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WELCOME!
Congratulations on your appointment to the Socialization Action Council (SAC).  The Management Action Council (MAC), Standards Action Council (STAC), Recognition Action Council (RAC), Physician Action Council (PAC), Training Action Council (TAC), and the Communication Action Council (CAC) are the key groups within your organization responsible for assisting executives in implementing change and leading the organization to a new and improved culture.  It is an honor to have been selected by your chief executive 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 the SAC should read the following documents as part of their initial orientation:

•
Management Action Council (MAC) Guide
•
Standards Action Council (SAC) Guide
•
Communication Action Council (CAC) Guide
•
Recognition Action Council (RAC) Guide

•
Training Action Council (TAC) Guide

•
Physician Action Council (PAC) Guide

•
Do It Groups (DIG) Guide
The purpose of the SAC Guide is to help you prepare for your responsibilities as a SAC member and a New American Hospital (NAH) leader.  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 SAC member.  Feel free to embellish and improve upon these ideas in all ways possible.  Remember, our goal is excellence.  Your creativity and leadership are essential to the program’s success.

PURPOSE & GOALS OF SAC
To become a New American Hospital requires a great deal of hard work from everyone in the organization.  Hard work and achievement must not go unrecognized!  Celebration and socialization are key ingredients in every successful organization.  All work and no play does not make for a healthy organization.  Socialization works to break down communication barriers and improve organization effectiveness.

Experience indicates that the SAC adds significant meaning to each application of The Uncommon Leader. The work of the SAC is different from the work of any of the other councils.

The SAC has been established as a separate group from the MAC to enable the MAC to focus on its own responsibilities.  The Chairperson for the SAC is a member of the MAC.

Since TUL adds a tremendous workload to the organization, people will understandably need a chance to vent and release pressure.  Socialization balances the high task load and work focus of TUL, and reminds managers to spend time in their own departments and with other departments doing socialization events.  SAC 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.  Socialization is a behavior change for many members of your management team who, until now, have little or no socialization opportunities with their staff or peers.

Management House assumes no responsibility for incomplete implementation on the part of the client organization.

Our experience is that many organizations need some help learning to play hard. On the other hand, some need no help at all!  The purpose of the SAC is to help the organization learn to have fun, relax together, and get to know each other as individuals and people.  A number of America's best managed corporations have established an official corporate officer position with the responsibility of managing socialization within the organization.  For example, McDonald"s has an executive position entitled Vice President of Fun.  It is known within the McDonald's corporation that in order to be considered for any senior executive position you must have held the position of Vice President of Fun for at least one year as a prerequisite to a top position of any other nature.  Consider the SAC Chair as the Vice President of Fun for your organization—an essential and valued position.

SPECIFIC SAC RESPONSIBILITIES

The SAC plans and leads social and celebration events:


•  At TUL Roll Out—Kickoff


•  After each TUL seminar session


•  Between TUL program sessions


•  At graduation from TUL

Every social event needs a cheerleader to get things started and keep things going.  This is big part of your job.  Details on how to plan and carry out these social events are explained in this SAC Guide.  The scope of SAC responsibilities goes beyond activities specific to TUL seminar classroom sessions, and extends to socialization throughout the organization. This means the SAC is responsible for assuring that department leaders are conducting department SAC functions for Associates in their department.

A Chairperson and Vice Chairperson for the SAC should be identified and named by the president.  The SAC Chairperson has the ultimate responsibility for the success of the SAC.  Extraordinary leadership and "fun-loving" skills are required for both of these positions.

MEMBERSHIP 

SAC SIZE & MEMBER CHARACTERISTICS

Membership on the SAC ranges from 3 - 5 members, depending on the size of your organization.  Large sized organizations, 350+ beds, may need 5 people to manage the function.  Medium sized organizations, 150-350 beds, will need approximate 3 - 4 people, and smaller organization, less than 150 beds, will need approximately 2 -3 people and may even consider combining the responsibilities of the SAC with the responsibilities of the RAC, Recognition Action Council.

An odd number of members is best, particularly if a vote of council members is needed to break a deadlock decision.  Each major division or section of the organization should be represented or assigned to be represented on the SAC.  

Only the most creative, fun-loving, and extroverted leaders can successfully handle this assignment.  SAC members must also be in good standing with the organization and be wiling to commit extra time and effort to this assignment.  If you enjoy having "fun" while in a leadership position, then this is the job for you!

SAC CHAIRPERSON

The SAC Chairperson is also an active member of the MAC.  As a member of the MAC, the SAC chair will be continually informed as to the progress and direction of  TUL, and therefore can better coordinate social events that are complimentary to the themes and direction of TUL at each session.  This relationship also provides for a more complete flow of information from the MAC to the SAC and vice versa.

SAC VICE CHAIRPERSON

The Vice Chairperson acts on behalf of the chairperson in his/her absence, is responsible for taking any minutes or notes for the council meetings, and will eventually move to the chair's role at the time of membership rotation.

