Ask lots of questions




—Ask the group to respond to participants questions




—Laundry list the group’s responses on flip chart pages, then hang 



     them up around the room


•  
Use small groups:  Take the problem(s) and divide it into pieces so that 


groups can work on it.  Give them a time line and clear definition 



of what it is that you want them to achieve.  It may be appropriate to use 


DIG problem solving guidelines for certain topics.

THE UNCOMMON LEADER

EXECUTIVE SESSION I ASSIGNMENTS
TOPICS:
CREATING THE NEW AMERICAN HOSPITAL


UNCOMMON LEADERSHIP &  MANAGEMENT EFFECTIVENESS


Concentrate all your thoughts upon the work at hand.  The sun's rays do not burn until brought to a focus.


Alexander Graham Bell

Be Prepared.


Boy Scouts of America

Please follow up with your managers to assure their TUL assignments are being completed and the organization changes we discussed are underway.  Your attention to these items will significantly improve individual and organization performance.  A number of items might be handled by using a Do It Group---this would net further refinement of the project and buy-in from the team.  Thank you.

Follow Up Items From This Session

 1.
Begin by reviewing the attached assignments sheet for other groups such as the MAC or manager participants.  Any and all of the items on those lists are an addendum to your own burden in terms of your need to monitor that these items are being carried forward.  You retain executive change agent responsibility.  Delegation does not mean abdication.  The great law of delegation:  "Delegate like hell, then be a S.O.B. and follow up!"

 2.
Let the MAC prepare their recommendations from this session and then meet with them to make sure all the pieces are coming together.  Decide whether you are going to get at this work list in part by having a WorkOut Session following the seminar.  Management House strongly recommends Workouts as a practical way to get a lot of work done, get it done fast, and get it done uniformly across the organization.  See the document, “Ideas for WorkOut Sessions” which is part of the Change Driver Manual.  Elements of the assignment sheets for this session which might be particularly worth considering for a WorkOut Session have been asterisked for possible inclusion on that agenda.

 3.*
Really focus on getting the work needed to implement the values statement* done at the earliest possible date.  Push this early as the centering point for all the other organization changes you'll be doing. 

 4.*
Go over all the work items with your managers:  the first quarterly Work Plans,* their individual development plan*, and the like.  At this point, practices such as a key results hour,* work gating,* meeting management* are all new to them (and probably to you, too).  Help get these practices cemented into place now and you'll have fewer headaches later on.  We do not want to hear your name mentioned later on as one who didn't set the example in your own behavior.


Start enforcing the Meeting Management Guidelines* and the other MANSYS pieces.  These are guaranteed to improve results and accomplishment of the objectives.  This will be difficult at first since new skills and habits are being established.  Consider how you might reward the new behaviors.

 5.*
Be sure the Do It Group (DIG) assignments* established for all managers gets off the ground.  Unless you want to do your managers' jobs for them, get them into the groove of problem-solving with DIGs now.  To help these groups be successful, it may be useful to have a meeting where you or others talk to them about how to run group process. 

 6.
See if the Socialization Action Council (SAC) can come up with something wild and zany.  If they can get the group to really "wing out" it helps to shake out the wrinkles and break down the communication masks that people have gotten used to wearing.  More than just wine and cheese is now needed.  Find something to celebrate and keep this fun stuff going to offset the performance anxiety managers will be feeling with all the change we're throwing at them.  Each executive should consider sponsoring or hosting a social event for his/her own people to build divisional teams as well.

 7.*
Review the following sections of the New American Hospital Checklist.  Are you accomplishing the goals set?

•  
Values Centered Managing & Climate

•  
Build Intelligence System

•  
Executive Team Development

•  
Redefine Executive Team Role


The second way to approach the work entailed in the checklist is to review it in its' entirety looking for items that are supposed to be done  by or near the conducting of Session I.  So think in both terms of specific pieces of work and in terms of major sections of the checklist. 

 8.
By the end of the first session it usually becomes clear how enormous the change program is.  In order to win the "hearts and minds" of your managers and Associates, you may want to consider assigning your marketing people to the promotion of the New American Hospital as a top priority (put them on the CAC or advisors to the CAC).  Several client organizations have allocated 50% of their marketing staff to internal marketing of the NAH change effort.  Their thinking was that if all Associates are completely sold on the importance of the objectives, then Associates will do the work of changing problemed or ineffecient work systems in the hospital, and carry a powerful positive message of operational Excellence to the external marketplace.

 9.
"Feedback changes behavior."  Begin the design and installation of a KRA results measurement system that rates managers and their departments.  The MIS manager should head up a task force to design something simple and workable that can be installed in the next 60 days.  The system should provide 2-4 measures of the values and each KRA and will probably include ratings from associates, customers, peers, and executives.  Management House will be happy to visit with your staffer about the project.

10.
Other:

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

PARTICIPANT SESSION I ASSIGNMENTS 

TOPICS:
CREATING THE NEW AMERICAN HOSPITAL


UNCOMMON LEADERSHIP &  MANAGEMENT EFFECTIVENESS

If I had to select one quality, one personal characteristic that I regard as being most highly correlated with success, whatever the field, I would pick the trait of persistence.  Determination.  The will to endure to the end, to get knocked down seventy times and get up off the floor saying, "Here goes number seventy-one!"


