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WELCOME!
Congratulations on your appointment to the Recognition Action Council (RAC).  The Management Action Council (MAC), Communications Action Council (CAC), Training Action Council (TAC), Physician Action Council (PAC), Socialization Action Council (SAC) and Do It Groups (DIGs) are the key groups within your organization responsible for assisting executives to implement and lead the organization to a new and improved culture.  It is an honor to have been selected by your president to be a member of one of these councils.  This is an important moment in the history of your organization and in your career development.  A tremendous trust has been placed in you by your chief executive, and a great deal of responsibility for the success of The Uncommon Leader in your organization is yours.  

All members of these councils should read the following documents as part of their initial orientation:

•
Management Action Council (MAC) Guide
•
Socialization Action Council (SAC) Guide
•
Communication Action Council (CAC) Guide
•
Training Action Council (TAC) Guide

•
Recognition Action Council (RAC) Guide

•
Physician Action Council (PAC) Guide

•
Do It Groups (DIG) Guide
The purpose of this RAC Guide is to help you prepare for your responsibilities as a RAC member and a New American Hospital (NAH) leader.  In some client organizations the function of the RAC and the SAC are combined.  This is sometimes a better configuration for hospitals of 100 beds or less in size.  For larger organizations, a separate RAC and SAC seem to work better as the amount of work that the RAC and SAC must do is greater in larger organizations simply due to the number of people, departments, and sometimes facilities that are involved.

Included in this packet you will find suggestions and ideas which have proven successful with other organizations who have gone through The Uncommon Leader (TUL) program.  Look upon this packet of information as a set of guidelines to help you do your job as a RAC member.  Feel free to embellish and improve upon these ideas and create totally new ones.  Remember, our goal is excellence.  Your creativity and leadership will be essential to the program’s success.

PURPOSE & GOALS OF RAC

To become a New American Hospital requires a great deal of hard work on the part of everyone in the organization.  You will be making significant, and sometimes not so significant but always valued changes in the way you do your work.  In order to reinforce positive behavior, or behavior that represents a change from the old toward the new and more desirable behaviors, multiple forms of recognition are needed.  Recognition programs are powerful if used properly because behavior that is reinforced will indeed repeat itself.  Thus, we want to create recognition programs for behavior that we wish to see repeated.

The RAC holds one of the keys to a successful TUL implementation.  If done properly, the RAC will become the force supplying continuous momentum and positive energy for change throughout the organization.  At the point that the efforts of the RAC decline, the desirable behaviors are likely to migrate to something other that the specifically desired behavior.  Thus, the RAC must stay energized and on top of their work at all times during and following the completion of the TUL course work.

RAC members should understand that successful implementation of The Uncommon Leader is dependent upon implementation of all program elements and behavior change by members of the organization.  Management House assumes no responsibility for incomplete implementation on the part of the client organization.

MEMBERSHIP

RAC SIZE & MEMBER CHARACTERISTICS

The RAC is comprised of 3- 4 members in smaller organizations.  Regardless of the number of members, the function of the RAC is the same for all TUL clients.

The entire RAC should meet as frequently as needed throughout TUL.  It is likely that this will mean more frequent meetings initially as you begin to understand your role, and during the early stages of TUL when you are researching the existence of the various recognition programs (formal and informal) that are currently in place at your organization.  Then, if your work is timely, you will feel the heaviest part of the workload during the first three TUL sessions.  Following Session III, workload for the RAC will lighten up considerably as the major research, creation and implementation work has been concluded in this first stage of RAC work.  For the next few months, (months 8 - 11) you will need to add a recognition program here or there to finish out a full 3R program and then keep it refreshed with new twists, organization and  personal achievement goals, and communication campaigns.  

At the conclusion of the first twelve months of RAC work, all RAC programs should be reviewed and refreshed or overhauled or discarded and replaced with something more fitting the real time needs of the organization which should be at a higher level of performance by this point in time.  

The RAC is lead by a Chairperson, who is also a member of the MAC, and supported by a Vice Chairperson who shares in the responsibility for all RAC functions.  The personal characteristics of RAC membership include people who are:

•
Creative in their approach to developing a solution

•
Well organized in their daily work

•
Effective communicators

•
Open-minded with respect to considering new ideas

•
Objectively able to evaluate results

•
Have a sense of understanding of the various types of  people and jobs within your organization

•
Fully supportive of the NAH philosophy

•
In good standing with the organization

RAC CHAIRPERSON

The RAC Chair is also an active member of the MAC.  As a member of MAC, the RAC Chair will be continually informed as to the progress and direction of TUL and therefore can better manage the development or dissolution of recognition programs.  This relationship also provides for a more complete flow of information from the MAC to the RAC and vice versa.  The amount of work and time commitment for the RAC Chairperson is heaviest in the first three TUL Sessions, then it tends to lighten up considerably until the conclusion of the formal TUL sessions at which time RAC workload becomes a bit heavy once again.