MEMBERSHIP ROTATION

There are two time periods when rotation of SAC members would be appropriate:


1.  If a SAC 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 spirit of the SAC may be jeopardized.


2.  At the end of the formal TUL classroom program, you may wish to rotate several of the SAC members.  Leading socialization activity is a great deal of work, and "SAC burnout" can occur.  Participation in the SAC should be seen as a privilege or honor afforded to those who have earned additional recognition as a leader.  This allows various people to rotate in and out of the SAC, add to their personal development, and be recognized more widely by others in the organization.


As the formal TUL classroom sessions are completed, you may want to consider reviewing the mix of individuals represented on the SAC in order to alleviate "SAC burnout" and help institutionalize the NAH concepts further into the organization.  As a phase-in process, at the completion of the formal TUL Sessions, consider replacing one or two of the original SAC middle management members with one or two staff Associates thus moving the process closer to the Customer within the organization.

SAC MEMBERS' ACCOUNTABILITY

In terms of SAC responsibilities, all SAC members are responsible to the SAC Chairperson for their performance.  They are responsible to their regular supervisor as well for all other work and responsibilities.  

The SAC 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.


SAC RESPONSIBILITIES

SAC RESPONSIBILITIES BEFORE TUL

ROLE DEFINITION & BUDGET GUIDELINES

The scope of SAC responsibility is the entire organization.  Not only is the SAC responsible for coordinating activities for the formal TUL classroom sessions, but they are also responsible for assuring that socialization is occurring within each department.  Are department leaders conducting mini SAC events for their Associates?  Department leaders who are lacking in this area should be reminded of the value of SAC functions.  If this is not enough motivation, then the SAC can work through the VPs to initiate socialization at the department level.

As a team, the Chair persons of the SAC, MAC, RAC, TAC, PAC, CAC, and STAC 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 set for carrying out each council's role.

BUDGET

A specific budget line item is needed to track expenses associated with SAC events.

In terms of budgetary authorization, a specific SAC budget should be determined for TUL Socialization activities in advance of the TUL Sessions.  Some organizations have more money to invest in this than others.  More money does not translate to better or more fun-filled activities.  In fact, it is recommended that the SAC budget be somewhat tight in order to force more creative approaches to SAC fun.  Think back to when you were a child.  Children of families with limited financial resources had just as much fun, or more, than the kids with "all the toys".  The difference is in the creativity and imagination with which SAC events are derived.

One SAC event will be needed for each TUL Classroom session, for the TUL Kick-Off, and for Graduation.  Interim SAC events for the entire organization, or sponsored by individual departments for their department Associates, are also required.  Budgeting for individual departmental SAC events should be separate from the budget for the TUL Classroom events and charged to the individual department budgets.

In terms of cost, primary costs for SAC events are the food and drinks.  The fun "activities" should be low cost, game-like events. There may be some expense associated with the prizes for winning the SAC events.  Most games or teams need to win a prize, even if the prize is a home-made ribbon that hangs on their neck.  Think in terms of $5.00-$6.00 per person per TUL Session SAC event for food and beverage, and limit the costs for prizes to a budget of $100 per session, maximum.  That may mean less money is spent for some sessions than others. 

The cost of the TUL Graduation is entirely up to the organization.  TUL Graduation should be a separate expense and tracked as such.  Further details and ideas on the graduation are found further on in this guide.

Warning:  The SAC group has traditionally been the least responsible in terms of staying within the budget.  Live within your budget and still have fun!

COMPONENTS OF A SUCCESSFUL SAC EVENT

Successful SAC events contain all of the following characteristics:

1.  Participation:  Involvement of all participants in some action or activity.  i.e. a game, a cheer, a song, a competition.  The more game-like the event, the more people will easily participant.  The simpler the event, the more fun people will have.  Musical chairs is a simple, yet highly fun activity that will keep people laughing and interacting for 30 minutes, and it costs nothing to implement.

2.  Humor:  The game, cheer, song, or competition should be funny, quirky, and spirit-filled.  Think of how to bring a smile to the faces of 70 people.  Again, simple, child-like and picnic-like games work best.

3.  Prizes:  The prizes need not be of any economic value.  A home-made ribbon, paper crowns, or any other symbolic "prize" works just as well as costly prizes.

MINIMAL SCHEDULE OF SAC EVENTS

The following list of SAC events is referred to as the "minimal schedule of SAC events" because this is the least number of events that must be scheduled and implemented during the next 9 month period.  

It is recommended that additional SAC events take place all through the TUL process for further team-building and bonding opportunities.  These additional SAC events may occur between executives and MAC or council members only, or they may involve all TUL participants.  In some cases the SAC events should involve all Associates.

The SAC Chair is to coordinate any organization-wide SAC activities with the people who are responsible for the socialization or special events already scheduled for the organization.  In other words, coordinate your activities and blend them together whenever possible.  This extends the budget and allows for more events within the same period of time.  For example, you probably already have plans for a Christmas party or summer picnic or other annual Associate events.  It is NOT the intent of the SAC to take over the responsibility of these events, but rather to coordinate with them in order to assure that the timing of anything being planned by the SAC for TUL does not interfere with what is already planned for the organization.  Coordination is the name of the game.