Richard M. DeVos
The following list of assignments from the session need to be completed and will be reviewed by your executive.  Your attention to these items will significantly improve individual and organizational performance.  In some cases it may be necessary to involve other departments or set up a task force.  Remember, the classroom is just a starting point for the real work of changing the organization.  Your contribution to this effort is what will make excellence managing possible.  Thank you.

Follow Up Items From This Session

 1.*
Follow up with any interdepartmental visits* that you need to make.  Associate visits may be appropriate for the next session, so you need to establish your initial beach head exchange in the next few weeks.  Your objectives are to learn more about their operation, make personal contacts, and extend the hand of fellowship.  On this foundation much more will be built in the near future.

 2.*
The values statement* turned out very well.  Key to making this work is to:

•  
Post the Commitment and Values statement

•  
Build the training component for roll out to all Associates 

•  
Tie the values to systems and rewards  


Push this early as the centering point for all the other organization change you'll be doing.  At this point, post the values in your unit ASAP and give them your explanation of what it means.  More training and discussion opportunity will follow, but get them "in the know" right away.  

 3.*
Meet with your Associates* to group discuss, "What's Needed in Our Unit to Be More Excellent?  This is not a discussion of what others should do, but what we should do. 

4.*
Decide how you will accomplish the benchmarking assignment.  This can be done individually or as part of a group.  The objective was to identify a “best practice” at an excellent organization and make some application of that thinking in your unit.  We will not be excellent ourselves until we do what winners do. 

5.*
Post any changes or improvements you make on the New American Hospital Scoreboard.  While you may not think it's that important, it is another "snowflake in the blizzard."  Others need to see the total improvement effort.

6.*
Create your individual development plan from the results of the Inventory on Managerial Effectiveness.  The plan should be reviewed by your supervisor within 3 weeks.  Individual development may involve books and tapes from  the Management Library, or other common sense approaches.  Let this be a beginning to lifelong learning in our management careers.

7.*
Complete the first quarterly Work Plans (gray sheets, MS-02).*  On the first attempt, these are often too generalized and fuzzy.  Start thinking in hard specifics as to what you're going to get done in each of the KRA areas in the next 90 days.  It's OK to leave some blanks in the form, but start nailing down what you will accomplish.  Many managers post their gray sheets or discuss with Associates the near term direction the unit will be taking.

8.
Apply the Work Gating Flowchart to the work pile on your desk.  Start talking about the need to trash the trivia with your Associates.

9.*
The KRA Hour* was to be established.  If KRAs are to be accomplished, time for their accomplishment must be set aside, or all is lost.  'Nuf said.

10.*
Do It Group assignments* were to be established for all managers.  This mechanism is particularly important to the overall change effort.  It's not unusual for DIGs to flail around and struggle in the early going; they're often too generalized and not focused on a specific task.  Don't let your group run amok.  Follow the MANSYS guidelines on task forcing and meeting management.  Remember, the whole goal of management is results, and you've got 30 days.   

11.*
Support the socialization activities which SAC sponsors.  Do something to loosen up your own unit in the way of a fun event.*

12.*
Review the following sections of the New American Hospital Checklist.  Are you accomplishing the goals set?

•  
Values Centered Managing & Climate

•  
Build Intelligence System

•  
Executive Team Development

•  
Redefine Executive Team Role


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done by or near the conducting of Session I.  So think in both terms of specific pieces of work and in terms of major sections of the checklist. 

*Possible WorkOut Session agenda items.  Where do you or the team need to get the work done and make things happen?
THE UNCOMMON LEADER

EXECUTIVE SESSION II ASSIGNMENTS 
TOPICS:
LEADING PEOPLE TO GROWTH & CONTRIBUTION


LOSERS TO WINNERS:  TRANSFORMING PROBLEM PEOPLE
Success...seems to be connected with action.  Successful men keep moving.  They make mistakes, but they don't quit.


—Conrad Hilton
Please follow up with your managers to make sure that their TUL assignments are being completed and that the organization changes we discussed are underway.  Your attention to these items will significantly improve individual and organizational performance.  A number of items might be handled by using a DIG—this would net further refinement of the project and buy-in from the team.  Thank you.

Follow Up Items From This Session

 1.
Begin by reviewing the attached assignments sheet for other groups such as the Advisory Committee or manager participants.  Any and all of the items on those lists are an addendum to your own burden in terms of your need to monitor that these items are being carried forward.  You retain executive change agent responsibility.  Delegation does not mean abdication.  The great law of delegation:  "Delegate like hell, then be a S.O.B. and follow up!"

 2.
Let the MAC prepare their recommendations from this session and then meet with them to make sure all the pieces are coming together.  Decide whether you are going to get at this work list in part by having a WorkOut Session following the seminar.  Management House strongly recommends Workouts as a practical way to get a lot of work done, get it done fast, and get it done uniformly across the organization.  See the document, “Ideas for WorkOut Sessions” which is part of the Change Driver Manual.  Elements of the assignment sheets for this session which might be particularly worth considering for a WorkOut Session have been asterisked for possible inclusion on that agenda.

 3.*
Managers were to conduct a survey among their staff using the Management Practices Evaluation* form.  This will cause some anxiety.  Use this energy to show managers how behavior change now can make them more of a winner in the future.  Do not see your role as just trying to calm everyone down—some of these folks need to conduct a serious reexamination of their management role and their effectiveness in that role. 