RAC VICE CHAIRPERSON

The Vice Chairperson acts on behalf of the Chairperson in his/her absence, is responsible for taking minutes or notes for the council meetings, and will eventually move to the Chair’s role at the time of membership rotation.  Because the role of the RAC spans the entire organization, the RAC Chair must be able to communicate with all levels and types of people, and must have at least a general understanding of the barriers and work environments associated with most of the jobs in the organization.

MEMBERSHIP ROTATION

There are two time periods when rotation of RAC members would seem to be most appropriate:

1.
If a RAC member is not fulfilling his/her responsibility to the council. This should rarely, if ever, be the situation.  However, it is best to replace a troubled council member as soon as possible.  Otherwise, the mission of the RAC may be jeopardized.

2.
At the conclusion of the first wave of new recognition programs opened for all Associates of the organization.  Managing recognition is a great deal of work, and “RAC burnout” can occur.  However, it is the TUL council with the least likelihood to experience burnout.

Participation in the RAC should be seen as a privilege or honor; a recognition in its' own right.  This allows various people to rotate in and out of the RAC, adding to their personal development, and being recognized more widely by others in the organization.  

RAC MEMBER ACCOUNTABILITY

In terms of RAC responsibilities, all RAC members are responsible to the RAC Chairperson for their performance.  They are responsible to their regular supervisor as well for all other work and responsibilities. The RAC Chairperson is an active member of the MAC and thus is responsible to the MAC Chair for his/her performance in this area. The MAC Chair is typically responsible for reporting directly to the organization’s chief executive.

RAC RESPONSIBILITIES

RAC RESPONSIBILITIES BEFORE TUL

ROLE DEFINITION & BUDGET GUIDELINES

As a team, the Chairperson for the SAC, MAC, RAC, PAC, TAC and CAC should meet with the organization’s president to review and clearly understand one another’s mission, role, and responsibility in the organization change effort.  This may also be a good time to discuss budgetary guidelines for carrying out each council’s role.  The RAC will be generating some expense for the organization overall in that some of the recognition programs that will be created and introduced will have a financial component to them.  Others will have a much smaller financial component, and still others will have no financial impact.  Because there is some sizable potential cost as a result of the RAC’s work, it is best to review the allowable financial budget prior to the start of TUL.

Regardless of what the RAC budget is, it will be workable.  There is no one budget amount that determines a better functioning RAC.  The magic of the RAC is in the creativity of the team members and their ability to construct effective recognition programs; programs that truly motivate and recognize the desirable behaviors that drive the results that the organization is aiming for.  There are numerous ways to enhance the materialistic portion of the RAC budget given a commitment to hard work and creative thinking.  A number of these ideas are shared with you in the later section of this guide entitled “Multiplying Your RAC Budget.”

STRUCTURING RECOGNITION ASSIGNMENTS

There are several ways to structure recognition assignments.  You may consider one of the three following primary ways of operating the RAC, or create a new way that better fits your organization.  The following models are offered for your consideration: 


A.  Assign specific RAC members to manage specific types of recognition programs.  


Recognition programs can be divided in three categories.  First, those recognition programs which are formal or “official” in nature.  For example, the annual longevity or tenure dinner and awards for those who have been employed for 5 years, 10 years, etc. with the organization.  Or, the “Employee Of The Month” Award.  Formal recognition programs are characterized by on-going, stable, hardly ever changing dynamics of a program awarded on a scheduled cycle.


Second, the informal, but still “authorized” recognition programs.  These are recognition programs which are largely operationalized by a vice president for people under his/her area of responsibility, or programs designed and operated by a department manager for people under their area of responsibility.  For example, the Director of Lab Services provides a pizza party each month for that section of the lab which has operated with the least number of errors.  This is an informal, yet scheduled and authorized recognition program.


The third type of recognition program is “spontaneous” in nature.  These programs are characterized by their very nature.  Staff members of any level or nature are authorized and expected to issue recognition whenever they see behavior worthy of recognition, as defined by the values of the organization, and/or the KRA/BHAG objectives.  “Spontaneous” recognition rewards are more symbolic rather than costly, but should have a cumulative nature which would eventually result in some materialistic reward as well.


Given the three primary types of recognition programs, each RAC member could be assigned one of the three types of recognition programs to manage for the entire organization.  