In addition, it is expected that each department leader is to sponsor at least one social event for their staff during the next 12 months.  The SAC is not responsible for carrying out these departmental events, but they are responsible for recording and tracking which department managers conduct the social event(s) and which do not.  This is reported to the MAC every 3 - 4 months throughout TUL.  One of the graduation requirements will be the sponsorship of a departmental social event.

TUL KICK-OFF

The TUL Kick-Off is the event when the CEO unveils the commitment to the New American Hospital and the structure of the MAC, CAC, SAC, TAC, STAC, PAC, and RAC, including details of when classroom sessions will be held, requirements of graduation, expectation of participation, etc.  

The SAC is responsible for pulling together a theme for your TUL program. The theme is used throughout the TUL process and unites all social events, training, reporting and communication regarding TUL.  The theme you choose should be unique to your organization and vision.

One organization located near Disneyland selected the theme "Challenge the Mountain" another selected the theme "Team 2000".  The theme is carried out further in the kick-off and TUL sessions with food and decorations supporting your selected theme.  Typically participants are given a canvas book bag at the kick-off with the theme silk-screened on it as there are many books and supplies associated with TUL.

Introduce the theme of your TUL effort at the Kick-off.  This is the start of the new journey and the theme should carry through on all communication, recognition and socialization events.  Invitations to the Kick-off event should be special;  decorations for the Kick-off should be tied to the theme even if the only decorations are table decorations or decorations on the visuals that are used to communicate the kick-off.  It is more fun when the theme is also carried forward to the refreshment table and to selected food and beverages, and sometimes to the manner in which they are served.

You may want to consider some type of "take away" gift item for TUL participants.  Some organizations consider the book bag with the TUL theme printed on it as the take away gift.  Others have also included such items as mugs, T-shirts with the TUL theme on them, or green plants with the theme of "growth" woven into the gift. You decide what fits your theme.  Work within a budget of $2-$3 per person for the gift, plus food and beverage.

TUL SOCIAL FUNCTIONS—TUL CLASSROOM

There are three responsibilities which the SAC has for each day of TUL Session.  They are as follows:

1.  Prepare a skit, a cheer, or song for the start of each day in a two day session, for immediately following lunch, and for the conclusion of each day.  Songs and cheers consume the least amount of time and get the greatest emotional response from the audience.  

Choose any cheer or song you like.  Here is one that works well.  Have participants chant the cheer and pound on the table to generate some energy:


I feel great,


Really, really great!


Ugh, Ugh, 


Ugh, Ugh Ugh!

Do it three times in a row and the spirit and energy will begin to grow!

2.  Select lunch food and theme that corresponds with the title and content of each seminar day.  

For example, Session I is, The New American Hospital seminar topic.  Food choices and theme may be around the birth of something; a birthday party with birthday cake and punch, etc.  Another TUL Session on the topic of Accountability in Management will utilize a samurai theme, therefore oriental food at lunch or for breaks is a good thematic match.  

In all cases, go for light food, as a heavy menu will put participants to sleep after lunch.  

3.  Implement a social activity and social hour at the end of the first day of every 2 day session and at the end of the day for any single day presentation.

At the end of the first seminar day for each module, a social activity and social hour is to be sponsored and lead by the SAC.  As much as possible, the social event should tie to the theme of the session presentation.  Each social hour should include a fun event as well as food and drink refreshments.  Examples and ideas for each of the TUL sessions follow as well as a list of additional social events which may be fun to sponsor between formal TUL Sessions.

The social hour and event should take place immediately after the close of the first day of each of the TUL sessions.  It should last for approximately one hour.  You can expect participants to be a little hesitant at first and perhaps need a little coaching in their participation.  However, it is expected that all TUL participants will participate in the full one hour of socialization. Those who leave early will need coaching.  

The objective of the social event is to create an environment where maximum social interaction can occur in a comfortable atmosphere.  The best games and events are simple, nutty, and have some aspect of intellectual challenge to them.

ANATOMY OF A SOCIAL EVENT

Each social hour should include a "warm up" event; an activity which will loosen up the group. For example, sponsoring the "craziest T-shirt" contest where prizes are awarded in a number of categories for the best T-shirt is an easy way to start. Some categories to consider may be:  the wordiest T-shirt, the funniest T-shirt, the loudest T-shirt, etc.  Each person would be required to wear a "wild and wonderful" T-shirt to the session.  Then, at the end of the day, everyone would model their shirt for the rest of the group and the SAC would award prizes to the best shirt in each category.  You could even go as far as to have an applause meter ( a large, card board box designed as an applause meter with a person inside of it to operate the controls of the meter) to register the votes of the crowd on each of the T-shirts.  The applause meter is always a sure winner for lots of laughter!  This type of social activity also sets the standard for casual dress.

Other organizations have had picnic type games of tug-a-war with ropes, water bucket races, egg tossing events, and so on to engage the participants and cheering of all TUL participants.  You choose the activities—think fun, energy. 