 4.*
Getting Action Plans* for problem employees underway has proven to be one of the most difficult tasks because managers shy away from this work.  But getting this done early, and getting people either shaped up or shipped out will make the rest of the year infinitely easier.  A lot of supportive hand holding and executive review is needed on this target.

5.*
Review with all managers the various pieces of work on their checklist.  At this stage you are likely to see a slowing down of effort or even a pretense that they are doing all of the pieces.  Don't be naive about the need to keep inspecting and monitoring.  Don't let program momentum fade.  Try both carrot and stick mechanisms—a social event might be helpful, or a reward goody, to keep people going, or, a swift kick to push the obstructionists.  This is the time to earn your executive pay.

 6.*
Review the following sections of the New American Hospital Checklist.  Are you accomplishing the goals set?

•
Management Team Development

•
Redefine the Role of Management

•
MANSYS:  Standardize Practices

•
Rein in Restrictive Personnel Practices


R.E.S.P.E.C.T.

•
Power Up, Magnify Human Resources

•
Build "Rich" Reward System


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done  by or near the conducting of Session II.  So think in both terms of specific pieces of work and in terms of major sections of the checklist. 

 7.
Other:

Follow Up Items From Previous Sessions

 1.
Go back and look at the Session I assignments.  Are things getting done, or are more and more things falling by the wayside? 

 2.
Is the Scoreboard up yet in the cafeteria?  If not, the change program's communication effort is being jeopardized.  How do people know what is going on? 

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

PARTICIPANT SESSION II ASSIGNMENTS 
TOPICS:
LEADING PEOPLE TO GROWTH & CONTRIBUTION


LOSERS TO WINNERS:  TRANSFORMING PROBLEM PEOPLE
Every great work, every big accomplishment, has been brought into manifestation through holding to the vision, and often just before the big achievement, comes apparent failure and discouragement.


—Florence Scovel Shinn

Never give up then, for that is just the place and time that the tide will turn.


—Harriet Beecher Stowe
The following list of assignments from the session need to be completed and will be reviewed by your executive.  Your attention to these items will significantly improve individual and organizational performance.  In some cases it may be necessary to involve other departments or set up a DIG.  Remember, the classroom is just a starting point for the real work of changing the organization.  Your contribution to this effort is what will make excellence managing possible.  Thank you.

Follow Up Items From This Session

 1.
Arrange for initial interdepartmental Associate visits or rotation assignments.  It is understood that there is never a good time to do the rotation which is all the more reason to do it soon.  The objective of rotation assignments is to increase the ease of communication among departments thus facilitating faster and better problem solving among departments.  


 2.*
Review with your executive the Management Practices Evaluation* which your Associates complete.  He or she will be looking for your suggestions for change based on this feedback.  The goal isn't to try to please everyone, but to make necessary adjustments that are called for.  Don't be threatened by this, we are all learning.  

 3.
Think through what you need to tighten up in either Consideration or Structure as determined by your scores on the Leadership Opinion Questionnaire.  Your executive will be discussing this with you as you mutually plan how the organization should zero in on a more effective approach to leadership.

 4.*
In the next two weeks submit Problem Employee Action Plans* on all problem people.  Getting bad people out and marginal people turned on will make a major difference in the organization—and represents a very high return on investment value from the course!  It's normal to not want to deal with this job, but once done a lot of your other work will get easier!  This is a problem that requires Structure in leadership.

 5.*
Finish the Managing Motivation Release* (MS-01) done to complement the first Work Plans (MS-02).  Remember, management is getting things done through people, and this is structuring the question of what motivates people around the work that you are responsible for accomplishing.

 6.
Complete Priority Evaluation & Protection (MS-04).  This is an optional tool, but needed if you are having trouble getting your boss to agree to the priorities you want to set 

 7.*
Get the multiple interview selection process* in place.  Don't let any more Bozos in through light selection screening!

 8.*
You should now be on your second DIG, and begin bringing your Associates on to allow a greater number of DIGs to operate than did in the first round.*  Be sure that at least half of the DIGs are aimed at items on the New American Checklist listed below.  The danger is that the DIGs will go after needed project items which fix current problems but do not change the way in which the organization works as a system—that is what the checklist items are aimed at.  Half NAH checklist, half work items seems a good balance.

 9.*
Feel free to start whatever DIGs or projects are needed within your own unit.*  The organization renewal effort is somewhat coordinated, but much of it relies on self starting managers!

10.*
Review the following sections of the New American Hospital Checklist.  Are you accomplishing the goals set?

•  
Management Team Development

•  
Redefine the Role of Management

•  
MANSYS:  Standardize Practices

•  
Rein in Restrictive Personnel Practices

•  
R.E.S.P.E.C.T.

•  
Power Up, Magnify Human Resources

•  
Build "Rich" Reward System


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done  by or near the conducting of Session II.  So think in both terms of specific pieces of work and in terms of major sections of the checklist.


Please help your executives and MAC keep the organization development program on track.  If we are not getting things done right, speak up so that all may benefit.

Follow Up Items From Previous Sessions

 1.
How are the following items working for you and the team?

KRA Hour

Meeting Management

First quarterly work plans

Are values and commitment statements signed and on the wall?

Life is queer with its twists and turns,

As everyone of us sometimes learns,

And many a failure turns about,

When he might have won had he stuck it out,

Don't give up though the race seems slow, 

You may succeed with another blow.

Success is failure turned inside out,

The silver tint of the clouds of doubt,

And you never can tell how close you are,

It may be near when it seems so far.

