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perational innovation is said to be 
notoriously difficult because the 
requirements  to  creat ing  and 
deploying new ways of  performing 

fundamen t a l  bu s ine s s  p roce s s e s  a r e 
indisputably tasking. Even when it has been 
regarded as the springboard for success by 
leading companies in virtually every industry, 
this has not removed the fact that many firms 
have failed at their attempts to make operational 
innovation work for them. This is the major 
reason why the focus of  this edition is on this 
crucial aspect of  every organization, perhaps we 
will all learn one or two lessons more.

Decision Feature 1 is therefore telling us 'Six 
Steps to Operational Innovation' as put forward 
by Michael Hammer which he captured as; 
process focus, process owners, full time design 
team, managerial engagement, building buy-in 
and bias for action. This is closely followed in 
Decision Feature 2 by 'Four Ways to Innovate in 
Operations' by the same expert. Here, he made 
us realize that innovation in operations should 
not be confused with mere operational 
excellence or improvement if  we want to 
achieve competitive advantage. He puts the four 
ways forward as; making it work, looking for role 
model outside the company, making the special 
case into the norm, and rethinking critical 
dimensions of  work.

The focus of  Decision Feature 3 is 'Four 
Benefits of  Innovation in Business' which Mike 
Kappel puts as; it helps to solve impossible 
problems, it increases workplace productivity, it 
showcases unique qualities, and it helps to beat 
tough competitors. In conclusion, he showed us 
how to add innovation to our businesses. The 
Decision Brief  Case presents 'The Monte Carlo 
S imula t ion '  s ta t ing  why we can  on ly 
approximate a definitive outcome. We are given 
the reason why this model is important as the 
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fact that it reminds us that models do not 
represent reality but are simply an approximation 
of  reality. 

Management Decision 1 by Scott Mcfarland is on 
'Why is Innovation Management So Important 
to Compete?' This we are told that in reality, 
innovation management is really just a form of  
looking into the future, being creative and 
imaginative so that you can carve out a new niche 
before your competitors. The Executive in focus 
for this edition is no less a person than Tajudeen 
Afolabi Adeola, the man I refer to as the father of  
banking innovation in Nigeria, and this statement 
obviously can hardly be faulted or contested as 
we are all living witness to the banking revolution 
that he and his partner championed in the 90s. 
Strategic Humor presents seven different 
executive jokes that will send us laughing as we 
read them.

Decision Feature 4 by Dr Henry Morris is on 
' Improv ing  Bus ine s s  Opera t ion  w i th 
Performance Innovation,' while Decision 
Feature 5 by Nicole Pontius is “Innovation: 
Barriers, Benefits and a Roadmap for Success,' as 
the article explains that too many companies 
avoid embracing innovation due to fear of  
change, thus pointing us to the roadmap for 
success in operational innovation. Decision 
Feature 6 presents '9 Ways to Inspire Innovation 
and Transformation in Your Business' by Connie 
Certusi. Decision Feature 7 on the other hand 
presents '3 Ways to Reward Employees aside 
from Money' as recognition, flexible schedules, 
responsibility and opportunity. Decision Feature 
8 is on 'How to Measure the Effectiveness of  
Your Company's Vision' and it states that once 
you have a vision statement in place, you need to 
find out how to choose the right indicators that 
will determine if  you are meeting those goals on a 
daily basis.
Leadership Thought 1 is on '10 Traits of  

Managers Whose Teams are Happy to Come to 
Work' by Sherrie Campbell which she puts as; 
'knowledgeable, practical, upbeat, stress 
management, love what they do, leadership, 
ability to motivate, dedication to excellence, 
focused on quality, and success is shared'. 
Rethinking Tomorrow column by Peter 
Daisyme is titled 'What's the Secret to becoming 
a Leader? Stop Being a Boss' stating that if  you 
are striving to become a legendary leader you 
will have to ditch the management habits as 
quickly as possible and focus on the bigger 
picture. Management Tips by Riaz Khadem 
examines 'How to Effectively Measure Strategic 
Initiatives,' and Strategic Repositioning column 
is on '8 Solutions for Managing a Passive-
Aggressive Team' revealing that when people 
are unhappy but afraid to say so, it is a 
management problem. The Management 
Affairs column in this edition is looking at '10 
Ways to Make Your Employees 10x More 
Productive' by expressly stating that good 
managers help each of  their team members to 
bring out their inner superstar. Also, you will 
find 'The 4 Ways of  Treating Employees 
Equitably' as well as '3 Reports Every Managers 
should have' which are given as; the focus 
repor t ,  the feedback repor t ,  and the 
management report, all in Management Affairs.

Finally, in the Book Summaries column, five 
books were presented namely; Anything You 
Want, Are You Fully Charged? The Art of  
Profitability, Ignore Everybody, and What Get You 
Here Won't Get You There. The above constitute 

ththe bumper package for this 11  edition of  
Decision Review and it is obviously meant to help 
sharpen your capacities for making effective 
and efficient decisions that will propel your 
various organizations to success.

Muritala Awodun, PhD
Editor-in-Chief

Operational innovation is said to be notoriously difficult because 
the requirements to creating and deploying new ways of 

performing fundamental business processes are indisputably 
tasking. Even when it has been regarded as the springboard for 

success by leading companies in virtually every industry, this has 
not removed the fact that many firms have failed at their attempts 

to make operational innovation work for them. 
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p e r a t i o n a l  i n n o v a t i o n  i s 
notoriously difficult. The power 
of  creating and deploying new 

ways of  performing fundamental 
business processes is indisputable; it has been 
the springboard to success for leading 
companies in virtually every industry. But 
many firms have failed at their efforts to make 
operational innovation work. What is the 
secret to success? The experiences of  
Schneider National, a transportation and 
logistics firm based in Green Bay, Wisconsin, 
provide an object lesson in how to get 
operational innovation right.

Founded in 1935, this privately held company 
has a long history of  growth; by the late 1990s, 
it had become the largest full-load trucking 
firm in the country, serving customers such as 
Lowe's, Wal-Mart, and Georgia-Pacific. The 
company had nearly $3 billion in annual 

Six Steps to 

Innovation
Operational

Michael Hammer

revenue and more than 20,000 employees, and 
its orange tractors and trailers were fixtures on 
U.S. interstates.

But in 2000, Schneider's growth slowed to a 
snail's pace, productivity dipped, and return 
on capital dropped. The company's managers 
had the insight to realize that more of  the 
same would not get them out of  the hole they 
were in—indeed, more of  the same is what 
had gotten them into it. They determined that 
in a highly competitive industry such as theirs, 
which was suffering from enormous 
overcapacity, serving customers better than 
the competition was the key to success. 
Stretch goals were set for customer 
satisfaction, and a project was begun to tackle 
and improve one aspect of  the company's 
interactions with customers, namely how it 
prepared and delivered responses to customer 
requests for proposals (RFPs). A team of  

Decision Review Issue 11, May - June, 2018
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highly capable individuals was convened to 
create a new way of  developing these 
proposals. They came up with a lot of  very 
good ideas, and there was considerable 
excitement about the opportunity. Yet the net 
result of  this effort was absolutely zero: No 
changes were made, and life continued as 
before.

That's the bad news. The good news is that 
Schneider's leaders did not give up, but 
restarted the effort in a different way. This 
time around the company was astoundingly 
successful. The time to respond to a 
customer's RFP, which had been in the range 
of  30–45 days, plummeted to 1–2 days. These 
results started to appear within nine months 
of  the project getting underway and were fully 
realized in less than two years. By getting back 
to customers so much faster than its 
competitors, Schneider was able to shape the 
terms of  competition. The result was a rise of  
some 70 percent in the percentage of  bids that 
Schneider won, which translated into sales 
increases of  hundreds of  millions of  dollars 
annually. Ironically, many of  the ideas that had 
been developed in the original project 
resurfaced in the new system for responding 
to RFPs.

So what changed between the first and second 
efforts that made the difference between 
failure and success? There were six key factors:

Process focus
When the effort restarted, it began with the 
creation of  an enterprise process model, 
which describes a business's operations in 
terms of  a small number of  value-creating 
end-to-end processes. Schneider's model 
included Develop Transportation Solutions, 
Acquire New Business (ANB), Acquire 
Transportation Order, Move Freight, and 
Provide Ability to Move Freight. These few 
processes encompassed virtually all work 
performed by Schneider's thousands of  
employees. By defining the Acquire New 
Business (ANB) process,  sett ing i ts 
boundaries, determining its metrics, and 
targeting it for improvement, Schneider 
appropriately defined the problem to be 
solved.

Most companies set too narrow a scope for 
their innovation efforts and thus can make 
only incremental improvements. The first 
time around, Schneider conceptualized the 
effor t  pure ly  in  ter ms of  proposa l 
preparation, thereby excluding numerous 
groups and activities relevant to the larger 
goal of  acquiring new business. By focusing 
the second time around on the entire ANB 
process, comprising as it did eight different 
departments and a host of  different activities, 
the Schneider team could address the full 
range of  issues responsible for slow customer 
response.

Decision Review Issue 11, May - June, 2018
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Process owners
Major results demand change to many parts of  
an organization; but since each part of  the 
organization—and its manager—has its own 
agenda, goals, and metrics, efforts to make 
major changes typically run aground on the 
shoals of  turf, inertia, and resistance. A 
process owner is  a  senior executive 
empowered to make the changes needed to the 
process across the enterprise as a whole. 
Schneider appointed process owners for each 
of  its processes; the process owner for ANB 
was the driving force behind the creation and 
successful implementation of  a new way of  
winning sales opportunities.

Full-time design team
The first time, the people involved in 
developing new ways of  working were 
themselves working on only a part-time basis, 
typically less than eight hours per week; the 
second time, this project was their sole 
responsibility. Part-time assignment to a 
process redesign team is an exercise in 
frustration: Scheduling is a nightmare, 
emergencies in team members' day jobs 
inevitably arise, and the organization is 
inclined to doubt leadership's commitment if  
it can spare only limited resources. Schneider 
treated process redesign as the serious 
undertaking it is, investing in education for the 
team members, providing them with a formal 
methodology, and backing them up with a 

program office. Most team members stayed 
with the effort between fifteen months and 
two years—that is, until the design was largely 
in place and delivering results.

Managerial engagement
The finest idea will not get implemented 
unless there is an organizational framework 
for shepherding it from concept to reality. 
Schneider put in place several groups to 
ensure that the design team's innovations did 
not languish in the limbo of  reports and 
studies.