To create new social activity events ask yourself the following questions:


•  What would loosen up the group?


•  What would help the group learn to be friends?


•  Where are the biggest communication barriers within the group as a whole? Can something be done to help break down those barriers?


•  What limitations must be considered as we create this social event?  i.e. physical limitations of the facility, physical limitation of any of the participants such as a physical handicap, budgetary limitations, etc.


•  Are there any sensitive issues within the organization that should be avoided?


• What resources do we have in-house that can be utilized?  Are there any special talents among Associates?  Singers, Elvis impersonators, etc.  Try to incorporate these in any way that you can.  It builds the team feeling.


Establish a SAC budget for the TUL Classroom events.  Consider limiting the cost of prizes to $100 per event, plus the cost of food and beverage.  Each social hour should include food and drinks.  The decision of whether to offer alcoholic beverages or not is up to each individual institution.  

Ideas for social activities complimentary to each TUL Session are provided in the next section of this manual.  You may also want to consult your local bookstore for a book on party and social events to provide you with other new ideas for unusual social activities and themes.

SESSION-BY-SESSION EVENT & TOPIC TIE-INS

To use this section of the guide, identify the seminar topics that were selected for your organization and read the supporting materials behind each of those topics. Some TUL programs are designed with more or less of one topic or another depending on the organization needs.  

TOPIC:  CREATING THE NEW AMERICAN HOSPITAL

TOPIC:  UNCOMMON LEADERSHIP & MANAGEMENT EFFECTIVENESS

The seminar theme for this session is how to create excellence as an organization, and how to get results as an individual manager. 

This is the session where your teammates have their first exposure to what the SAC can really do.  Teamwork and the role of the team within the organization are emphasized in this session.  Competition and team games work best for this social event.  This is also the time when participants are getting to know one another on a friendly level; something different from their typical work environment relationship. 

If you have decided to have each participant wear a zany T-shirt or hat or tie for this session, then parade/display participants and/or garments in a fashion allowing for voting for appropriate fun prizes.  After the parade of wild attire, you may want to break into teams of 4 or 5 people each.  Provide each team with a unique list of 12 - 15 scavenger hunt items that relate to other people at the program. For example:


•  Find someone that is left-handed


•  Find someone that has 4 or more kids


•  Find someone that has worked at the organization for 20 years


•  Find someone that knows how to roller blade


•  Find someone that knows how to sail

The idea is to get to know more about the people that are working with you than simply their job title and work functions.

The list for each team should be different.  You can custom design the scavenger hunt to include some of the unique characteristics and qualities of the people who are attending the sessions.  When you find the person who has these qualities, they have to initial your scavenger list for you.  The first team to complete their scavenger list is the winner.  Prizes must be given to keep the fun flowing. This activity allows for maximum interaction of the participants while having fun and getting to know one another.

The menu for this first social hour is up to you.  Anything goes.  A selection of hot and cold h'oeuvres and beverages would be good.

We have found that it is nice to start the second day of each session with asomething simple and symbolic for each of the participants.  A small box of "Wheaties—the breakfast of Champions" is fun to have setting at each place as people come to their seats.  Another idea is a pack of lifesavers.  TUL could be a "lifesaver" that your colleagues have been waiting for!

You may want to consider giving each participant something with NAH indentification after each TUL session.  T-shirts with symbolic messages on them are always a clear winner!  Some organizations have designed a special T-shirt for each session.  The anticipation of what the next T-shirt will be is great fun, and the shirts can be worn at later dates to reunite the group.  For example, at a team management meeting, admittance to the meeting may require the wearing of one of your NAH Team shirts!  From a marketing standpoint, this is also a great way to get the name of your organization all around the community!

TOPIC:  LEADING PEOPLE TO GROWTH & CONTRIBUTION

TOPIC:  FROM LOSERS TO WINNERS: TRANSFORMING PROBLEM PEOPLE

The seminar theme for this session is one of people management. The first topic focuses on how to deal with the 95% of the work force that are good folks, and how to shape up or ship out the 5% that aren't.  People stuff is the emphasis.

By this time the new Values Statement has been adopted and the team has committed to building the New American Hospital.  The SAC theme could be one of a birthday party celebration;  birthing the New American Hospital. This would include birthday decorations, balloons, hats, noise makers, and a birthday cake for lunch dessert.  Create a skit around the theme of the birthday party.  Emphasize the birth or renewal of your Values, your commitment to Excellence and the new way of managing the organization.

The topic on "transforming problem people" will contain some unexpected references to Superman.  Playing on the Superman theme for this day will dove tail nicely with the topic content.  Perhaps Superman comic books as a desk favor for after lunch, or the Superman logo to decorate the room.  The afternoon skit might include Superman in some fashion.

TOPIC:  THE CUSTOMER IS KING

TOPIC:  ACCOUNTABILITY IN MANAGEMENT

The theme for the "Customer Is King" session centers on the importance of shaping everything that we do to fit the needs of our Customers, whether these are patients, visitors, or internal Customers such as other departments.  The focus is on our personal responsibility to get the kind of Customer Satisfaction results that are needed, regardless of the obstacles that may be in our path.  