So stick to the fight when you're hardest hit,

It's when things seem worse,

That you must not quit.


                                             —Unknown

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

EXECUTIVE SESSION III ASSIGNMENTS 
TOPICS:
THE CUSTOMER IS KING


ACCOUNTABILITY IN MANAGEMENT


Nothing in the world can take the place of persistence.  Talent will not; nothing is more common than unsuccessful men with talent.  Genius will not; unrewarded genius is almost a proverb.  Education will not; the world is full of educated derelicts.  Persistence and determination alone are omnipotent.

—Calvin Coolidge
Please follow up with your managers to assure that TUL assignments are being completed and organization changes we discussed are underway.  Your attention to these items will significantly improve individual and organizational performance.  A number of items might be handled by using a DIG—this would net further refinement of the project and buy-in from the team.  

Follow Up Items From This Session

1.  
Begin by reviewing the attached assignments sheet for other groups such as the Advisory Committee or manager participants.  Any and all of the items on those lists are an addendum to your own burden in terms of your need to monitor that these items are being carried forward.  You retain executive change agent responsibility.  Delegation does not mean abdication.  The great law of delegation:  "Delegate like hell, then be a S.O.B. and follow up!"

2.  
Let the MAC prepare their recommendations from this session and then meet with them to make sure all the pieces are coming together.  Decide whether you are going to get at this work list in part by having a WorkOut Session following the seminar.  Management House strongly recommends WorkOuts as a practical way to get a lot of work done, get it done fast, and get it done uniformly across the organization.  See the document, “Ideas for WorkOut Sessions” which is part of the Change Driver Manual.  Elements of the assignment sheets for this session which might be particularly worth considering for a WorkOut Session have been asterisked for possible inclusion on that agenda.

3.*  
Review the following sections of the New American Hospital Checklist.  Are you accomplishing the goals set?



•  
Make the Customer King


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done by or near the conducting of Session III.  So think in both terms of specific pieces of work and in terms of major sections of the checklist.

4.*  
Review Mid Term Exam Results.*  What's the Good News?  What's the Bad News?  What unfinished business must be done to continue the organization renewal process?  Executives are responsible for MidCourse corrections.  At this stage an organization having trouble with the OD effort will be manifesting it.  It may be a good time to confer with Management House staff.

5.  
Other:

Follow Up Items From Previous Sessions

1.*  
Go back and look at the Session II assignments.*  Are things getting done, or are more and more things falling by the wayside? 

2.*
Is the multiple interview selection process in place, or are we still letting Bozos in through light screening?

3.*  
Have Problem Employee Action Plans* been submitted and are they aggressively being pursued?  A common problem is that managers don't want to do this job and shy away from it.  Maintain Problem Employee Action Plans as a priority.

4.  
Crank the momentum up now and don't let it stop.

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

PARTICIPANT SESSION III ASSIGNMENTS 
TOPICS:
THE CUSTOMER IS KING


ACCOUNTABILITY IN MANAGEMENT


There is no higher religion than human service.  To work for the common good is the greatest creed.


—Albert Schweitzer 
The following list of assignments from the session need to be completed and will be reviewed by your executive.  Your attention to these items will significantly improve individual and organizational performance.  In some cases it may be necessary to involve other departments or set up a DIG.  Remember, the classroom is just a starting point for the real work of changing the organization.  Your contribution to this effort is what will make excellence managing possible.  Thank you.

Follow Up Items From This Session

1.  
Review the following sections of the New American Hospital Checklist.  Are you accomplishing the goals set?



•  
Make the Customer King


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done  by or near the conducting of Session III.  So think in both terms of specific pieces of work and in terms of major sections of the checklist.

2.*  
Review the Mid Term Exam Results.  What's the Good News?  What's the Bad News?  What's the unfinished business that must be done to continue the organization renewal process?  Are you on track, and are there reminders you might want to give to others to help the team get the success that is achievable?

3.*  
Establish some form of Customer Satisfaction Index* (CSI) if you do not have a department measure now.  Get this done in the next 30 days to get a beginning measure of how well you're doing in their eyes.  Generate 10-20 questions on areas of greatest concern to them, convert it to a 100 point basis, and chart it.  You may have some in-house staff support available for this project.  Once charted, post it where Associates can see it.  Use this as a way to begin data gathering and generate discussion.  Don’t wait for a perfect measure—get something up and running now!

4.*  
Hold at least one Customer focus group in the next 30 days.  You can choose to make this quite general ("How did you find our service?  What could we have done to make it better?"), or scope in on a specific focused concern. ("What does a timely response mean to you in terms of actual clock time?  Does timely service mean one thing on paperwork, and another thing on interpersonal communications?").

5. 
Other:

Follow Up Items From Previous Sessions

1.  
Go back and look at the Session II assignments.  Are things getting done, or are more and more things falling by the wayside?

2.  
Is the multiple interview selection process in place, or are we still letting Bozos in through light screening?

3.  
Have Problem Employee Action Plans been submitted and is that aggressively being pursued? 

4.  
Crank the momentum up now and don't let it stop. 
It takes a little courage

And a little self-control

And some grim determination,

If you want to reach the goal.

It takes a deal of striving,

And a firm and stern-set chin,

No matter what the battle,

If you really want to win.

There's no easy path to glory,

There's no rosy road to fame.