First, senior most leadership was actively 
engaged in this effort, meeting monthly to 
review progress and solve problems that 
needed their involvement. Second, a process 
council was formed, consisting of  the process 
owners and a handful of  other operating 
managers. This group was responsible for 
boosting Schneider's operating performance 
by linking improvement initiatives to strategy 
and by leading change in the business. Third, 
senior leaders from each department involved 
in the ANB process were brought together as 
a team to lead the implementation of  the new 
process design. This was a particularly 
important and difficult role, requiring 
departmental managers to let go of  their 
focus on narrow departmental concerns and 
focus instead on the larger goals of  the end-
to-end process.

Decision Review Issue 11, May - June, 2018
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Building buy-in
The rubber of  operational innovation hits the 
road at the front lines, where people will have 
to change what they do on a daily basis and 
how they do it. For many, this is a difficult and 
even wrenching experience, and one that they 
will find all kinds of  excuses to avoid. 
Dropping such changes on them out of  the 
blue will guarantee failure, and preaching to 
them about enterprise financial goals will not 
help them adjust. Schneider wisely got the 
front lines engaged throughout the redesign 
effort. A thousand people were exposed to the 
new process as it was being developed, making 
them feel like participants rather than victims 
and helping them see both the flaws in the old 
ways of  doing things and the power of  the 
new. Many of  these individuals were turned 
from resisters into advocates of  change. They 
were also provided with training and 
education, reinforcement and support, and 
results-based incentives, all to help them adapt 
to the new ways of  operating.

Bias for action
Voltaire's observation that perfection is the 
enemy of  the good is especially germane to 
operational innovation. Companies that strive 
to design the ultimate new way of  doing things 
usually do nothing at all; they lose momentum 
while tinkering and revising, and the resulting 
solution is too grandiose to be implemented. 
Wisely avoiding this trap, Schneider adopted a 
principle of  "70 percent and go": Develop a 
solution that provides most but not all desired 
capabilities, get into the field quickly, and then 
enhance it over time. This approach allows 
concepts to be tested, builds momentum and 
credibility, and delivers early benefits that 
silence critics and sway doubters.

The revised ANB process differs from the old 
one in numerous ways: Sales reps, who had 
been specialized by offering, now represent all 
Schneider's services, so no time is lost handing 
off  an opportunity from rep to rep; proposals 
no longer bounce across multiple departments 
but are handled by integrated customer 

response and development teams; and pricing 
has been simplified, standardized, and 
supported with a new computer system.

This new process is far from the end of  the 
story, however. Enterprises are tightly 
integrated systems; change one part, and 
many other parts must adapt. Schneider 
quickly discovered that its existing ways of  
handling orders and shipments could not 
accommodate the increased volume 
generated by the new ANB process, so it 
began redesign efforts for these processes, 
which are now delivering significant business 
value. Nor was the new ANB process 
enshrined behind glass. A new project has just 
kicked off  to come up with a revised design 
that will exploit advances in technology to 
support customers even more effectively. 

Michael Hammer is president of  Hammer 
and Company, a management education and 
research firm, and the author of  four books, 
including Reengineering the Corporation: A 
Manifesto for Business, with James Champy. 
He can be reached at 
MUOpinion@hbsp.harvard.edu
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Innovate
Innovation in operations—not to be confused with mere 

operational excellence or improvement—can yield competitive 
advantage.

n 1991, Progressive Insurance, 
an automobile insurer based in 
Mayfield Village, Ohio, had 
approximately $1.3 billion in 
sales. By 2002, that figure had 

grown to $9.5 billion. What fashionable 
strategies did Progressive employ to achieve 
sevenfold growth in just over a decade? Was it 
positioned in a high-growth industry? Hardly. 
Auto insurance is a mature, 100-year-old 
industry that grows with GDP. Did it diversify 
into new businesses? No, Progressive's 
business was and is  overwhelmingly 
concentrated in consumer auto insurance. Did 

Operations

Four Ways to

in 

Michael Hammer 

it go global? Again, no. Progressive operates 
only in the United States.

Neither did it grow through acquisitions or 
clever marketing schemes. For years, 
Progressive did little advertising, and some of  
its campaigns were notably unsuccessful. It 
didn't unveil a slew of  new products. Nor did 
it grow at the expense of  its margins, even 
when it set low prices. The proof  is 
Progressive's combined ratio (expenses plus 
claims payouts, divided by premiums), the 
measure of  financial performance in the 
insurance industry. Most auto insurers have 

I
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combined ratios that fluctuate around 102 
percent—that is, they run a 2 percent loss on 
their underwriting activities and recover the 
loss with investment income.

By contrast, Progressive's combined ratio 
fluctuates around 96 percent. The company's 
growth has not only been dramatic—it is now 
the country's third largest auto insurer—it has 
also been profitable.

The secret of  Progressive's success is 
maddeningly simple: It outoperated its 
competitors. By offering lower prices and 
better service than its rivals, it simply took 
their customers away. And what enabled 
Progressive to have better prices and service 
was operational innovation, the invention and 
deployment of  new ways of  doing work.

Operational innovation should not be 
confused with operational improvement or 
operational excellence. Those terms refer to 
achieving high performance via existing 
modes of  operation: ensuring that work is 
done as it ought to be to reduce errors, costs, 
and delays but without fundamentally 
changing how that work gets accomplished. 
Operational innovation means coming up 
with entirely new ways of  filling orders, 
developing products, providing customer 
service, or doing any other activity that an 
enterprise performs. 

Making it work 
How do operational innovation efforts begin 
if  no one is responsible for them and no 
formal channels for creating programs exist? 
Most often they star t  as g rassroots 
movements, fostered by people sprinkled 
th roughou t  o rg an i z a t i ons  who  a r e 
passionately committed to finding and 
exploiting opportunities for operational 
innovation. These catalysts take it upon 
themselves to find a leader who can grasp 
what they have in mind and then spearhead 
the innovation effort. The executive must 
have both the imagination and the charisma 
needed to drive major operational change.

Then the catalysts relentlessly campaign for 
the cause—confronting the executive with 
the inadequacies of  existing operations and 
arranging for meetings with peers from other 
c o m p a n i e s  t h a t  h ave  s u c c e s s f u l l y 
implemented operational innovations. The 
campaign will be helped immensely if  
catalysts can tout existing pockets of  
operational innovation within their own 
organization. Maybe one plant implemented a 
new way of  scheduling production, or a 
customer service center used a CRM system 
in a new way, or a sales team created a new way 
to support customers. Examples like these 
will help convince a leader that operational 
innovation can work.

Once the top executive is convinced that 
operational innovation is worth pursuing, the 
organization needs to focus its efforts. 
Because operational innovation is by nature 
disruptive, it should be concentrated in those 
activities with the greatest impact on an 
enterprise's strategic goals.

Progressive, for instance, realized that the key 
to its profitable growth is customer retention 
because acquiring new customers through 
commission-based agents is very expensive. 
And the key to customer retention is making 
sure customers have rewarding interactions 
with the company. That's why Progressive 
concentrated on streamlining claims; making 
it a more pleasant experience for customers 
would directly affect overall performance. 
Many auto insurers, by contrast, view claims 
as a nuisance at best because it entails paying 
claimants. They consider it to be a low-
priority activity that doesn't deserve attention.

Or consider how American Standard, the 
diversified manufacturer, decided where to 
focus its innovation efforts in the early 1990s. 
It had just survived a hostile takeover bid by 
going through a leveraged buy-out, and 
leaders realized that servicing the debt would 
consume virtually all the company's available 
cash and starve product development efforts. 
Because a large amount of  cash was tied up in 
inventories, the CEO mandated that the 

Decision Review Issue 11, May - June, 2018
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company would have to drive down its 
working capital and dramatically increase 
inventory turns. A program was instituted to 
t r a n s f o r m  m a n u f a c t u r i n g  f r o m  a 
conventional push-based system to one pulled 
by actual demand using a system known as 
Demand  F low Manufac tu r ing.  T he 
innovation paid off  and led to a successful 
IPO a few years later.

Using similar analyses, other companies have 
pinpointed procurement, order fulfillment, 
new product development, post-sales 
customer support, and even budgeting as the 
place where innovation would have the 
greatest effect on achieving key strategic goals. 

While operational innovation need not be 
confined to just one area, most companies 
find it prudent to limit their innovation 
programs to no more than two or three major 
efforts at a time. To undertake more would 
probably consume too many resources and 
create too much organizational disruption.

After selecting the area for innovation, the 
company must set stretch performance goals. 
At American Standard, the goal was to triple 
its inventory turns; at Progressive, to initiate 
claims within nine hours. Absent such specific 
targets, innovation efforts are likely to drift or 
degenerate into incremental improvement 
projects. Only a daunting target—clearly 
unattainable through existing modes of  
operation—will stimulate radical thinking and 
willingness to overturn tradition.

Inventing a new way of  operating that 
achieves the target need not be simply a 
matter of  crossing your fingers and hoping 
for inspiration. Following these suggestions 
should accelerate your efforts.

Look for role models outside your industry. 
Benchmarking within your own industry is 
unlikely to uncover breakthrough concepts. 
But techniques used in other industries with 
seemingly very different characteristics may 
turn out to be unexpectedly applicable. For 
instance, in the 1980s, Taco Bell transformed 
its restaurant operations by thinking about 
them in manufacturing rather than in fast-
food terms. The restaurant chain reduced the 

amount of  on-site food preparation by 
outsourcing to its suppliers, centralizing the 
production of  key components, and 
concentrating on assembly rather than 
fabrication in the restaurants. The new 
approach lowered Taco Bell's costs and 
increased customer satisfaction by ensuring 
consistency and by allowing restaurant 
personnel to focus on customers rather than 
production. Harvard Pilgrim Health Care has 
applied techniques of  market segmentation, 
common in consumer goods but not in health 
insurance, to identify patients most likely to 
have a medical crisis and to intervene before 
the crisis occurs.