King and Queen crowns like those available from Burger King are good favors for TUL attendees at this session, or a social competition to come in costume as your favorite "king" or "queen" is fun.  For example, "the King of swing", "the Queen of hearts," "A mattress Queen size" or "homecoming Queen" are some of the adaptations that others have used in this social event.  Have fun with it!

The topic of "Accountability In Management" includes a "surprise" presentation on Samurai Management.  The SAC may wish to arrange for Samurai headbands for each participant.  You can purchase those for $1-$2 each through Management House, or use some other source that you are familiar with.  The theme for the social event would be oriental.  If you really wanted to go all out, you could arrange to dress your CEO in a Samurai kimono for the luncheon event, and arrange for a showing of the movie, "The Seven Samurai" at some time a week or so following the event.

TOPIC:  MANAGERIAL MUSCLE, POWER & PERSUASION

TOPIC:  CREATIVITY AND CONTROLLING CHANGE

The theme for managerial muscle can be around the "muscle-building" or "body building" theme as the messages for the day will have to do with "pressing" for new approaches to get ideas sold, being politic without being political, and getting your ideas across without being offensive.

The "Creativity and Controlling Change" seminar content focuses on learning how to manage eternal, fast-paced change on an individual basis, for your Associates, and on an organizational basis.  You can choose the theme that fits for you.  One organization used the Wizard of Oz theme and the whirl-wind tornado of change that ended up being a very good thing for Dorothy.  Use your creativity and go with it!

TOPIC:  CONTINUOUS IMPROVEMENT, SPEED & RESULTS

TOPIC:  POWER TOOLS AND WORKABLE SOLUTIONS

These sessions center on using more sophisticated problem-solving tools.  Games or social events could include games with a "puzzle" theme, or games requiring creativity or creative thinking.  Other ideas might be: solving fun puzzles/problems within a time limit.  For example, equip each team with 50 sticks, glue, 1 straw and 4 paper flags.  Give the team 15 minutes to assemble the tallest building possible using just these tools.  Then watch the various roles of the team members evolve and the creativity flow.

TOPIC:  MANAGING CHANGE AND CONFLICT

TOPIC:  BUILDING A WINNING TEAM

The themes for this session should be heavily focused on team. Feel free to use sports analogies as the seminar content also includes a number of sports stories to illustrate various points.  You may want to issue team shirts on this day and have a "team photo" taken.

The idea is simply to have some participative event at the start of the morning of each seminar, something following the lunch break, and then a fun, participative event and social hour following the conclusion of the first day of each two day seminar session.

GRADUATION REQUIREMENTS

The MAC determines the total graduation criteria for TUL, and the SAC plans and carries out the graduation event.  Each TUL participant will be expected to meet the minimum graduation criteria in order to participate in graduation.  

Graduation criteria are to be announced at the TUL Kick-off and monitored by the MAC with some assistance from the various action councils as described in each respective action council guide.  Recommended graduation criteria are found in the MAC Guide.

TUL GRADUATION

The SAC is responsible for preparing the graduation ceremony and social event.  At the conclusion of TUL sessions there will be a graduation ceremony, a "grand" and "very special" event.

The graduation ceremony occurs some time after the sessions end, and participants have had time to complete all of their assignments.  The most successful ceremonies have incorporated the following:

1.  Prepare early!  It is never to early to start!  You will need to reserve the facility for the graduation very early—months prior to the actual event.

2.  Review the minimum requirements for each TUL participant in order to qualify for graduation.  Prior to graduation, determine who has met those guidelines and who has not.  For those who have not met the participation graduation requirements, you will want to have a review process to determine if their reason for not meeting the requirements is good enough to allow them to participate in TUL graduation.  You might want to consider having the President or the MAC responsible for authorizing exceptions to the graduation guidelines.

3.  Determine the theme for graduation.  Several themes which have been successfully used by clients are listed here.  You may use any of these themes or create your own!

4.  Determine the date and time for graduation.

5.  If you wish to have Dr. Sherman speak at your graduation ceremony, notify Management House immediately to reserve that date on his calendar.  Last minute notification sometimes finds him committed to another state when he would rather be celebrating with you!

6.  Reserve any other speaker and an agenda for the graduation day.  Include in the agenda a listing of the timeframes of the ceremony and the social events.  Usually the president of the organization and the Chairman of the Board make the opening and closing comments to the formal portion of the ceremony.

7.  Design the invitations and programs for the ceremony.  It is always more fun if the invitations have a theme that was central to some portion of TUL.

8.  Develop the social activities which follow the formal ceremony.

9.  Design and prepare graduation certificates for each graduate.  Management House can provide you with some ideas/designs if you wish.

10.  Prepare any special awards that you may wish to give at the graduation ceremony.  For example, you may wish to give your MAC members a plaque indicating your appreciation and recognition for the hard work that they have expended in leading your organization through TUL.  One hospital gave T-shirts to spouses of MAC members reading, "My spouse survived the Memorial Medical Center TUL Program".