Life, however we may view it,

Is no simple parlor game;

But its prizes call for fighting,

For endurance and for grit;

For a rugged disposition

And a don't-know-when-to-quit.

                                  —Unknown 
*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

EXECUTIVE SESSION IV ASSIGNMENTS 

TOPICS:
MANAGERIAL MUSCLE, POWER & PERSUASION


CREATIVITY & CONTROLLING THE CHAOS OF  CHANGE 


It helps, I think, to consider ourselves on a very long journey:  the main thing is to keep to the faith, to endure, to help each other when we stumble or tire, to weep and press on.

—Mary Caroline Richards

Please follow up with your managers to assure that TUL assignments are being completed and organization changes are underway.  Your attention to these items will significantly improve individual and organizational performance.  A number of items might be handled by using a DIG---this would net further refinement of the project and buy-in from the team.  Thank you.

Follow Up Items From This Session

1.  
Begin by reviewing the attached assignments sheet for other groups such as the Advisory Committee or manager participants.  Any and all of the items on those lists are an addendum to your own burden in terms of your need to monitor completion of the work.  You retain executive change agent responsibility.  Delegation does not mean abdication.  The great law of delegation:  "Delegate like hell, then be a S.O.B. and follow up!"

2.  
Let the MAC prepare their recommendations from this session and then meet with them to make sure all the pieces are coming together.  Decide whether you are going to get at this work list in part by having a WorkOut Session following the seminar.  Management House strongly recommends Workouts as a practical way to get a lot of work done, get it done fast, and get it done uniformly across the organization.  See the document, “Ideas for WorkOut Sessions” which is part of the Change Driver Manual.  Elements of the assignment sheets for this session which might be particularly worth considering for a WorkOut Session have been asterisked for possible inclusion on that agenda.

3.  
At this point it's a good idea to evaluate just how well MAC is functioning.*  Are they getting the job done?  Are there any splits in that group that are retarding the change effort?  Are they putting their shoulder to the wheel and acting as partners in the change effort?   If not, make some adjustments as soon as possible.  Rotate the membership if necessary.  Don't allow the change effort to be slowed by this group---they must be sparking all the time.


It's also a good time to evaluate SAC.  Is the group sponsoring enough activities?  Also, have the executives hosted social activities for their people?  If not, why not?  You may even want to consider peer ratings among the two committees and your executives with questions that focus on how adequate their team effort and dedication to the change effort is.  Drive the drivers, polish them into the highest possible performances.  

4.*  
Review the following sections of the New American Hospital Checklist.  Are you accomplishing the goals set?



•  
Create Change Action Plan



•  
Build Political Support


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done  by or near the conducting of Session IV.  So think in both terms of specific pieces of work and in terms of major sections of the checklist.


Focus the new DIGs on New American Hospital Checklist items that remain undone.  It's a better bet to improve the organization and management systems, then to focus on work item projects.  That isn't to say that the latter can't be worked in to some degree.  Keep asking, where can we get the biggest payoff and impact right now?

5.*  
How are proposals being received now?*  At this point managers are to use the Change Management Action Plan and the MANSYS guidelines on proposal selling to bring you well organized and thought out proposals.  Get them up to speed on how to sell their ideas.  This will make things a lot easier on everybody.

6.*  
Keep counseling and stay in close touch with your managers.  Be sure to redirect all conflicts between departments back to the managers.  Require them to live the MANSYS conflict guidelines.  Be watchful that managers are in fact solving these problems.  Don't allow managers to bottle up conflict---get it out!

7.*  
If executives or managers are still not with the program, begin to evaluate how long you will continue to accept their misfit behavior or attitudes.*  Begin the process of removal or depowering them now.

8. 
"Feedback changes behavior."  At this point the installation of a KRA results measurement system that rates managers and their departments should be ready to go.  The system should provide 2-4 measures of the values and each KRA and will probably include ratings from associates, customers, peers, and executives.

Follow Up Items From Previous Sessions 

1.  
Crank the momentum up and don't let it stop. 

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

PARTICIPANT SESSION IV ASSIGNMENTS 

TOPICS:
MANAGERIAL MUSCLE, POWER & PERSUASION


CREATIVITY & CONTROLLING THE CHAOS OF  CHANGE 


In each age men of genius undertake the ascent.  From below, the world follows them with their eyes.  These men go up the mountain enter the clouds, disappear, reappear.  People watch them, mark them.  They walk by the side of precipices.  They daringly pursue their road.  See them aloft, see them in the distance; they are but black specks.  On they go.  The road is uneven, its difficulties constant.  At each step a wall, at each step a trap.  As they rise the cold increases.  They must make their ladder, cut the ice and walk on it, hewing the steps in haste.  A storm is raging.  Nevertheless they go forward in their madness.  The air becomes difficult to breathe.  The abyss yawns below them.  Some fall.  Others stop and retrace their steps; there is a sad weariness.

The bold ones continue.  They are eyed by the eagles; the lightning plays about them; the hurricane is furious.  No matter, they persevere.  They stand on top of the world.


—Victor Hugo
The following list of assignments from the session need to be completed and will be reviewed by your executive.  Your attention to these items will significantly improve individual and organizational performance.  In some cases it may be necessary to involve other departments or set up a DIG.  Remember, the classroom is just a starting point for the real work of changing the organization.  Your contribution to this effort is what will make excellence managing possible.  Thank you.