Identify and defy a constraining 
assumption. At its heart, every operational 
innovation defies an assumption about how 
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work should be done. Cross-docking negates 
the assumption that goods need to be stored 
in a warehouse, build-to-order that goods 
should be produced based on forecasts and 
destined for inventory. Zero in on the 
assumption that interferes with achieving a 
strategic goal, and then figure out how to get 
rid of  it. A major hospital, for instance, 
recognized that to increase the number of  
patients admitted for (well-reimbursed) 
cardiac bypass graft operations, it needed to 
respond more quickly to physicians who 
wanted to refer a patient. The reason for the 
delay in response was the assumption that the 
hospital first had to assign a prospective 
patient a bed, a supposition that generated 
hours of  delay and often led physicians to 
send their patients somewhere else. The 
solution? Send the patient to the hospital 
immediately, and assign the bed while the 
patient is in transit.

Make the special case into the norm. 
Companies often achieve extraordinary levels 
of  performance under extraordinary 
conditions; their problem is performing 
extraordinarily in normal situations. One way 
to accomplish this is to turn the special-case 
process into the norm. 

A consumer packaged-goods maker, for 
instance, based its production scheduling on 
sales forecasts rather than on actual customer 
demand. When demand for a new product 

wildly exceeded forecasts, an ad hoc process 
was created that gave the manufacturing 
division real-time information about 
customer demand, which in turn allowed 
them to do production planning and product 
distribution much more efficiently. After the 
crisis had passed, the company decided to 
adopt this emergency mode of  operation as 
its standard one. The results included a 
dramatic drop in inventory, an improvement 
in customer service, and a major reduction in 
the total cost of  product deployment.

Rethink critical dimensions of work. 
Designing operations entails making choices 
in seven areas. It requires specifying what 
results are to be produced and deciding who 
should perform the necessary activities, 
where they should be performed, and when. It 
also involves determining under which 
circumstances (whether) each of  the activities 
should or should not be performed, what 
information should be available to the 
perfor mers,  and how thoroughly or 
intensively each activity needs to be 
performed. Managers looking to innovate 
should consider changing one or more of  
these dimensions to create a new operational 
design that delivers better performance. 

Michael Hammer is the founder of  Hammer 
and Company, a management education firm 
based in Cambridge, Massachusetts.
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s a business owner, you should 
always look for new ways to 
improve your business. You 
must find ways to solve 
p r o b l e m s ,  i n c r e a s e 
productivity, and edge out 

competitors. I've been in business for 30 years, 
so I can tell you competition and problems 
never go away.

How do you find new ways to do things? You 
need creativity and innovation. Without those 
two things, you will be stuck doing things the 
same old way. And, you'll end up copying your 
competitors so you can keep up with them, 
instead of  creating original ideas that will help 
you grow beyond your competitors.

The Benefits of Innovation in Business
There are many reasons why you should 
develop innovative thinking in the workplace:

1. Solve impossible problems.
Does your business have a problem that 
doesn't seem to go away no matter how many 
times you try to get rid of  it? Maybe the reason 
the problem persists is because you came up 
with a status quo solution. Perhaps what you 
need is a creative answer.

When you think outside the box, you might 
find an answer that no one else thought of  
before. Whether it's a better way to make your 
product, store your inventory, or ship to 
customers, you can find a creative solution to 
better your business.

4 Benefits of 

Mike Kappel

 in Business
Innovation

2. Increase workplace productivity.
If  you and your staff  are bogged down with 
work and struggle to get everything done, it 
might be time to become more productive. 
But, to increase workplace productivity, you 
have to find new processes.

Use your creativity to think of  better ways to 
do company processes. What things can you 
streamline? What things can you cut out? 
What can you delegate to other employees or 
outside agencies? Are there programs or 
workf lows  you can  use  to  increase 
productivity?

At my companies, we use our homegrown 
project tracker system to assign tasks, monitor 
progress, and prioritize tasks. There are plenty 
of  methods out there that we could use, but 
instead we built one that meets our specific 
needs. And, we can update the software as our 
needs change so we can remain productive.

In your business, test out your ideas. You 
might be surprised by the combination of  
ideas that work together to make your new, 
innovative productivity plan.

3. Showcase unique qualities.
You can use creativity and innovation to make 
your business stand out from other businesses 
in your locality and niche. This is where unique 
small business marketing comes in.

You need innovative ideas that make people 
remember your business. Maybe you come up 
with a unique brand story, develop a quirky 

A
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business personality, or work with a local 
nonprofit.

Once your business has a unique character, 
you need to market it. Show off  what makes 
your business different. Innovate a marketing 
plan that matches your business's personality. 
You don't have to be like all the other 
businesses.  Customers wi l l  probably 
remember you better if  you aren't like other 
businesses.

4. Beat tough competitors.
When you are an innovative thinker in 
business, you can beat out your competitors. 
With a little creativity, you can come up with 
better ways to design products, connect with 
customers, market your business, and develop 
promotions.

Instead of  using standard business ideas or 
copying your competitors, you'll be coming up 
with your own ideas. And because your 
innovations are like no other business's, 
hopefully potential customers will take notice 
and go to your business instead of  another.

How to Add Innovation to Your 
Business
Now that you know the advantages of  
innovation in business, you need to add 
innovation to your business. Innovation isn't a 
one-time deal, though. Innovation must be 
nonstop so you have a continuous stream of  
ways to improve your business. So, how do you 
make innovation a part of  your company 
culture?

You certainly can bear the sole responsibility 
for creative thinking in the workplace. You can 
set aside time every day or week to work on 
innovation. But generating new ideas and ways 
to do things can take a while.

If  you have employees, rely on them to help 
with innovation. Come up with a way to gather 
ideas from employees. Support employees and 
encourage them to create more ideas. Stress 

the importance of  creativity in business to the 
organization's future success. Be transparent 
and let them know what happened with their 
previous ideas. Accepting, using, and giving 
updates on employee ideas will help foster an 
innovative staff.

When you hire new employees, ask them about 
their previous innovations. What did they 
come up with at previous jobs? What is their 
creative process? By asking the right questions, 
you can hire great employees who can 
contribute to the creativity in your business.

Also, talk to your customers. Ask for reviews 
on the buying process and your product. Your 
customers might say something that sparks 
your creativity and causes you to improve your 
business.

When you integrate innovation into your 
business, you need to become comfortable 
with failure. Not every innovative idea will 
work, but the possibility of  failure shouldn't 
scare you off  from trying your creative, new 
ideas and reaping the benefits of  innovation in 
business.

Decision Review Issue 11, May - June, 2018
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In this example, you want to predict where a dot is likely to land. To do so, you let hundreds of dots 
‘rain’ randomly onto the square, and count how many land inside and how many outside the quarter-
circle. You repeat the process many times. Your result is determined statistically (if the majority of the 
dots usually land inside the circle, you can predict that this is where your dot is likely to land in future), 
but there is still a certain margin of error.

he number pi (3.1415927...) is what 

Tmathematicians call irrational. It can 

never be written out in full: it continues 

for an indefinite numbers of  decimal 

places, in a seemingly random sequence of  digits. 

Randomness is found in so many phenomena that 

we would like to be able to predict, such as changes 

in the weather or the movement of  share prices. 

Inspired by the casino city of  Monte Carlo, a 

computer simulation method has been developed 

to calculate these in apparently incalculable 

phenomena.

If I know exactly what I'm going to do, what's the good in doing it?

Pablo Picasso

WHY WE CAN ONLY APPROXIMATE A DEFINATIVE OUTCOME

THE MONTE CARLO SIMULATION

If  you roll a dice, you know that you will roll a 1, 2, 3, 

4, 5 or 6. But you don't know which of  these 

numbers you will get with a given roll. This is exactly 

how the Monte Carlo simulation works: by running 

multiple trials based on random sampling to 

determine an outcome, using a combination of  

probability calculation and statistics. 

Why is the Monte Carlo model important? Because it 

reminds us that models do not represent reality, but 

are simply an approximation of  reality.

Decision Review Issue 11, May - June, 2018
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n reality, innovation management is 
really just a form of  looking into the 
f u t u r e ,  b e i n g  c r e a t i v e  a n d 
imaginative so that you can carve out 

a new niche before your competitors.

Business must look ahead, not behind. It's not 
just the big companies that need to do this. 
Every business must innovate to compete. 
They must create new products and services 
for new markets. They must be creative, and 
come up with new ideas that never would have 
been thought of  before. This is the new 
management paradigm. Get used to it, it's not 
going away anytime soon. Here's what will 
happen. Everything will speed up. Processes, 
functions, data, inventory turns and speed to 
market, will force employees to learn a whole 
new language called innovation. Business as 
usual doesn't cut it any more. Enter innovation 
management.

The proven management tools, techniques 
and clichés once embraced, are being 
challenged and shelved for a new set of  rules 
and a new way of  doing business. The 
management style of  the future is no longer 
command and control. That ship has sailed. 
Today, in order for businesses to succeed, 
management must trust in the technologies 
and open leadership styles that 
are sweeping boardrooms, the 
C-suite, office suites and 
cubicles everywhere.

In fact, today's companies are 
implementing new job titles 
that are rapidly appearing on 
business cards and office 
doors. So, which one will you 
hire next? Chief  Innovation 
Officer, Chief  Ideation Officer 

Why Is Innovation 
Management So Important 

to Compete?
Scott MacFarland

or Chief  Digital Officer? Ten years ago, you 
would have been laughed out of  the building 
if  these were printed on your business card. 
Not today.

According to Idris Mootee who wrote the 
book Design Thinking for Strategic Innovation,
Innovation Management is about more 
than just planning new products, 
services, brand extensions, or technology 
inventions. It's about imagining, 
mobilizing, and competing in new ways.

I couldn't agree more. This may sound like it's 
just another day in the office, however, it's 
clear that imagining new ideas and competing 
in new ways is extremely challenging, even for 
the biggest and best of  companies. So, how do 
companies forge ahead so they can be change 
agents for the next generation? I believe one 
way is to immerse themselves in the benefits 
of  what the internet offers. The world as we 
know it has actually become smaller as a result 
of  the convenient connectedness of  the 
internet. Some businesses have fully embraced 
the global online economy and real time, 
digital, interactive communication we now 
have at our fingertips, all of  which didn't exist 
that long ago.

I
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Consequently, a massive paradigm shift in 
how business is conducted has paved the way 
for an environment that desires more and 
demands more. In the online environment, 
everyone communicates more, and in more 
ways, shares more information, creates more 
content, trashes more, stores more, and buys 
more of  just about everything a human or 
business could possibly want. People and 
businesses also have more friends in their 
contact list. Based on the trends, we are 
addicted to more, and it's embedded in the 
business environment. Expectations are now 
rising at alarming rates, and the speed of  
business is no longer fast enough to keep up 
with the speed of  innovation. Guess what? 
There is no end in sight.