11.  You may wish to explore the idea of a graduation gift for each of the graduates.  One of the favorites in the past has been a copy of the book, "The Little Engine That Could".  Management House can supply these or other books that you might use as a gift.

12.  Your chief executive may want to provide extra recognition to one or more individuals who have gone above and beyond the call of duty.

GRADUATION THEME IDEAS

Graduation should be comprised of the following elements including a formal ceremony, comments from the president of your organization, the delivery of certificates to the participants, and a social component.  You can work all of these ideas into any of the following themes.

1.  A dinner dance including a formal graduation ceremony with role call for certificates.  The awards could be given prior to the dinner and  dance.  One organization took this theme and developed it into a high school prom with a yearbook, corsages, dress attire from the days when you went to the prom—and hired Barbara Mandrell's band as entertainment.

2.  A special dinner and/or dance at a local resort or unique location.  For example, host your dinner on a river boat, complete with jazz band, cajun food and dancing.

3.  A day long picnic is a more casual approach.  For one client, the formal graduation ceremony was held in the morning, followed by a champagne brunch where each graduate received a personalized champagne glass with the name, date and NAH logo etched on it.  Following the brunch, everyone met at a party barn where team games were planned and a seafood, clam bake was served.  When considering your menu for graduation, think of offering at least two food options.  A poultry such as chicken, as well as a beef or fish dish should satisfy all dietary needs, and you will be able to offer something of interest to everyone.

4.  A beach party could be considered if timing and weather permits.  One group brought sand inside along with a a wading pool and had a beach party in January!

5.  If affordable, a weekend at a local resort or hotel is always a winner.

With graduation, as with any social event, you will want to have a photographer on hand to take photographs of all attendees.  Photos are good for the historical archives of your organization as well as to extend the excitement of the event.

FINAL OBSERVATIONS AND TIPS

A few final observations should be made about premiums, t-shirts and other giveaways.  First, rather than merely giving away stuff to TUL participants, skillfully use these symbols of change to reinforce desired NAH behaviors.  For instance, 

T-shirts could be given to managers by their vice presidents for completion of all assignments between TUL sessions.  Those few people without a T-shirt at the end of a session would readily get the message that  their efforts had not measured up!  Executives could give gifts (t-shirts, mugs, etc.) as rewards for either doing or learning.  Brainstorm different ways in which your executives can reinforce New American Hospital behavior and conduct, and get them started.

Second, the best items don't merely carry the name of your organization, but also convey change, excitement, Excellence, a sense of team, or a strong sense of purpose.  Some of the best examples we've seen recently:

•  One hospital used Reeboks "Life Is Short.  Play Hard," slogan over their hospital's logo.  An alternative approach might be "{add your hospital name here}: The New American Hospital. Just Do It."

•  Still another T-shirt idea is a picture of a lion roaring with a caption reading, "This is your brain in the New American Hospital".  

To get started, brainstorm the messages you want to send about your new organization and its "attitude".  Just as the tired "employee of the month" program gives way to the re-energized "hero of the month", t-shirts with an attitude should replace items that projected less than a NAH attitude.

OTHER SOCIAL EVENTS AND GROUP GAMES

Most organizations hold one social event halfway between each TUL session.  The following ideas could be used either for social events between TUL events and/or for the social hour during each TUL session.  Most of these ideas have been used successfully by several clients.  Add you own "twist" or creativity to these ideas.

Try to link each social event around a holiday, if one is in close proximity.  For example:

•  For Halloween: a costume party/contest would be good.  You could make it specific to the theme of a TUL session, for example, only hero

costumes for the TUL Session relating to people, or only kings and queens costumes for The Customer Is King session.

•  For Valentines Day:  Have the Royal TUL Queen and King of Hearts who are crowned with a fun scepter of some sort.

 •  Christmas:  A Secret Santa Friend is always fun. Send little messages and clues to your secret friend once each week until the next TUL Session or until you figure out who your secret friend is!

Other ideas:

•  Potluck dinner.  Everyone brings one dish.

•  Beach parties in the winter.  Send an invitation on summer type postcards, require summer attire, paper flowers, sand and beach music. We've seen a kiddie pool filled with beer and ice!

 •  Talent contest—or a no-talent contest.  Departments compete and enter one or more people for the talent contest.

•  Square dance.  The theme for the day could be a western one where a special BBQ lunch is served and everyone is given a western style scarf to wear around their neck and a plastic sheriff badge.

•  Hawaiian luau complete with limbo and hula hoop contest.

•  Circus theme with everyone dressing in clown make-up. This could be a theme for a family event where Associates and their families attend.  Children love the circus!

•  Baby picture contest—Guess who that is with no clothes on!


•  50's-60's theme—dressing the part, serve the burgers and fries, and Coca-cola in old fashioned bottles.

•  Desserts only—not for the weight conscious, but a lot of fun!

•  Jazz festival—take advantage of a local high school band.  You could tie this into a Mardi Gras theme and have quite a party!

•  Comedy relief—use the comic section of the newspaper for a table cloth and sponsor a joke telling contest with prizes.