This is an effective way to manage the RAC tasks. The idea is akin to that of a product manager in that the products being managed are “recognition programs.”


B.  A second way to manage the RAC Tasks is to work as a RAC team


taking each RAC Task as it comes along and together managing the multitude of mini tasks comprising the achievement of each overall Task.


This approach is also workable but generally slows down the number of RAC Tasks that can be accomplished in a period of time.  It is recommended that this approach be taken initially.  Then, when the RAC is comfortable with the scope of its' responsibilities and has a clear understanding philosophically of what its' goals are, you may wish to migrate to one of the other models of operation.


C.  A third way to organize the work is by its' breadth in the organization.  Some recognition programs are organization-wide, meaning that all Associates are eligible to participate, or that all departments participate in the program. Other programs are department specific, meaning that it was designed by or used specifically in one or more departments, but not organization-wide.  Using this approach, one person is assigned all the organization-wide programs to manage, and another person is assigned management of all department specific programs.  This can be further broken down into specific departments assigned to specific RAC members if your organization is exceptionally large.

PREPARATION FOR RAC TASKS

The best way to prepare for RAC Tasks is to take an inventory of the formal and/or “official” recognition programs currently in place in the organization and in departments, as well as an inventory of the informal programs (both costly and no-cost) that are in place on either an organization-wide or departmental level.  You will be surprised at the number of programs that are currently in existence.

Make your effort worthwhile by also taking a poll of the perceived effectiveness of each of the programs.  You can do this with a paper survey or a verbal survey.  To evaluate the effectiveness of the recognition program(s), ask each department manager to rate his/her opinion of the program effectiveness on a scale of 1 to 5 with 1 being “Not Effective At All” and 5 being “Very Effective.”  Then, follow-up with a question as to why they carry this opinion.  This will provide you with some insight as to what portions of each program were indeed effective even if the entire program was not a success.  Knowing these characteristics provides you with valuable product knowledge as you go about designing new RAC programs.

RAC RESPONSIBILITIES DURING TUL

During the formal TUL Classroom period, the primary responsibilities of the RAC are to create and install recognition and reward programs that support the new behaviors that are being asked of Associates, and the new organization goals that are required of the organization.  This is a big assignment as there are likely to be few effective recognition programs in place to start with, and the attitude toward recognition is likely to be cynical due to the recognition starved environment that Associates have been accustomed to working in.  Therefore, jump starting recognition and rewards will take more initial energy that one might originally think.  However, once the recognition, reward and reinforcement experience takes hold, Associates will quickly join in on the fun and work and the transition in the organization culture will begin to take place.

The second primary responsibility of the RAC is to keep the recognition programs fresh and interesting.  Not only do we need many recognition programs operating simultaneously at various levels in the organization, we also need to keep these programs fresh with changes in the rewards, or changes in the criteria that make people eligible for the rewards.  

The third responsibility of the RAC is to track the effectiveness of the reward, recognition and reinforcement programs.   Which approaches are most effective for your organization, and which approaches were somewhat of a disappointment.  This information is used to create future recognition programs and to drive future Associate performances in the direction needed by the organization.  

RAC RESPONSIBILITIES AFTER TUL

Following the formal TUL Classroom series, much change will have already been institutionalized in the organization, and yet more change is going to occur in the following 12 month period as the organization picks up the pieces that they missed in the first 12 months, and refines the new structures and approaches.  The RAC remains a powerful influence upon directed organization performance and Associate morale, which directly contributes to BHAG goals of high Customer Satisfaction, High Quality, Low Cost, and Best People.  

Your responsibility is to assess the current state of recognition, reward and reinforcement in the organization and how well the 3Rs relate to the achievement of the current goals and challenges of the organization.  Modify the 3Rs to fit the business needs.

NEEDED COMPONENTS OF AN EFFECTIVE RAC PROGRAM
Every RAC program will require the following three components in order to operate and effectively contribute the achievement of a new and better organization culture.  Different types of RAC programs require varying degrees of each of the following three components.

ADMINISTRATIVE SUPPORT

Administrative support includes tracking exactly who receives which recognition.  Many RAC programs will be somewhat like a pyramid in design meaning there will be a cumulative component to them.  For example, a point system for DIG participation would require tracking of cumulative points by individual.  Because DIG participation is critical to the success of TUL, you will want to incentivize it initially.  Generally, point or pyramid systems are used with this approach.  One organization rewarded each Associate who participated on a DIG with a silver-like, small shovel lapel pin to wear on their identification badge (linked to the idea of “digging”).  When an Associate had participated on 5 DIGs, the silver-like shovel was turned into a gold-like shovel representing a greater contribution due to a greater amount of DIG work.  All those who had attained a gold-like shovel for the month were then eligible for a raffle drawing for $200.  All those who had achieved a gold-like pin in the quarter were eligible for a raffle drawing for $500.  The result was that Associates were willing to do just a little more DIG work to become eligible for the bigger prize, and the organization was able to achieve greater results with the pyramid approach.  You get the idea of pyramiding.  Hence the importance of administrative support and record keeping.