Businesses around the world are more 
connected than ever before. Just ask any 
company how many smartphones they have, 
how many tablets and laptops they have, how 
many virtual meetings are held with clients, 
and how many emails and text messages are 
sent. Oh, and we haven't even talked about 
the use of  social technologies. Being 
connected is probably the most powerful 
influencer of  innovation. There are many 
reasons for this.

The immediacy and accuracy of  real-time 
data transfer has become the norm. We now 
have the ability to share and connect with 
people, groups, and companies around the 
world. The quality and ease of  use of  digital 
media is not just for professionals any longer. 
Online learning and the global reach of  it 
have changed the face of  learning. Mobile 
t echno log ies,  c loud  based  s torage , 
computing, medicine and space have 
continued to amaze us year after year. The list 
could go on. Some form of  innovation 
touches every aspect of  our life.

In my opinion, innovation is also required to 
be competitive today and tomorrow. 
Managing that expectation and deliverable is 
critical for sustainable growth to occur. In 
thinking about sustainable growth, I spoke 
with Kevin Wells, Executive Vice President, 

Global Market Development for Reach 
Analytics. Kevin's comments were quite telling 
when discussing how to predict innovation for 
growth purposes. How do you predict 
innovation, and also leverage predictive 
analytics so that your business can use that 
information to create growth?

Predicting innovation has always been 
part science, part black magic and part 
luck. The world of data gives us the ability 
to maybe leverage the science and luck 
parts of that equation a little more. We are 
a predictive analytics firm so we have to 
eat our own dog food so to speak. We look at 
the trends the data uncovers and then we 
look at the variables that are more difficult 
to quantify. And then we make what we 
think are good business decisions. But they 
are based on facts more than gut. Big data 
uncovers things humans would overlook — 
if you know how to look for them.

The future is not like the past It's no longer 
the speed of  business that creates challenges. 
It's the speed of  disruption that is permeating 
our business models in seemingly every 
possible way that is causing businesses to 
rethink how they operate. The speed of  
disruption is also the trigger that is causing 
entire industries to think about how to re-
purpose what they have, and redefine a new 
sense of  the brand. They are realizing their 
current model may not be sustainable. 
Welcome to the new business paradigm. 
Welcome to innovation management.

Decision Review Issue 11, May - June, 2018
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ola Adeola whose full name is 
Tajudeen Afolabi Adeola is a 
N i g e r i a n  a c c o u n t a n t , 
entrepreneur and politician.

Education
Fola Adeola attended Methodist Boys High 
School in Lagos and then went on to Yaba 
College of  Technology from where he 
obtained a Diploma in Accounting. He 
became a Chartered Accountant in 1980 after 
his training at Deloitte Haskins and Sells and 
D.O. Dafinone & Company which are both 
also chattered accountants.

Being one who has always loved accumulating 
knowledge he went on to get training from 
other notable institutions. Some of  which 
include Harvard Business School, INSEAD 
and also the International Institute for 
Management Development in Switzerland. 
He also completed a one year sabbatical at the 
National Institute for Policy and Strategic 
Studies in Jos, Nigeria.

Fola Adeola is married to Hajara and together 
they have six children.

Rise to Prominence
One of  his Fola's notable achievements was 
the establishment is Guaranty Trust Bank 

which he founded in 1990 together with his 
long time friend Tayo Aderinokun. He 
assumed the role of  managing director right 
after its inception and held the post for 12 
years until July 2002 when he voluntarily 
retired and handed over to his deputy Tayo 
Aderinokun. GT Bank has grown to be a force 
of  its own in the banking sector of  Nigeria, it 
has even enlarged it's coast to other countries 
including The Gambia, Sierra Leone, Ghana, 
Liberia and even the UK.

After retiring from his post as the managing 
director of  GT Bank, Fola went on to serve in 
different prominent influential boards. He 
was chairman of  Lotus Capital, Eterna Oil, 
CardinalStone Partners Limited, UTC, ARM 
and also a board member of  Tasfan Breweries. 
He is also the chairman of  Main One Cable 
Company Limited.

Fola Adeola was also part of  the National 
Honours and Awards Committer and in 

Tajudeen 
Afolabi 
Adeola

F
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November 2004 he was made a member of  the 
Governing Council of  Lagos State University.

He went on to serve as a member of  the Solid 
Minerals Committee and also served as the 
Chairman of  Ogun State Development Trust 
Fund Committee. He was part of  the council 
of  Lagos State University up until January 
2017.

Fola Adeola also delved in Nigerian Politics. 
He served as Chairman of  the National 
Pension Commission and also as the 
Chairman of  the Lagos State Disaster Relief  
Committer which was formed after the Lagos 
armoury explosion in January, 2002. He is a 
onetime Vice-Presidential candidate of  the 
Action Congress of  Nigeria and was the 
running mate to Nuhu Ribadu(former 
Economic and Financial Crimes Commission 
chairman) in the 2011 presidential elections.

Fola Adeola is also the founder of  FATE 
Fo u n d a t i o n ,  a  n o n - g o ve r n m e n t a l 
organization which is aimed at encouraging 
entrepreneurship in young Nigerians.

Accolades
· He was decorated as officer of  the 

Order of  the Federal Republic 
(OFR) in December 2002 by 
President Olusegun Obasanjo.

· He holds an honorary doctorate 
from Nkumba University Ntebbe 
Uganda.

· He was made Banker of  the Decade 
by Vanguard Newspaper group in 
2009.
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Executive Jokes
"How did you get this big executive job?" asked 
the secretary. "You've only been here three 
months." The young man shrugged modestly 
and explained, "I ran into my father and he took 
a liking to me."

The boss always scheduled a weekly staff  
meeting at four-thirty on Friday afternoons. 
When an employee got up the nerve to ask why, 
the boss explained, “I've found that late Friday 
afternoon is the only time none of  you want to 
argue with me."

Best excuses if  you get caught sleeping in your 
cubicle: “It's okay...I'm still billing the client." 
"They told me at the blood bank this might 
happen." "This is just a 15 minute power-nap like 
they raved about in the last time management 
course you sent me to." "I was working smarter, 
not harder." "Whew! Guess I left the top off  the 
liquid paper." "I wasn't sleeping! I was 
meditating on the mission statement and 
envisioning a new paradigm!" "This is one of  the 
seven habits of  highly effective people!" "I'm 
actually doing a 'Stress Level Elimination 
Exercise Plan' I learned at the last mandatory 
seminar you made me attend." "I was doing a 
highly specific Yoga exercise to relieve work-
related stress." "The coffee machine is broke." 
"Someone must've put decaf  in the wrong pot." 
"Boy, that cold medicine I took last night just 
won't wear off!" "I wasn't sleeping. I was trying 
to pick up my contact lenses without using my 
hands."

Sherlock Holmes and Dr. Watson went on a 
camping trip. After a good meal, they went to 
sleep. Some hours later, Holmes awoke and 
nudged his faithful friend. “Watson, look up and 
tell me what you see.” Watson replied, “I see 
millions and millions of  stars.” What does that 
tell you?” Watson pondered for a minute. 
“Astronomically, it tells me that there are 
millions of  galaxies and potentially billions of  
planets. Astrologically, I observe that Saturn is in 
Leo. Horologically, I deduce that the time is 
a p p r ox i m a t e l y  a  q u a r t e r  p a s t  t h r e e . 

Theologically, I can see that God is all powerful 
and that we are small and insignificant. 
Meteorologically, I suspect that we will have a 
beautiful day tomorrow. Why, what does it tell 
you?” Holmes was silent for a minute, then 
spoke. “Watson, you idiot. You can see the stars 
because someone has stolen our tent.”

After many years at sea, a pirate decided it was 
time to retire. Since he had suffered injuries on 
the job, he thought that he could also collect 
disability insurance. He had a wooden leg, a 
hook where his right hand should be and a 
patch over his right eye. The agency assured him 
that he would be compensated if  the injuries 
were work related. "How did you get the 
wooden leg?", asked the agent. In a booming 
voice the pirate replied: "Well matey, you see it 
was like this: me and me mates were on the high 
seas when the boom she swang 'round and 
knocked me into the sea where a shark bit off  
me leg." "Well that is certainly work related. 
How did you loose your hand?" In a booming 
voice the pirate replied: "Well matey, you see it 
was like this: me and me mates were on the high 
seas when the boom she swang 'round and 
knocked me into the sea where a shark bit off  
me hand." "Well that is certainly work related. 
How did you loose your eye?" In a booming 
voice the pirate replied: "Well matey, you see it 
was like this: I was laying on the deck one balmy 
day catching some rays when this damn seagull 
flew by and dropped his duty right in me eye!" 
"Well yes, but what does that have to do with the 
loss of  your eye?" "It were the first day with me 
hook!"

Corporate Lesson: A crow was sitting on a tree, 
doing nothing all day. A small rabbit saw the 
crow, and asked him, "Can I also sit like you and 
do nothing all day long?" The crow answered: 
"Sure, why not." So, the rabbit sat on the ground 
below the crow, and rested. All of  a sudden, a 
fox appeared, jumped on the rabbit and ate it. 
Moral of  the story is: To be sitting and doing 
nothing, you must be sitting very, very high up.
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he business  operat ions job 
function (sometimes called “line 
management”) is responsible for 
key business processes such as 
manufacturing, supply chain, or 

procurement.

This role is central to the successful design, 
production, and delivery of  a company's 
products or services. Specific responsibilities 
differ by industry, according to the type of  
product or service the company is in business 
to produce or deliver. But the common thread 
is that it's the job of  business operations to 
optimize assets under financial constraints, 
meeting customer requirements, and supported 
by relevant technology. Applying technology 
innovation is critical to achieving optimization 
across a range of  line-management functions.

The business operat ions funct ion is 
complementary to other major functional 
roles of  an organization, including financial, 
customer management (marketing and 
cu s tomer  s e r v i c e ) ,  and  t e chno log y 
management.

Business Operations Roles include:
· Supply chain operations: Sales and 

operations personnel must optimize 
product production, balancing 
capacity and inventory levels in 
response to fluctuations in customer 
demand, measuring results using a 
metrics framework. Reducing the 
margin of  forecast error reduces 
inventory costs, resulting in cost 
containment.