•  Blues night—provide a drummer and a pianist and award prizes for the most creative performers (group? individuals?) or original blues lyrics or limericks.

These are just a few ideas that have worked in the past.  Be sure to send us a description of any others that you may use which are a great success and we will keep adding them to our list of celebration hour ideas to be shared with other New American Hospitals.

SAC RESPONSIBILITIES AFTER TUL

The SAC goes on!  Socialization and celebration are now a part of your organization's culture.  After the conclusion for the formal TUL sessions, it is possible that your team may experience a loss of momentum.  They have been working very hard for a long period of time to lead the organization in the change process, and they may feel that it is time to "take a break."  This is not time to relax.  It is the responsibility of the SAC and MAC to keep the wheel of renewal turning and to keep the momentum of the Journey to Excellence moving forward.  Take a deep breath, rotate new members into the council, and CHARGE FORWARD!

Another way to spread the leadership of socialization and recognition to a greater number of people is to spin off departmental SAC Groups.  Departmental SACs are responsible for planning social and celebration events for Associates in their departments.

Many of the social functions that were sponsored by the SAC throughout TUL were extensive activities.  Now that you have engaged the entire organization in the socialization process, you will want to reconsider the types of social events you sponsor.  Get the greatest mileage from your socialization dollars. There are likely to be a number of traditional social and recognition events that were already in place prior to the introduction of the NAH.  Reconsider and modify portions of those events to include additional new components and an identity learned in NAH.

For example, a reference to The New American Hospital in conjunction with your hospital name/identity is a reinforcement of the new identity—an organization that is focused on achieving and delivering Excellence.  If your organization holds an annual Associate picnic, the banner over the entrance may say: "Welcome to (hospital name): A New American Hospital."  When keynote or visible speeches are made, reference to the New American Hospital and the Journey to Excellence are a constant reinforcement and support for the continued efforts of the program.  The organizational value statement which is the core identity around which the NAH effort is based should be used whenever and wherever possible.  The value statement should be incorporated into the organization's Christmas cards, invitations, Service Awards Programs, etc.  Wherever possible, the SAC should work to include the identity of the value statement in social and celebration events.

The concentration of the SAC should be on the organization as a whole at this point in time.  It is a good idea to begin the socialization with a New American Hospital kick-off event inviting all Associates of the organization.  This could be held in your cafeteria or auditorium.  Generally a few words of introduction and explanation of the NAH are given by the president.  Examples of outcomes of NAH efforts that have already been put in place should be shared with the group to help associate the NAH with improvements that Associates already experience.  Hors d'oeuvres and beverages are served and token gifts distributed;  a coffee mug with the New American Hospital logo on it, pencils or pens with the value statement printed on them, or key chains with the value statement on them.  This is an opportunity to solicit additonal ideas form Associates.  More details on this idea are found in the CAC Guide.

In order to keep the momentum and support of the program going, the celebration and recognition events need to become second nature in every part of the organization. The SAC is responsible for helping to support those managers who need or want some assistance in generating new ways to recognize and celebrate achievements.  It is also the responsibility of the SAC to help promote throughout the organization the celebrations that are occurring and the special Associate recognitions that have occurred.  You may want to develop a set of "celebration guidelines" for each department head.  This could include such things as:

•  What conference rooms are best suited for social/recognition events of differing sizes and the process of how to reserve those rooms.

•  What process to use to engage the assistance of the dietary services department for the celebration.  i.e. how many people will be served, what amount of lead time the dietary department requires, what the room set up should look like.

 •   Is there a restaurant or club that is easier to work with than others and the telephone number and contact person for that facility.

IDEAS FOR ORGANIZATION CELEBRATION

These are examples of organization situations which when achieved may be worthy of celebration across the entire organization.

•  Improvement in Customer Satisfaction ratings

•  Improvement in market share

•  Improvement in the number of ideas implemented or the

   Return on Investment realized from Associate ideas

•  Improvement in quality indicators

•  Local or national award or recognition received by the organization

•  Improvement in gross profit

•  Improvement in Associate morale

Remember, the SAC must earn the right to continue after TUL concludes.  Think through the ways in which morale and Associate attitudes could reflect on the SAC's return on investment.

SOCIAL EVENT SUCCESS POINTS

The following are ideas to help make your social event a great success.

1.  When planning your events and location for the events, remember to make accommodations for handicapped or physically impaired Associates.

2.  Everything that you sponsor should be in keeping with your organization's values.  Avoid any innuendo's relating to age, race, sex or physical features that may be sensitive points, such as physical weight.

3.  Plan events so that they are well organized and run smoothly.  Keep the schedule of the social function to about one hour in length.  You may wish to reserve the facility for at least an hour after the scheduled event ends so small groups of people who wish to stay longer can do so.  You are not, however, responsible for providing the food and beverages for this extended period of time.  You will typically find that there will be a group of people who want to stay a little longer than the social event's planned timeframe.

4.  Be considerate of your budget guidelines. The idea is to do something that will encourage new friendships, and create a greater feeling of teamwork among all.  This does not necessitate elaborate or expensive events.  Spending too much money on a specific event can cause resentment in certain situations.  Creativity does not necessarily mean spending great sums of money.