Follow Up Items From This Session

1.*  
By now the first quarterly work plans should have been completed.  Complete your quarterly Work Review, Redirection & Development forms (second gray sheet, MS-03).  Also, it's time to prepare your next quarter's Performance Plan (MS-02).*

2.*  
At this point, MANSYS should be totally in use.*  It is okay if not all the pieces are yet working perfectly, but make sure you are doing your best to follow all of these elements.  Remember, the purpose is to do those management practices that get most results and to reduce the amount of variance that have caused problems in the past.  Executives are being told to start enforcing compliance with the system so don't get caught out.   

3.*  
Review the following sections of the New American Hospital Checklist.  Are we accomplishing the goals set?



•  
Create Change Action Plan



•  
Build Political Support


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done  by or near the conducting of Session IV.  So think in both terms of specific pieces of work and in terms of major sections of the checklist.

4.*  
Split or multiply DIGs* to speed up the amount of change.  At this point, you have gained enough experience to be a teacher of others.  From here on let over half of the new DIG membership be first line supervisors and Associates.  Not only does this help drive this change mechanism further into place and add to the total amount of work being done around the change effort, it also adds a burst of enthusiasm energy to support managers who may be getting a little tired.  Pick new DIG members carefully.  Who has Big D?  Often, "best and newest" employees are a good bet.  Don't put on the "tired and poor."  Select those with fire in the belly.  Focus the new DIGs on items where you can get the biggest payoff and immediate impact.

5.  
Review the Organization Relations Inventory with your executive,  and look for specific department and individual development needs.  If your Power orientation was low, what needs to be done, if anything, to let your people have a bigger share of the action, and to improve interdepartmental functioning?  (Remember: high need for Achievement managers tend to think of their own achievement fun and neglect the other two areas.)  

6.  
Use the Change Management Action Plan and the MANSYS guidelines on proposal selling to bring you well organized and thought out proposals.  Get up to speed on how to sell your great ideas.  

7.*  
Assess conflict management approaches, adequacy of employee participation and innovation channels.* 

8.  
Be sure to direct all conflicts between departments back to your peer manager.  Live the MANSYS conflict guidelines.  No more running to the boss when there's a conflict with a peer.  Don't bottle up conflict---get it out!  We are in a new era where interdepartmental problem solving is required behavior---your team members will work with you, so believe in them.

9. 
Other:
Follow Up Items From Previous Sessions 

1.  Crank the momentum up now and don't let it stop. 

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

EXECUTIVE SESSION V ASSIGNMENTS 
TOPICS:
CONTINUOUS IMPROVEMENT, SYSTEMS & SOLUTIONS 


POWER TOOLS:  SAVING TIME, MONEY & EFFORT
A man’s reach should exceed his grasp, or what’s heaven for?

—Robert Browning

Nothing worthwhile comes easily.  Half effort does not produce half results.  It produces no results.  Work, continuous work and hard work, is the only way to accomplish results that last.

—Hamilton Holt

Please follow up with your managers to assure that TUL assignments are completed and organization changes are underway.  Your attention to these items will significantly improve individual and organizational performance.  A number of items might be handled by using a DIG—this would net further refinement of the project and buy-in from the team.  

Decide whether you are going to get at this work list in part by having a WorkOut Session following the seminar.  Management House strongly recommends Workouts as a practical way to get a lot of work done, get it done fast, and get it done uniformly across the organization.  See the document, “Ideas for WorkOut Sessions” which is part of the Change Driver Manual.  Elements of the assignment sheets for this session which might be particularly worth considering for a WorkOut Session have been asterisked for possible inclusion on that agenda.

Follow Up Items From This Session
1.*
Review a report of DIG Training Sessions completed by managers and Associates which the TAC Chair can prepare for the executives and MAC.*  Look for areas of weakness: departments where less than 75% of Associates and less than 100% of managers and supervisors have completed DIG training.  Take immediate action to deliver DIG training, and review the problem with the manager whose department is affected.  Review the "Participant's  Assignments' todate to fully understand what is being requested of managers.

2.*
Review the DO-IT training schedule and establish time frames for completed training by all managers and at least 75% of Associates.*  The recommended time frame is nine months to achieve this goal.  

3.
Review progress of DIGs established in the Continuous Improvement TUL Session.  Provide necessary support as managers become used to the new analytical tools.

4.
Review how well Executive Vision meetings are being conducted.  Are they visionary or have they fallen into the trap of being Super MAC meetings?

5.*
Back to the basics:  are executives doing MBWA, KRA hour, and showing the team they are leading by example?

6.*
If not done yet, do executives need to devise reward schemes to drive some of the behaviors still missing in the organization?*  Bigger problem-solving solutions deserve bigger rewards.

7.*
Through the MAC, follow up on CI intra-department work assignments made prior to Session V.  Were intra-departmental system improvements reported by each department manager with ROI estimates?  All departments, regardless of current operating efficiencies can make greater improvements.  Which department made system improvements representing the greatest ROI? Reward them.  Recognize and celebrate them.  Report to Management House, Inc. the listing of intra-departmental problems improved and the estimated ROI for each.

Follow Up Items From Previous Sessions

1.
Did we get the job done?

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

PARTICIPANT SESSION V ASSIGNMENTS 

TOPICS:
CONTINUOUS IMPROVEMENT, SYSTEMS & SOLUTIONS


POWER TOOLS:  SAVING TIME, MONEY & EFFORT
A man who is at the top is a man who has the habit of getting to the bottom.