Dr. Henry Morris

With 

Improving 
Business Operation
 Performance 

Innovation

· Procurement: Here you use spend 
analysis (and potentially crowd-
sourcing and social analytics) to 
eva luate  the  perfor mance of  
suppliers for specific products. This 
enables targeting the right spend 
categories in order to yield savings.

· Manuf ac tur ing  ( o r  P roduc t 
Development) is another role 
example.

Evolution of the Business Operations Role
Flattening organizations cause decision-
making responsibility to be more broadly-
based, including lower levels in a business 
function. Adding to the challenge, the speed 
of  business change is greater due to new 
c o m p e t i t o r s ,  c h a n g i n g  c u s t o m e r 
requirements, volatile economic conditions, 
and wider geographic dependencies.

The combination of  these factors demands 
near-real-time access to information. What's 
needed is the capability to monitor key project 
and portfolio metrics, generating an alert 

T
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when business conditions change. The 
business operations job function can leverage 
analytics to determine the reasons for the 
change, and to recommend remedial actions 
to address the situation. According to IDC's 
Vertical Research Group IT Survey in 2011, 
optimizing operations is consistently among 
the top three drivers companies cite as reasons 
why they implement an analytics solution.

Business operations staff  also has the 
opportunity to lead by example, supporting a 
sense, predict, and respond approach to fact-
based, cost-conscious business decisions. The 
lessons learned in this job function can be 
brought back to senior managers as a 
contribution to the corporate strategy 
process, completing the virtuous cycle from 
strategy to operations execution back to 
strategy.

Innovations in Business Operations
Using analytics to guide a business operations 
funct ion i s  the  path  to  cont inuous 
improvement. Innovative line managers are 
incorporating the following best practices:

· Incenting employees to focus on leading 
indicators that have been shown (via 
analysis) to be the most impactful in 
determining future performance goals.

· Focusing on a limited number of  relevant 
metrics that impact performance goals, 
rather than a deluge of  metrics that may or 

may not align with corporate objectives 
and strategic plans.

· Using collaboration and crowd-sourcing 
as a method to drive innovation and solve 
problems (such as new product design 
and existing product enhancement, e-
recruitment, and supplier evaluations).

· Treating information as an asset, 
assuming responsibility for data quality, 
enabling analytics to support fact-based 
decisions and as an ingredient within 
innovative new products and services.

For a visual picture of  these and additional 
practices, consider the accompanying model 
drawn in the shape of  farfalle — the butterfly-
shaped Italian pasta.

Above all, it's import to invest in training on 
fact-based decision practices. This increases 
the analytical orientation of  managers and 
line personnel within the function who have 
decision-making responsibilities. IDC 
research has shown that training is the single 
most important factor to increasing analytical 
orientation throughout an organization.

Impact of Technology on Business 
Operations
To run a business function that achieves 
optimal results, the importance of  the 
following key technologies cannot be 
overstated:
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· Analytics:
o Predictive analytics are used to identify 

leading indicators of  key performance 
goals, then the KPIs are monitored to 
provide an early warning capability.

o A metrics hierarchy can provide a roll-up 
of  the key performance and risk 
indicators, using root-cause analysis 
models to determine the reason for a 
change in performance.

o Constraint-based optimization is a 
t e c h n i q u e  f o r  c o n t i n u o u s 
improvement  in  supply  cha in 
operations.

o Scenario analysis can model the financial 
impact of  repeatable, operational 
decisions in order to choose the best 
alternative

· Mobility: With the aid of  mobile devices, 
you can deliver information at the point 
of  decision (in the office or in the field) 
via real-time alerting and analytics-based, 
proactive recommendations. But the 
mobile device is more than a “view” tool. 
You can then take action using the 
device's interactive capabilities

· In-memory: This technology is all about 
speed and is well-aligned with the rapid 
changes in business today. You can 
retrieve data and perform calculations 
instantly to enable more frequent cycles 
of  operational planning and impact 

analysis. (This replaces pre-aggregation 
strategies that trade off  data latency to 
achieve acceptable performance.)

The combination of  mobility with analytics 
based on in-memory provides an ideal 
platfor m for achieving best- in-class 
operations.

Dr. Henry Morris is the senior vice president 
for IDC's Worldwide Software, Services, and 
CMO Advisory research groups. He is also 
the executive lead for IDC's worldwide Big 
Data research initiative. Morris started the 
Analytics and Data Warehousing research 
service at IDC, and coined the term "analytic 
applications" in 1997 to focus on the value of  
analytics in specific horizontal business and 
industry processes. He speaks about major 
software trends driving the industry and has 
been quoted in and written papers for 
business and trade publications, such as 
Computerworld, Forbes, and KMworld, on 
trends in business intelligence, business 
performance management, data warehousing, 
knowledge management, and enterprise 
applications.
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perational innovation can make the 
difference between a company's 
success and failure today. In fact, 

many startups are built on ideas that 
don't reinvent the wheel but simply introduce 
better, more affordable or more practical ways 
of  creating the wheel. For established 
companies relying on age-old processes and 
tried-and-true methods, the need for 
innovation is often painfully obvious. 

Barriers to Operational Innovation 
There are several barriers to operational 
innovation, from a lack of  awareness to 
fluctuating market conditions to an affinity to 
the, "If  it's not broken, don't fix it," mindset, 

Nicole Pontius

 Barriers, Benefits and a 
Roadmap for Success

INNOVATION:
Too many companies avoid embracing innovation 

due to fear of change. This is your roadmap for success 
in operational innovation.

over-centralization that hinders cross-team 
communication and collaboration, and more. 
That's why change management is a necessary 
function; employees with decades of  
experience accustomed to doing things the 
way they've always been done aren't always 
enthusiastic about innovation that changes the 
very core of  how they work. It's not that 
people are inherently opposed to learning new 
things; it's that people often fear change, 
particularly drastic change that they may 
perceive as a threat to their job security. 

Another primary barrier to operational 
innovation is a lack of  data. While many 
organizations today strive to inform all 

Decision Review Issue 11, May - June, 2018



26

DECISION FEATURE 5

decision-making with data, it's a larger 
challenge to prove the viability of  a concept 
that's never been done before. For this reason, 
innovators often use predictive models to 
analyze the likely future outcomes of  
decisions, relying on the available data on the 
company's products and services, operations 
processes, market conditions and customer 
and vendor feedback to devise innovative 
solutions. 

Companies Stand to Make Major 
Gains through Innovation Properly 
Executed
Despite these obstacles, companies that 
successfully execute operational innovation 
are making tremendous gains. From dramatic 
reductions in operating costs to capturing new 
markets thanks to improved service delivery, 
the f inancia l  benef i ts  of  successful 
operational innovation are perhaps the most 
obvious. But the bottom line isn't the only 
target that the best innovators are eyeing; with 
successfully executed operational change, 
employees once hesitant to adapt to new 
processes and who find their jobs easier or 
more efficient may experience less on-the-job 
stress. 

Likewise, vendor and customer relationships 
are often strengthened following successful 
execution of  innovative operational changes. 
Delivering better services, faster, and at a 
higher quality makes everyone happy from 
stakeholders to front-line employees, 
partners, vendors and customers. 

A Roadmap for Success in 
Operational Innovation 
Operational innovation is clearly desirable, 
especially if  companies are able to execute 
seamlessly while effectively managing change 
to overcome barriers. If  it seems like an uphill 
battle, it is – but it's also easier than it seems 
when you lay a solid foundation. "Today, many 
leaders are feeling heavy pressure to create a 
more innovative climate in their businesses 
and some are frustrated with the difficulty in 
leading this effort. Fortunately, like other 
organizational problems, enlightened 
leadership, effective management and time 
and patience can make the difference," says 
Robert Tanner of  Management is a Journey. 
"Creating a culture of  innovation begins with 
leaders and managers changing their everyday 
practices of  leading and managing with new 
thinking patterns and work methods."

1. Foster a culture of innovation and 
open collaboration.
Successful operational innovation begins with 
fostering a culture of  innovation, a 
collaborative culture that promotes the free-
sharing of  ideas and welcomes suggestions. 
As most managers know, innovation doesn't 
always come from the top; in fact, it's often the 
front-line staff  that are acutely aware of  
shortcomings in existing processes and 
procedures. From these pain points, ideas 
often arise.  
Hold informal team meetings that encourage 
the free sharing of  ideas and brainstorming 
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sessions that give every team member a sense 
of  empowerment. Employees who feel like 
they serve as the catalyst to change are more 
likely to embrace it, and they'll often take the 
lead in selling new ideas to their coworkers. 

2. Adopt an agile mindset and 
implement effective change 
management strategies. 
Resistance to change often arises from fear – 
fears that can be overcome when employees 
f e e l  a s  t h o u g h  t h e i r  o p i n i o n s  a n d 
contributions are valuable. That's where 
effective change management strategies come 
into play, fostering the confidence necessary 
for employees to readily adapt to and embrace 
operational changes.

Additionally, the agile mindset is helpful in 
squelching fears, allowing for rapid iterations 
that can be halted as quickly as the ideas arise 
when testing and data reveals ideas aren't 
fruitful after all. Set clear key performance 
indicators (KPIs) and parameters for success, 
and clearly identify deadlines and important 
checkpoints. 

3. Make operational changes that 
complement and integrate with 
existing behaviors, solutions and 
methods.
Operational innovation almost always 
involves change that impacts employees at 
every level of  the organization. Dramatic, 
sudden shifts in working methods can initially 
meet resistance, and learning curves make 
implementa t ion  s low and  s lug g i sh . 
Implement change in stages, allowing your 
team to adapt to new methods gradually.

Whenever possible, implement changes that 
integrate into your team's ordinary lives and 
behaviors. For instance, use barcode scanner 
apps to enable employees to scan company 
assets and products from their mobile devices 
rather than require them to carry a separate 
barcode scanning device, particularly if  they 
already use mobile devices to carry out other 
job duties, such as mobile workers or field 
technicians typically do. Implement new 
software applications that integrate seamlessly 
with the other software employees are already 
comfortable using every day. Start by 

introducing changes to a select 
member of  each department to 
serve as the "champion" for the 
change who can sell it to their 
team members and help them 
troubleshoot problems. 