5.  Stick to an agenda, starting time and ending time for each event.  A slow moving or late program is the kiss of death!

6.  Recognize all accomplishments and team efforts.  Make it fun!  Even the smallest of achievements should be celebrated.

7.  Try to make the timing and locations of events as convenient as possible for participants.  You will not be able to please all of the people all of the time, however, consideration of the time and location will help to assure a good turnout of people at the event.  If you are using personal time for an event, i.e. a dinner dance, banquet, etc., go the extra mile and arrange for child care and other amenities that will let your team know that you are thinking of them in an extra special way.  Some child care providers may offer this as a promotion to your Associates, or will at least offer you a discounted rate for their services.

You may also want to consider the time frame within which you schedule the event.  For events that are scheduled to be held at the hospital, usually an hour before the end of the day shift is a good time as it saves the day shift and evening shift Associates from making an extra trip to the hospital.  The day shift Associates can stay a little late after their shift, and the evening shift Associates can come to work a little earlier, thus making it more convenient for both.

8.  If you should decide to organize a family outing, you will want to include both activities for children as well as for adults, and activities that combine the adults and children. Usually the adults without children make great judges for the kid's games, and everyone gets involved.

REFRESHMENTS


The rule for food is never have too little!  Most facilities will help you pick a selection that is right for your theme and group.  Some things to remember:

•  If you find that you are in the embarrassing situation of running a little short on food, you can always order cold cuts to be delivered at the last minute.

•  Be sure to inquire about special diet needs of participants in advance of the program sessions.  Usually your program site's food service operation can accommodate those requests effortlessly if they are advised ahead of time.  Be sure your site accommodates diet restrictions. 

•  Consider providing a combination of both vegetables and meat selections for all types of diets.  People will usually eat 3 to 4 hors doeuvres per person.  When selecting a menu, remember that people usually eat more if the function is held outside rather than inside.

•  When planning for your beverages, it is customary that the facility should charge for the quantities used.  Some facilities want to charge you for a case of drinks whether you use them or not.  However, we have also found that most facilities will work with you on this if you request to be charged only for what is consumed. This approach does not apply to partial bottles that cannot be resold such as an opened bottle of wine.

If you are purchasing the beverages yourself, the following information may be of assistance in setting up your bar:


•  Fifth of liquor = 25 drinks


•  Fifth of champagne = 7 drinks


• 1 drink for each person for each 1/2 hour they are there


•  Basic liquors needed: Whiskey, Scotch, Gin, Vodka


•  Wine — White wine will be most frequently requested


•  Soft drinks should include cola, non cola, diet and regular.


•  Mixers —soda water, tomato juice, orange juice, and tonic water


•  Limes and lemons


• Crushed ice


•  A bartender with a sense of humor and good judgment

Please note that the "good judgment" is a requirement for any bartender.  However, the responsibility does not end with the bartender. Safety is everyone's responsibility.  The SAC members should be especially alert to any situation where excessive drinking might be occurring, and thus driving home may be a hazardous situation.  We do want all of the participants to be alive and alert on the second day of the program!

Please note that recent laws do not look favorably upon the term "happy hour".  You would be better served to title your social events as a "Celebration Hour" or something of this nature.

Ordering the right quantities of alcohol can be one of the hardest jobs.  You do not want to run short on beverages or food, or people will tend to leave the function early.  It is better to have a little left over than to run short.  However, discretion is required when others tend to consume more alcohol than is legal to operate a motor vehicle.  In these cases, be prepared to appoint a designated driver, or call a cab for those who do not use proper discretion.  Safety for all is everyone's responsibility.

DECORATIONS AND ENTERTAINMENT

Decorations add to the festivity and excitement of the event.  Concentrate on three main focus areas of decorating:  the entrance, tables, and the bar.  

Balloons and bright colors add to any event.  Consider your budgetary guidelines, since decorations can easily blow your budget!  There is certainly talent within your team, so put it to use!  Crafts could be the answer to your decorating needs and fit nicely within the budget.  One idea that was used for a formal banquet was to spray paint balloons gold and use painted tree limbs (without the leaves) to string clear Christmas lights.  The total effect was stunning!  Candles can be set at each table and create a very expensive look very inexpensively!

For smaller events, concentrate on decorating the entrance doorway and the tables.  The doorway sets the mood and theme for the entire event.  A unique table cloth is an inexpensive item that can complete the entire theme.  Each table does not need to be exactly the same.  Just stick to your theme and everything will fit.

One of the best places to purchase your decorating needs is the local grocery store, drug store, or discount party store.  They sell a variety of items that when used in the right setting can be a great decoration and also good for a few laughs and lively conversation.  Thumb through your local yellow pages and think of people and businesses that may have some of the unique items that you would like to use at your special event.  Often a company will be willing to loan you the non disposable items that you need for a special evening.

For more ideas and details on party or theme events, visit your local library in person or on the web.  There are many books on this topic.  
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