—Joseph E. Rogers

Have patience. All things are difficult before they become easy.



—Saadi
The following list of assignments from the session are to be completed and reviewed by your executive.  Your attention to these items significantly improves individual and organizational performance.  In some cases it may be necessary to involve other departments or set up a task force.  Remember, the classroom is a starting point for the real work of changing the organization.  Your contribution to this effort is what makes excellent managing possible.  Thank you.

Follow Up Items From This Session

1.*
Read the Continuous Improvement manual, “The Road To Excellence,” from cover to cover, again.  You must know this material.  If necessary, sign up for one of the in-house training workshops available for all Associates on how to use CI tools.  It can serve as a refresher for you.  This is particularly valuable after you have attempted to use some of the tools in your department.  Learning by doing is most effective.  As a member of management, you will be considered a resource person for these concepts.


In addition, advanced CI tool training will be made available through the trainers.*

2.*
Review the number of Associates under your management who have completed DIG training todate.  Make specific plans including time frames and Associate names for those who have yet to complete the training.*  The basic DIG training program is a prerequisite that must be done before Associates can go on for training in continuous improvement methods.  Your organization goal is to have 75% of Associates participate in at least one DIG by the end of the first year of our change effort.  If this assignment is not yet completed, you will have an operations problem because of the following new assignment.

3.*
Schedule all department supervisors and managers to attend the basic Continuous Improvement DO-IT training as soon as possible.  Develop a 


DO-IT training plan for all Associates in your department.  Plan to have at least 75% of all Associates complete DO-IT training in the next nine months.  It is not envisioned that as many Associates will be up to speed on DO-IT tools as are trained to be DIG members.  Ideally, all Associates should be trained in DO-IT tools.  However, the change program does allow for some difference in completion rates.

4. 
Develop your in-house video orientation to Continuous Improvement. The objective is to provide all Associates with an overall understanding of what is meant by Continuous Improvement, commonly used CI terms they are likely to hear, and an invitation to learn more about using the tools through training offered at the hospital.

5.  
At your next department meeting begin introducing Associates to the concepts conveyed in the Continuous Improvement TUL Session.  Make changes in the DIG process used in your department to reflect more effective ways of group processing.  For example, are the best DIG members being selected for the DIGs?  Does your staff need more training or a refresher training course in effective DIG processes?  Are roles being assigned to each DIG member?

6.  
Review with your staff the departmental problem that are currently working on using the problem-solving tools covered in this session.  Explain the tools you are going to use and how you plan to use them.  

7.*  
Discuss with your staff how the department will begin to handle the time release problem for DIG work.*

8.*  
Double check:  are you spending time doing MBWA, KRA hour, and showing your Associates that you are a team member and leader?*

9.*  
Are you practicing recognition, reward and reinforcement enough in your area?  What can you do to reward more for solutions to greater problems?*

10.
Keep on keepin’ on!

Follow Up Items From Previous Sessions

1.
Did we get the job done? 

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

EXECUTIVE SESSION VI ASSIGNMENTS 

TOPICS:
MAXIMIZING PRODUCTIVITY & INNOVATION


BUILDING A WINNING TEAM
It's not how many times they knock you down that counts.  It’s how many times you get up.  

—Rocky Marciano
Please follow up with your managers to assure their TUL assignments are being completed and organization changes we discussed are underway.  Your attention to these items will significantly improve individual and organizational performance.  A number of items might be handled by using a DIG---this would net further refinement of the project and buy-in from the team.  Thank you.

Follow Up Items From This Session

1.  
Begin by reviewing the attached assignments sheet for other groups such as the Advisory Committee or manager participants.  Any and all of the items on those lists are an addendum to your own burden in terms of your need to monitor completion of the work.  You retain executive change agent responsibility.  Delegation does not mean abdication.  The great law of delegation:  "Delegate like hell, then be a S.O.B. and follow up!"

2.  
Let the MAC prepare their recommendations from this session and then meet with them to make sure all the pieces are coming together.  Decide whether you are going to get at this work list in part by having a WorkOut Session following the seminar.  Management House strongly recommends Workouts as a practical way to get a lot of work done, get it done fast, and get it done uniformly across the organization.  See the document, “Ideas for WorkOut Sessions” which is part of the Change Driver Manual.  Elements of the assignment sheets for this session which might be particularly worth considering for a WorkOut Session have been asterisked for possible inclusion on that agenda.

3.*  
Review the Final Exam Results.*  What's the Good News?  What's the Bad News?  What's the unfinished business that must be done to continue the organization renewal process?  At this point the management development booster drops away from the OD rocket.  Are the organization change mechanisms (DIGs, PACs, scoreboard, Idea Engine) working?  Are the management systems (MANSYS, selection, problem employee handling, customer MOTs) in place?  If not, serious challenges to the organizations change momentum now exist.  Begin preparation of your battle plan of what you think is needed from here on.  This is to be presented at the TUL Retargeting Conference with Management House.

4.*  
DIGs are the primary mechanism for idea development, socialization keeps the humans connected and convivial, and customer service is the holy grail.  Keep these processes working full steam.*  If the end of the course is the end of these processes, it's the kiss of death for the change effort and marks you as a jerk in executive leadership.