4. Measure, measure and 
measure some more. 
With the agile mindset comes a 
need to always-be-measuring. 
While you shouldn't allow your 
c o m p a n y  t o  b e c o m e  s o 
obsessed with the metrics that 
it loses sight of  the big picture, 
t h e  a b i l i t y  t o  m e a s u r e 
everything in today's climate is 
a n  i n c r e d i b l y  p o w e r f u l 
capability that can cost or make 
you r  company  m i l l i on s, 
depending on how well you use 
it. From equipping company 
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assets with tracking labels to better measure 
usage and performance to comparing changes 
in customer perception and satisfaction 
following the introduction of  the first phase of  
a major operational change, data is what 
enables companies to adapt on the fly to 
accommodate needs and laser focus on the 
changes that work while discarding those that 
don't. 

Despite one of  the primary barriers to true 
operational innovation being the lack of  clear-
cut, actionable data, most innovation begins 
with data that illustrates the problem. Thus, 
these insights can be used to set appropriate 
KPIs to measure the impact of  innovation on 
the primary pain points. For instance, if  your 
company adopts a new processing method to 
deliver goods or services faster in response to 
declining customer satisfaction rates, you can 
easily measure the impact of  change on 
satisfaction as well as the speed at which new 
methods are enabling you to deliver. 

Operational innovation was once an added 
benefit, but in today's competitive landscape, 
it's a must. Decades-old companies are forced 
to innovate to remain competitive and 
outpace the competition. It's an atmosphere 
which companies must innovate or get left 
behind. While there are bar r iers to 
operational innovation, companies that lay a 
solid framework, foster an agile mindset and 
culture of  innovation, and implement 
effective change management practices are 
those that successfully turn ideas into action. 

Nicole Pontius
N i c o l e  Po n t i u s  i s  t h e  m a r k e t i n g 
communications manager for Camcode, a 
global manufacturer of  asset tracking 
solutions. At Camcode, Nicole focuses on 
helping organizations better manage and 
track valuable assets through automatic 
identification and data capture practices.
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nnovation is often associated with 
changing technology or the 
implementation of  a new solution. 
In reality, innovation is merely 
doing things differently and more 

effectively than you have in the past. 
Innovation isn't as complex as it may 
seem—you just have to be open to change.

Innovation may seem like more of  a luxury 
than a necessity. According to a recent Sage 
study, more than a third of  small businesses 
globally say they're too swamped to explore 
new ideas. However, in today's constantly 
changing business environment, you can't 
afford to only do what you've always done. 
You and your organization need to believe 
change is necessary in order to thrive.

In fact, I've heard business leaders say, “If  
you're not changing, you're dying.” I think 

9 Ways to 
Inspire Innovation and 

Transformation in 
Your Business Connie Certusi

there's a lot of  truth in this statement, since 
there's one thing you can be certain of: the 
world you're operating in is changing, starting 
with what your customers want and how your 
competition is reacting.

Don't forget what motivated you to get where 
you are. It takes a lot of  forward-thinking to 
grow a business, and innovation is as 
important today as when you started out. 
From products and services to marketing, 
sales, and support, you may have to change the 
way you approach all parts of  the business.

Fo l l ow  t h e s e  n i n e  t i p s  t o  i n s p i r e 
transformation within your organization:

1. Continue learning. Take every 
chance to learn and grow by visiting 
your customers, attending workshops 
and conferences, and participating in 
online communities related to your 

I
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industry. Attending events and 
spending time with your peers (who 
share similar interests, goals, and 
struggles) will give you the motivation 
and courage to try new things. It will 
also provide a valuable forum for 
identifying how and what to change.

2. Stay current. Read relevant business 
books and publications to keep up 
with industry trends, and quickly 
a d a p t  t o  ch a n g i n g  b u s i n e s s 
landscapes. For instance, learning 
about the power of  mobile and social 
media can help you open up new 
opportunities to interact with 
customers.

3. Open the doors to collaboration. 
Create a culture that empowers 
employees to share their ideas. By 
encouraging everyone to participate 
in innovating, you'll inspire creativity 
and possibly tap into potential you 
didn't know was there. And when the 
next “big” idea comes along, take the 
plunge and start building on it 
immediately. There's no time like the 
present.

4. Communicate and brainstorm. 
Break down barriers to innovation by 
communicating with each area of  
your business. Then determine which 
tasks require more collaboration from 
your employees, and build a special 
team of  “collaborators” who will 
provide an overview of  how well the 
whole business operates together and 
ideas for improvement. Along the 
same lines, hold a monthly brainstorm 
session focused on innovation. Make 
sure your team knows their feedback 
and ideas matter, and that they can 
freely share ideas and challenge 
processes and procedures.

5. Go for a test drive. Want to see how 
your organization functions in the 
“real” world? Have your employees 

“test” different par ts of  your 
business. For instance, if  you have an 
online presence, have employees 
make a purchase, process a return, and 
contact customer service. They 
should be looking for snags and 
thinking about possible solutions.

6. Engage with your customers. 
There's no one better to listen to than 
your customers. Take their feedback 
seriously. Ask them how you can 
improve and let them know their 
opinions matter. Use tools like 
Instagram, Facebook, and mobile 
apps to build relationships.

7. Bring out the creativity. The days 
of  companies with high-walled 
cubicles and punching clocks are 
b e h i n d  u s.  To d ay ' s  b u s i n e s s 
environment should inspire creativity 
and idea sharing. Consider creating 
open seating areas where small groups 
can meet. Carve out “thinking time” 
or “creative time” that's separate from 
“production time.” You can't really be 
creative or innovative if  you don't set 
time aside for it.

8. Build an effective team. Working 
with others inspires creativity. Your 
team should be made up of  people 
who not only share your enthusiasm 
for innovation, but also make the time 
to identify and act upon their ideas. 
Your job is to foster a culture that 
supports creativity and out-of-the-
box thinking.

9. Remember why you're doing this. 
When you start questioning yourself, 
remember why you do what you do. 
Stay motivated and determined. Align 
yourself  with people who share your 
dreams. And, don't be afraid to 
implement new ideas

Decision Review Issue 11, May - June, 2018



31

DECISION FEATURE 7

eeping your team motivated and 
productive can be a challenge, 
especially if  your business is 
unable to provide additional 
monetary incentives to spur 

performance. It's a problem on the minds of  
members of  the Business.com community, 
like Jason Waite, so we went looking for help.

Money (or lack thereof) may not always be a 
problem. By prioritizing the right values and 
providing the right opportunities for your 
workers, you can ensure that your team stays 
productive through hectic workdays.

"People spend a lot of  their day and a lot of  
their lives working; your work environment 
really can become pretty consuming," said Jeb 
Ory, CEO and co-founder of  Phone2Action, 
a digital advocacy software company. "With 
the time that people spend in the office and 

Ways to Reward 
Employees Aside 
From Money

with colleagues, it becomes a big part of  their 
ident i ty  – and being able to create 
opportunities for people to get really involved 
and to show their expertise is absolutely 
critical for a company as it grows."

By providing career opportunities and value-
based incentives, you can reward and motivate 
employees. Employee engagement and 
motivation is rooted in business culture. 
Regardless of  how you incentivize employees, 
you should be communicating that you care 
about them and their professional growth. 
Employee engagement is a challenge for any 
business. Providing non-monetary rewards 
goes hand in hand with building a better 
business culture and engaging employees.

1. Recognition
Recognition is at the root of  feeling 
appreciated and valued by a company. 

K

3
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Employees will work longer and harder for 
managers who consistently provide praise and 
feedback and are engaged in the employees' 
processes.

Ory talked about Phone2Action's unique 
approach to employee recognition. He said the 
company's sales team, which spends hours 
sending emails and calling prospective 
Phone2Action users, has a points system in 
place to log employee progress. This system 
isn't used to judge low performers or add 
stress to a worker's day by quantifying their 
success. Instead, it's used as a benchmark for 
who gets the papier-mache unicorn.

"It's like a kid's toy – it's something that kids 
are supposed to color," Ory said. "This has 
become the embodiment of  success for this 
team. So, the winner will inscribe their name 
on it, and it will live on their desk. There's a 
healthy, fun competition around who gets that 
unicorn each week."

It may seem like a spontaneous and unique 
answer to empower employees, but the 
meaning is rooted in allowing inanimate, 
symbolic things to hold value within the 
company. Ory said many departments within 
Phone2Action have this type of  system in 
place.

"It's less around the purpose put into 
identifying what those items need to be and 
more about how the organization rallies 
around elevating the employees that create 
outstanding work," he said. "Then find 
something symbolic to recognize that and 

make it visible to everybody. I think that's the 
important piece – everyone in the business 
recognizes that 'hey, this person did really well, 
and that's symbolized by this unicorn.'"

If  getting a unicorn or a funny hat doesn't fit 
with your organization's culture, try publicly 
praising high performers in meetings or giving 
handwritten notes to employees. A little praise 
can go a long way.

"People want to be recognized for their work, 
and that means feedback, acknowledgment 
and praise," said Omer Molad, founder and 
CEO of  recruiting platform Vervoe.

2. Flexible schedules
Providing a flexible schedule, if  possible, can 
be another way to promote work-life balance 
and motivate employees. As technology has 
advanced, working from home has become a 
viable option for a lot of  small businesses. 
Providing work-from-home days as a reward, 
or as part of  a set schedule, can allow 
employees to unwind while still being 
productive and contributing to the business. 
If  you're worried about productivity, don't be. 
A Stanford study found that employees who 
work from home are 17 percent more 
productive.

"Giving our employees flexibility and 
freedom is a great selling point," said Will 
Tjernlund, CEO of  Goat Consulting. "Giving 
them the freedom to go on vacations or work 
from home is invaluable to them."

If  working from home isn't an option, 
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consider letting your employees 
leave early on the occasional nice 
day, or come in late on a random 
Monday. Again, these are small 
ways you can combat burnout and 
show your appreciation to your 
employees.

3. Responsibility and 
opportunity
While i t 's  not a tradit ional 
incentive, offering employees 
more freedom, responsibility and 
opportunity can help empower 
your workforce to do great work. 
This can come in several ways, 
specific to your own day-to-day 
business operations.

Ory said he often selects high-
performing employees to go to 
industry conferences. He cited a 
recent example where one of  his 
leading employees (the first one to join the 
company, in fact) attended Facebook's 
developer conference and hackathon. By 
providing a unique and creative opportunity, 
Phone2Action rewarded this employee for his 
work.

"Being able to go and represent the company 
at a conference in a professional development 
situation is absolutely another benefit, 
because it's saying, 'Hey, we trust you to go 
r e p re sen t  Phone2Ac t ion ,  to  be  an 
ambassador for us,'" Ory said. "Rather than 
spending these three days working on coding 
this widget, we want to invest in your future 
growth by having you go out and learn and 
absorb and come back and share with us what 
you learned."