The RAC is not expected to keep all records for all awards.  This responsibility is most often delegated to each department manager for the Associates in their department and collected by the RAC at the end of each week or month.  For DIG-related awards, the MAC will be keeping the data.  For other new and unusual awards, you can determine where the most appropriate data collection and management point should be.  Choose a data management system that works best for you.  The important fact is that the RAC is responsible for assuring the records are being kept as needed as the RAC is the final accountable party for the recognition programs. 

RECOGNITION TRAINING AND COMMUNICATION

Before any recognition program or effort can be effective it must be fully communicated and understood by those offering or sponsoring the program as well as by those eligible for participation in the program.  The RAC is to work with the CAC and the marketing department to communicate the intention and components of each RAC program to Associates.  Communication in this sense relates to communicating the introduction and intention of the program, who is eligible, how it will work, what must be done to “win”, what you can do to “win”, and who finally does “win.”  Even small but frequent recognition programs should publicize their winners.  Winning breeds more winning which is the behavior and attitude that we wish to reinforce.

EVALUATION OF RECOGNITION PROGRAMS

Recognition programs are of value to the organization only when they are reinforcing a new behavior or driving a particularly desired behavior.  Behaviors that have become standard expectations should not be the center of attention for a RAC program.  Rather, behaviors that we want others to more frequently exhibit are the ones which we should recognize, or point out to others.

Each recognition program is to be routinely evaluated and updated.  The frequency with which an evaluation is to occur will vary greatly from program to program depending on the size of the reward, what the desired objective of the program is, and how much participation or energy the program is creating within the organization.  For example, the “Employee Of The Month Program” might be evaluated every 6 - 9 months because it is a high visibility program, drawing a wide span of attention and awarded relatively infrequently.  

On the other hand, a reward that could be given multiple times daily or weekly, such as the Snicker Bar Award, might be reevaluated every 60 days.  You establish the timeframes for reevaluation of awards in your organization.  In any case, no program should go longer than one year before reevaluation occurs.

FOCUSING REWARDS

Organizations are dynamic and ever changing entities.  Behaviors that are acceptable today may need to be changed tomorrow.  The energy of staff must be refocused periodically in order to achieve desired results.  

KRA/BHAG goals can be greatly supported by the RAC.  When recognition programs are designed to focus attention on a specific KRA/BHAG goal, it is more likely that the goal will be achieved.  The RAC is to work with the MAC and CEO to determine which KRA/BHAG(s) are in need of focused energy and attention, and then design recognition programs to support those initiatives.

Some organizations rotate their attention through the KRA/BHAGs throughout the year while others focus on two or three KRA/BHAGs over a longer period of time.  Determine your RAC plan in concert with the MAC and CEO.

CHARACTERISTICS OF EFFECTIVE RAC PROGRAMS
All effective RAC programs share the following set of characteristics.  Check your current and future RAC programs against this list of criteria for effectiveness.

1.
Did behavior change in a desirable way?  If yes, the program was a success.  If not, analyze the program and process to find the weaknesses and make modifications. 

2.
Was the cost of the RAC program less than the impact of the desired and achieved results?  If yes, the program was a success.  If no, why not?  Make corrections in the program as early as possible.

3.
Did the staff feel good about the program results and rewards?  If yes, the program was a success.  If no, the program was a failure.  Find out why and make changes quickly.

4.
Is the program still motivating, or is it beginning to run stale?


Keep your RAC initiatives fresh and rejuvenated by modifying, improving, and introducing new programs routinely.  Some programs are life long winners and need only the occasional “tweaking,” while others run stale after a short while and need refreshing in order to become or remain effective.

MULTIPLYING YOUR RAC BUDGET

The most effective RAC programs are sometimes the least costly.  The following list of ideas was created in an effort to generate RAC results without much of a financial budget.  After reading this section of the guide, meet with your RAC to brainstorm on how you can generate no cost rewards.  By the way, keep your list on hand during each TUL classroom session as numerous anecdotal stories will be shared during these sessions from which new RAC ideas can be generated.