5.*  
Schedule a monthly evaluation and planning day to identifying continuing wins and losses in NAH and DIG assignments.*  Organization development will be an ongoing executive responsibility.  TUL was a project to help the organization catch up, but you have got to keep the ball rolling.  

6.*  
Review the following sections of the New American Action Plan.  Are you accomplishing the goals set?



•  
Redesign the Structure



•  
Get the Work Out



•  
Start the Innovation Engine



•  
Streamline the System


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done by or near the timing of this session.  So think in both terms of specific pieces of work and in terms of major sections of the checklist.

7.  
Other:

Follow Up Items From Previous Sessions

1.  
Did we get the job done?

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
THE UNCOMMON LEADER

PARTICIPANT SESSION VI ASSIGNMENTS 
TOPICS:
MAXIMIZING PRODUCTIVITY & INNOVATION


BUILDING A  WINNING TEAM
You become a champion by fighting one more round.  When things are tough, you fight one more round.

—James J. Corbett

It's not over until it's over.


—Yogi Berra
The following list of assignments from the session need to be completed and will be reviewed by your executive.  Your attention to these items will significantly improve individual and organizational performance.  In some cases it may be necessary to involve other departments or set up a DIG.  Remember, the classroom is just a starting point for the real work of changing the organization.  Your contribution to this effort is what will make excellence managing possible.  Thank you.

Follow Up Items From This Session

1.*  
Review the Final Exam Results.  What's the Good News?  What's the Bad News?  What's the unfinished business that must be done in your area to continue the organization renewal process?

2.*  
Turn in a copy of your work plans of seven items that came from the Inventory on Productivity.*  Make sure these items get worked into your quarterly Performance Plans and are monitored later.  

3.*  
Establishment of 2- 4 productivity measures, manager defined, to fit the needs of each unit is a must for productivity improvement.  When posted these serve to keep the issue alive and act as an impetus for change.  Get whatever staff help may be available on this, pronto!  Even crude measures are acceptable for a start and can be refined as you go.

4.*  
Review the following sections of the New American Hospital Checklist.  Are you accomplishing the goals set?



•  
Redesign the Structure



•  
Get the Work Out



•  
Start the Innovation Engine



•  
Streamline the System


The second way to approach the work entailed in the checklist is to review it in its entirety looking for items that are supposed to be done by or near the timing of this session.  So think in both terms of specific pieces of work and in terms of major sections of the checklist.

5. 
Other:

Follow Up Items From Previous Sessions

1.  
Did we get the job done? 

*Possible WorkOut Session agenda items.  Where do you or the team need help to get the work done and make things happen?
AFTER TUL:  MORE WORK BEGINS
A DIFFERENT KIND OF WORK

After the formal TUL program ends, the organization may be tired, and want to “catch its' breath”.  Now is the time to show that the changes in culture are permanent, and that TUL was not a programmatic effort, but a hinge point in the organization's history; a break from the old ways of doing things.  After TUL you will not have a re-energizing of the organization every six weeks unless an additional course is being conducted to cascade TUL to supervisors and other audiences.  New management maturity must be demanded of managers by executives, or the change effort can begin to backslide on you.  In some instances, this may mean conducting an Associate Opinion Survey if you haven’t run one recently, or it might mean ensuring that the NAH culture is institutionalized at every opportunity.  Begin planning for this period before formal TUL classroom sessions are completed in order not to lose change momentum.  The Retargeting Conference is scheduled primarily to ensure that a plan of attack is developed for tying up loose ends and identifying new renewal targets in the organization.

Management House appreciates the opportunity to work with you in this difficult change process.  The job is tough, but it is also manageable.  

Appendix A
THE UNCOMMON LEADER 

Draft Orientation Agenda for Announcing the Program
The President/CEO is the main speaker at the “kick off” meeting.  The meeting may be kicked off by the President and carried out in detail by the MAC Chairperson.  Note: this information also appears in the CAC Guidelines.

I.
HISTORY & PURPOSES–Why are we doing this?


II.

ANNOUNCE PROGRAM   


III.
MANAGEMENT HOUSE STAFF–Biographies and roles in the 

process.


IV.

PROGRAM CONTENT

A.
 Management development sessions at 8 week intervals

1.
2 weeks before each session, readings will be distributed or assigned.

2.
Training sessions conducted by Management House staff.

3.
Assignments and Management Film Showcase follow each seminar session.

B.
Textbooks—at least 3 will be used to provide the team with a common language and set of concepts.

C.
Management Library will be used for assignments and to supplement the program.

D.
MANSYS, your new in-house Management System, will be the link between classroom and your practice of sound management principles.  You will be changing how you manage.


V. 
COUNCILS

A.
Describe the Management Action Council, Social Action Council, Recognition Action Council, Physician Action Council, Training Action Council, and Communication Action Council structures.  Introduce members of each.


VI.

DATES OF LIVE SESSIONS (Distribute Copy)

A.
Participation and attendance requirements.

B.
Other management educational programs discouraged for the interim as we come up to speed with The Uncommon Leader.


VII.

LOGISTICS (Location)


VIII.

STATEMENT OF COMMITMENT TO EXCELLENCE




(Anyone who has not signed, must sign now)


IX.

BOARD OF TRUSTEES SUPPORT FOR PROGRAM  


X.

TUL IDENTITY GIFTS FOR EACH PARTICIPANT


XI.

QUESTIONS AND ANSWERS


XII.
SOCIAL ACTIVITY
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