While this situation may not apply to every 
business, the principle is still important. By 
providing unique oppor tunit ies  and 
responsibilities to high-performing workers, 
you can build another avenue for appreciation 
and professional development.

Bottom line
The three pillars to incentivizing employees 

without financial reward are recognition, 
flexibility, and responsibility or opportunity. 
There are many specific ways to reward high-
performing employees, but showing your 
appreciation should be the root of  your action. 
While monetary incentives can be effective, 
recognition and appreciation can build a 
culture of  excellence within your organization.

"I think just constantly coming up with 
different ways and opportunities for people to 
get involved [works]," Ory said. "That lets 
them more highly  connect  with the 
organization."

Matt D'Angelo
Matt D'Angelo is a B2B Tech Staff  Writer 
based in New York City. After graduating from 
James Madison University with a degree in 
Journalism, Matt gained experience as a copy 
editor and writer for newspapers and various 
online publications. Matt joined the Purch 
team in 2017 and covers technology for 
Business.com and Business News Daily.
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o measure your company's vision 
requires a deeper understanding of  
what the words that you use to define 
it really mean. You'll need to dig a little 

deeper to make sure that everyone has the same 
understanding of  each key phrase, so try to 
consult with key staff  and reach a consensus 
about those meanings.

Next comes defining the right indicators that 
measure progress towards vision. Let's look at 
one common vision statements as an example: 
“outstanding value to customers.” How can this 
statement be measured? How do you know 
when it's achieved? It must be based on solid 
evidence and not opinion. What information is 
needed to prove that this phrase from the vision 
is being realized? First, “outstanding” implies 
something that performs better than expected. 
How do we measure this? Two possible 
indicators would be one for quality and one for 
service.

Where do you find these indicators? You can 
either design a survey and ask your customers to 
rate the quality or the service of  your offerings, 
or find the data within your internal processes 
from sales to delivery. The first alternative will 
give you the information you want but might 

How to Measure the 
Effectiveness of Your 

Company's Vision
Riaz Khadem

Once you have a vision statement in place, find out 
how to choose the right indicators that will determine 

if you're meeting those goals on a daily basis.

inconvenience your customers. The second 
doesn't take the customer's time but only 
approximates the intent of  your vision of  
providing outstanding value.

An approximate measure of  value delivered to 
your customers might be something like 
“percent of  repeat sales,” implying that repeat 
sales come as a result of  value perceived by 
customers. Or you can look at the “percent of  
returns” assuming that a high percentage 
implies the customer didn't perceive value.

Let's try another example. Suppose the vision of  
a pizza company is “on-time delivery.” First, this 
has to be made clear before assigning an 
indicator to measure it. What is “on-time 
delivery?” It can be clarified by stating, “We 
deliver pizza within 15 minutes of  the order.” 
Now, you can define an indicator to measure this 
intent.

How do you measure whether this actually 
happens? You can look at the delivery logs and 
count how many times the delivery was made 
within the 15 minutes promised. A good 
measurement of  this statement would be 
“percent delivered within 15 minutes.” The 

T
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measurement gives the owners of  the company a 
clear indication of  how their delivery service is 
operating. If  their main selling point is “delivery 
within 15 minutes,” they would give attention to 
this indicator as their highest priority.

Here's another example to illustrate how to 
clarify a part of  a vision statement and convert it 
into a measurable indicator. If  you state in your 
vision, “We'll be the market leader,” what exactly 
does this mean? Do you mean the leader in 
technology, the leader in ethics, the leader in 
customer service? If  the intent of  your 
statement is to capture your market presence, 
then your vision statement could be clarified by 
defining it as, 'We will have a higher market share 
in  our  lead product  than any of  our 
competitors.” You can then define an indicator 
to measure this statement as “percentage of  
market share in lead product.”

Acceptance criteria for indicators
To effectively measure your progress toward 
your vision, it's imperative that the indicators you 
design be of  the highest possible quality. What 
does this mean? It means that they be 
measurable, supported by data, fact based, 
reliable and accurately convey the intent of  the 
vision. The descriptions below provide the 
characteristics the indicators should have:

Measurable. The indicators should be measurable. 
An indicator is measurable if  it begins with the 
words “number of,” “percent,” “ratio,” 
“average,” “sum” or “delta” (difference between 
A and B). Examples are: number of  customer 
orders, percent of  customer orders through 
online channels, average number of  customer 
orders per day, total customer orders, difference 
between customer orders received versus 
projected.

Total Alignment
Supported by data. The indicator must be able to be 
supported by data that already exists in the 
company's data systems, or can be captured by 
examining the documents generated during the 
operation of  the company processes. If  data 
doesn't currently exist, you can assess whether 
data capture is possible or cost effective.

Fact-based. Indicators are more meaningful if  

they're based on facts, not opinions. Although 
opinions may give valuable information, 
indicators based on facts are preferable. For 
example, an opinion-based indicator might be 
the percentage of  customers who rated the 
product with five stars on an ecommerce site. 
This is based on customer opinion. It's valuable 
information but isn't fact-based, whereas the 
percentage of  customers who ordered the 
product a second time is fact-based. The more 
you make your indicator fact-based, the higher 
the quality of  your measurement will be.

Reliable. The data source you're considering for 
your indicator determines reliability. How 
reliable is the data accuracy from the source? 
How dependable is the source that provides the 
data on a regular basis?

Accurately conveys the intent of  the vision. If  you have 
a choice of  several indicators to measure the 
vision, the one that most accurately conveys the 
intent is the one you should choose. However, if  
data for this indicator doesn't exist or is difficult 
to obtain, then you can choose an indicator that 
closely approximates that intent.

Your company may currently be using metrics 
to track performance. How do these differ from 
the indicators of  vision? They don't. They're 
both indicators that measure progress. Your 
existing indicators are candidates to be linked to 
your vision. However, companies often have 
too many existing indicators, some of  which 
might not be relevant but continue to be tracked 
from year to year. We suggest you make a list of  
these indicators and analyze them one by one to 
see if  they adequately describe the intent of  any 
of  the phrases in your vision statement. If  they 
do, then they become vision indicators. If  they 
don't, you might not need them.

Engage your team in clarifying your vision, then 
measuring the intent of  your vision with the 
highest-quality indicators that might include 
some of  your existing indicators. Once you've 
developed your strategy, pick the indicators you 
need to focus on in the next twelve months.
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he last thing any manager wants their 
team members to do is dread coming 
to work each day. Because people 
spend the majority of  their time at 
work, it is important managers do all 

they can to make that time enjoyable, exciting 
and well-spent.

A dictatorial manager who lacks empathy or 
insight may produce but high turnover will cause 
them to ultimately fail. Excellent managers do 
their best to make 80 percent of  the job 
rewarding, with a 20 percent balance of  healthy 
stress. While this may not always be the possible, 
it is nonetheless their goal.

1. Knowledgeable
To create a happy and successful team, 
exceptional managers make sure to be 
knowledgeable in every area of  their field, and to 
have the resources necessary to gather the 
information they are lacking. They are 

Traits of Managers Whose 
Teams Are Happy to Come to Work

10
Sherrie Campbell

T

responsible and thorough in their 
direction of  others, they follow their 
insights and stay well-connected in their 
industry.

These skills make them the “safe-base” 
and strong ally team members need. The 
more knowledgeable a manager, the 
better the coach, and the more inspiring 
it is for team members to come to them 
for guidance.

2. Practical
Great managers understand the basic 
principles of  management, and utilize a 
wide range of  those principles to direct 
the unique and individual needs each 
team member presents them with. These 

managers are thoughtful and masterful when 
making decisions and also when finding 
solutions to problems.

Success comes with more ease when direction 
and expectations are clearly communicated to 
team members. These practical skills are 
essential to creating a happy and productive 
working environment.

3. Upbeat
Great managers are optimistic and positive. It's 
better for them and better for business on every 
level. Successful managers are secure in their 
own well-being. Each day they set a positive tone 
for their team with an upbeat, helpful attitude.

A manager who is cold and mechanical will, 
more often than not, get their team off  on the 
wrong foot each day. Success is harder to come 
by working under oppressive and negative 
conditions.
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4. Stress management
Stress is the one place we all have the potential to 
short circuit, lose patience and treat others 
poorly. Top managers pride themselves on being 
emotionally intelligent and capable of  self-
possession. Because they know how to manage 
their own stress, they are more masterful in 
managing the stress of  their team members 
when it is most needed. To reduce stress, top 
managers ensure team members have the 
necessary time to nurture and take of  themselves 
personally and professionally. This type of  a 
management approach is based in balance. 
When things are in balance, success is more 
easily developed and maintained.

5. Love what they do.
Well-liked managers love what they do. Because 
of  this love, they view themselves as consistent 
“learners.” They invest their time and resources 
into self-development, education and training.

It is inspiring for anyone to be around a person 
hungry for their own growth and development. 
When a manager has this interest and passion, it 
is undeniably contagious to those who work for 
them. Great managers hold the awareness that 
the only way to stay ahead of  the competition is 
to grow themselves and their team beyond the 
competition.

6. Leadership
Great managers develop their leadership skills by 
engaging in teamwork exercises and practices 
that unleash the full potential of  the team they 
manage. Successful managers focus on teaching 
their team members how to work with each 
other, rather than against each other. They keep 
their team cohesive by valuing comradery over 
competition.

7. Ability to motivate.
Stand-out managers are self-motivated and able 
to motivate others. They continually ask 
themselves how they can improve team morale 
with new tactics to keep passions peaked.

Successful and well-liked managers cultivate the 
r e l a t i o n s h i p  b e t we e n  h a p p i n e s s  a n d 
achievement in their team members. They 
inspire their team by redefining goals as part of  
something larger than closing their next deal. 
The more supportive the environment between 

individual team members, and between team 
members and their manager, the more cohesive 
and successful they all become together.

8. Dedication to excellence.
Great managers expect the best from 
themselves and their team. They refuse to settle 
for poor results, knowing it reflects upon their 
ability to manage well, just as much as it reflects 
upon the team's ability to excel. The best 
managers encourage the sharing of  ideas and 
offer  incent ives,  such as  bonuses  or 
commissions, to get their team thinking more 
outside of  the box. They don't tolerate team 
members badmouthing each other, their 
customers or vendors. They point out that all 
people are human. They make sure to keep their 
team focused on solutions not problems. They 
encourage their team members to be good 
human beings, not just good salespeople.