1.
Choose symbols to send messages.  The “Traveling Ax Award” is a good example.  If you are not yet aware of this award, you will be after TUL Session I.  However, for purposes of this guide it is summarized as follows:


Florence Nightingale, mother of the nursing profession, was known to blast onto battlefields in an effort to care for the wounded.  Army leaders, however, did not want Florence on the field.  So, they locked up her supplies in a cabinet and forbid her to enter the field.  Florence, with her passion for caring and breaking down barriers, would not let this barrier get in the way of the much needed delivery of care to the wounded.  She took an old battle ax and chopped open the cabinet, taking the supplies and rushing onto the battlefield to care for the injured and dying. 


The symbol of the Traveling Ax Award was created to recognize a manager or Associate who has demonstrated a “breaking through of barriers” in order to achieve the goal of improved healthcare delivery.  Because the award is representative of this story, with a strong morale applicable to our industry, and because the award is presented by the president, it has great value.  Also, by making it a “traveling award” the same ax is rotated throughout the organization.  A cost-effective measure.

2.
Publicize the award.  Have a camera on hand whenever the president is making one of these awards, and then put it in the newsletter at a minimum.  Sometimes these situations make good feature articles in the local newspapers as well, particularly in smaller cities or towns.  You will get no cost PR stories as a result of good recognition programing.

3.
Solicit prizes or prize money from vendors as seed money.  Make sure there is a continuous ROI for the reward before the reward is given.  This will indefinitely perpetuate the life of the one time vendor gift.  Name the award after the vendor company or create a name for the award that the vendor would identify with.  This will make them feel like a part of the team.  For example, if Baxter, a leading healthcare supplier, were to donate $1,000 toward a quality initiative, you may solidify the deal by naming the award the “Baxter Quality One Award.”

4.
Create competitive and fun projects that will generate some early or shared cash.  Work with the SAC on this one and accomplish two goals in one event.  For example, the SAC may want to host a  50’s dance.  The proceeds from the sale of the food at the dance may be donated toward the RAC budget.  Once again, use this money for rewards that have an excellent ROI for the organization, thus perpetuating the life of the award indefinitely.

5.
Negotiate for a share of the savings generated by RAC program results.  In other words, work a deal with administration on some of the RAC programs where a percentage of the tangible, hard savings generated by RAC programs would go back into the RAC fund.  For example, if the RAC were to sponsor a “Waste Management Month” where all Associates and managers worked as teams to identify how they could dispose of unnecessary processes, forms, committees, etc. within their department and without replacement elsewhere, then 15% of the cost savings generated would be paid back to the RAC for future program funding. 

6.
Create intangible and intrinsic rewards.  Not all rewards are materialistic.  Intrinsic values and rewards have great meaning to most people.  For example, initiation into the Presidents Hall Of Fame is an honor that has no materialistic features, yet is highly valued by most, if not all Associates.  Or, an invitation to sit-in on a special committee or initiative with the president of the organization is a great  reward.  Or, representing the organization at an important public event is highly regarded as recognition.  Be creative.

7.
Redirect expenses associated with old dying recognition programs in the new energized programs.

GETTING STARTED

There are numerous Tasks for the RAC to attend to through the TUL program.  The fundamental Tasks are identified in various Module Guides (there are six Module Guides).  Additional Tasks may be generated by your organization as you experience TUL.  However, in terms of getting started, the following list of Task numbers and names have been identified in the Module Guides as Tasks that require either direct or indirect assistance from the RAC.  The RAC Chair should meet with each of the appropriate Module Leaders to review the scope of each of the following Tasks.  (See the MAC Chair for the names of the Module Leaders).  Some of he Tasks which require RAC attention are as follows:

Task Number
Task Name

BP.2.2
Executives Award Associates For Knowing


Values

BP.6.1
Design & Deliver Associate Rewards For 


Knowing The Values

BP.6.2
Design & Deliver Associate Awards


For Living The Values

BP.6.3
Design & Deliver Rewards For Dept/KRA


Achievements

BP.6.4
Integrate 3Rs Into Performance Evaluations 

For Supervisors

BP.6.5
Kill Off Dead & Outlived Recognition 


Programs

BP.6.6
Design & Deliver Rewards For DIG 


Participation & Outstanding Results

BP.7.4
Early Compensation Program Changes

HQ.3.6
Develop Reward & Recognition For CI


Improvement

Note:  The first digit in the Task number represents the strategy guide within which the Task will be found.  The second number represents the Initiative number in that particular Module Guide, and the third number represents the Task.  There may be a number of other Tasks which result in requests for the RAC to create recognition and rewards to support the objective of the Task work.  RAC work is endless, rewarding, and great fun.
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