9. Focused on quality.
Top managers focus on the quality of  what their 
team produces.  As important as volume and 
productivity may be on the front-end of  a deal, it 
is the quality of  the services and reliability of  the 
product being sold that ultimately determines 
the value of  the deal.

Successful managers encourage the productive 
use of  time, skill and knowledge. These 
managers understand that the most successful 
and fulfilled teams are those who experience 
meaningful results. Team members have to 
value who they are, the product they sell, those 
who use their product and the importance of  
delivering quality results.

10. Success is shared.
Great managers desire to have a meaningful and 
significant impact on their team. Successful 
managers are driven to make a difference, an 
emotional difference, in their team members. 
Fo r  t h i s  r e a s o n ,  t h e y  c e l e b r a t e  t h e 
accomplishments of  everyone, believing that 
everyone is capable to doing well. They are 
solution-focused, and generous with their time 
and attention when someone needs it. The well-
being of  their team members is central to a great 
manager's approach because they know that 
when people feel important, they treat all they 
do and achieve with more importance.  
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lthough the difference between 
managers and leaders appears 
almost nitpicky at face value, it's 
actually quite distinct. The 
former control the direction of  

progressthrough existing and emerging 
processes; the latter provide vision and 
inspirationwithout getting in the trenches. 
Think of  leaders as premium fuel and 
managers as an efficient engine: Both are 
necessary to get a sports car from one 
destination to another. That distinction, 
however, is darn hard to implement in most 
companies.

The basic issue is that when strong managers 
rise to leadership levels, they're expected to 
change their way of  doing things. But just 

Striving to become a legendary leader? Ditch those 
management habits -- fast -- and focus on the bigger 

picture..

Peter Daisyme

 
Boss

What's the Secret 

Leader? 
to Becoming a

Stop Being a

because they boast a C-suite title doesn't mean 
they can let go of  their “let's all roll up our 
sleeves and dig in” attitude. In fact, many lean 
on old patterns of  managerial behavior, which 
destroy their ability to adjust. Yet modern 
leaders must be wil l ing to bury the 
management habits they honed and become 
coaches instead.

As Robert Glazer, CEO and founder of  
Acceleration Partners, noted in Entrepreneur: 
“Leading a productive team entails letting go 
of  daily operations to focus on setting a clear 
strategy and vision -- the 'why' and 'what' -- 
and getting comfortable leaving your team to 
manage the 'how.'”

Glazer added that millennials, set to become 

A

Decision Review Issue 11, May - June, 2018



39

RETHINKING TOMORROW

the largest cohort of  U.S. workers by 2019, 
according to Pew Research Center, are 
particularly keyed in to how they're being led 
from above. Heavy-handedness isn't 
appreciated, but motivation is.

The rewards for solid leadership aren't just 
anecdotal: Data examined by the Harvard 
Business Review showed a correlation between 
exceptional leaders and exceptional workers. 
In other words, the faster leaders stop 
managing and focus on leading, the stronger 
the  l i ke l ihood of  s te l l a r  corpora te 
performance. If  you yourself  are a new leader, 
such seemingly small actions can help you 
ditch some of  your manager-focused ways:

1. Stop micromanaging.
Find yourself  wanting to jump into the fray 
every time your team does something amiss? 
Remind yourself  that leaders who meddle are 
just micromanaging their employees to death. 
The more time you spend distrusting people's 
motives and movements, the less energy you 
can spend on your role as a high-level leader.

Is intervention among the ranks occasionally 
warranted? Yes, but not all the time. If  you 
find yourself  putting out fires for your 
teammates, you may have one of  two 
problems. First, you might be stuck in a 

management mentality, in which case you'd be 
wise to wean yourself  from those toxic 
tendencies. On the other hand, you may have 
workers who are not up to the tasks at hand; 
that scenario necessitates a rearrangement of  
workloads, or even the addition of  new faces 
and perspectives.

“I used to be a micromanager, and I'm 
someone who's always had high expectations 
for myself  and anybody who works with me,” 
Rick Nuckols, the president of  Container 
Technology, wrote on his company website 
page. After changing his ways, he took a 
different approach: “I always try to be fair and 
open about what's going on and where we're 
going and how. I try to give them the tools they 
need to succeed. We try to create an 
environment where they treat it like it's their 
own business. Making people feel appreciated 
is so important.”

2. Delegate, giving your people 
permission to succeed -- and fail.
Having trouble delegating? You'll never get far 
in your role as a leader if  you hoard the major 
responsibilities for yourself. Imagine you're 
jogging along a path at your local park: Not 
only will you stumble and potentially fall if  
you're carrying a lot of  luggage, but you also 
won't move very efficiently. Instead, evaluate 
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which responsibilities you should continue to 
shoulder, and delegate the rest to other team 
members.

Transitioning from being an ear-to-the-
ground manager to an effective leader isn't 
possible if  you can't tell others what to do and 
then allow them to finish the job theirway. To 
help you feel more comfortable doing that, try 
providing context to your team members 
about how their role fits into the big picture. 
Remember that teammates may not take the 
routes you would to achieve results -- and that 
that's OK. If  they make missteps, be a leader 
they can come to for suggestions rather than 
reprimands. Not only will you get more done, 
but your employees will get a boost of  self-
esteem and empowerment.

James Philip, a serial entrepreneur and angel 
investor, wrote on Medium about how he'd 
switched from doing it all himself  to holding 

on to only the things he did best and letting 
others take the reins: “As I built my businesses, 
I learned to delegate things, knowing the 
person was going to screw it up," Philip wrote. 
"But this allowed them to grow. They screwed 
up; we figured out what to do better next time; 
and progress was made. What happens is, a 
couple years later, they are not making 
mistakes anymore and now your team 'does it 
right without you having to do it.'”

3. Make choices that dovetail with 
your vision.
Wishy-washy head honchos don't hold their 
positions very long. However, those who 

maintain strong visions they can articulate to 
their teams do. In fact, every decision you 
make should keep the bigger picture for you 
and your company in mind. Your employees 
will know immediately if  you're walking your 
talk.

Steve Griggs, the founder and CEO of  Steve 
Griggs Design, found that growth came with 
taking faster and more decisive actions. “Start 
by evaluating 'What's the worst that can happen?' 
and 'What's my ultimate desired outcome?'” he 
wrote on Business Insider. “Then, make a 
decision and sink or swim with the ship … At 
least you made a decision. Being an 
entrepreneur means you're a leader and no 
one wants to see the leader be wishy-washy.”

Help yourself  become more attuned to 
choosing paths based on vision by following 
your decisions to the final results; think of  it as 
being like viewing a movie's beginning, middle 

and end simultaneously. Does the outcome fit 
with your vision? If  so, it's probably the right 
choice. If  not, you'll need to re-evaluate your 
decision-making tendencies so they tie to your 
mission before you continue down the next 
path.

Managers are important people in companies, 
but their jobs, in most cases, shouldn't have 
too much overlap with those in the leadership 
ranks. Become a savvier leader by allowing 
your managerial staff  to do their jobs so you 
can focus your attention on the bigger picture.
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here is a fundamental need for a 
tangible frame of  reference that 
c a n  b e  u s e d  f o r  a l i g n i n g 
organizations. This is where an 
Alignment Map comes into play. 
We developed the Alignment Map 

to serve as a compass and a guide for the 
alignment process. Its goal is to focus everyone 
on those key factors that will lead to success.

There are two sides to the Map, and both sides 
should have measurable indicators. The left side 
has indicators of  vision. The right side has a list 
of  strategic actions and strategic initiatives. 
These actions and initiatives are also measurable, 
and we'll explain below the methodology for 
measuring them.

Measurement for the right side
An initiative is a project. In the case of  
alignment, we use the word “initiative” to 
describe a strategic project of  high importance 
rather than ordinary, everyday projects that 
companies have in place. The real measurement 
of  the success of  a project is the result it 
produces. The result is fact-based, but 
unfortunately, it's only available after the project 
is completed.

What about measurement of  the project before 
completion? One alternative is to measure the 
progress of  the project against a set of  criteria. 
Such measurement will be partially based on 
opinion, but still valuable. It can provide an early 
warning when the project isn't doing well and 
will al low for intervention and course 
adjustment.

Let's start by defining what makes a project, an 
initiative, successful. A project is successful if  it 
has the elements of  success before, during and 
a f t e r  i m p l e m e n t a t i o n .  H e r e  a r e  t h e 

How to Effectively 
Measure Strategic 

Initiatives
Riaz Khadem

characteristics you need before implementation 
of  a successful initiative:

· Good project plan with the right 
milestones and deliverables

· Clear objectives for the project to 
deliver after implementation

· Customer involvement to define the 
quality specifications and delivery date

· Allocated funds to assure the project 
can pay for the resources it needs

· Assignment of  the right resources
· Committed and competent person in 

charge as a project manager

When these characteristics are present, the 
project has an excellent chance of  tangible 
success. However, most projects will encounter 
challenges during execution that couldn't have 
been foreseen, and the project plan will need to 
be dynamically adjusted. Here are the 
characteristics you need during implementation 
of  an initiative:

· Update of  the schedule based on a 
revised project plan

· Quality of  work based on the customer 
specifications provided before starting

· Customer involvement during the 
implementation to assure satisfaction

· On-time delivery of  the project 
milestones

· On budget in terms of  use of  
resources to reach the milestones

· Good project management

Paying attention to these characteristics will 
increase the chances of  project success. If  any 
of  these characteristics are absent, the project 
manager will need to determine the causes for 
the missing item and find the remedy. Here are 
some characteristics for a successful project 
after execution:

· The objectives of  the project are met 

T
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and the benefits are measurable
· The project outcome meets or exceeds 

the expected quality
· The customers are satisfied
· The project is delivered on time
· The project is completed within budget
· The project has post delivery service

When all the characteristics are fulfilled, then the 
project has excellent execution.

Assuming that the criteria for starting the 
project are met, the measurement of  progress 
will be based on the items outlined above for the 
“during implementation” phase. Evaluation 
based on these criteria will be necessary on a 
regular basis. Who should do the evaluating? 
Select one or more individuals within your 
organization or external people who would 
benefit most from the project and would agree 
to act as its customers. The customers of  the 
initiative will rate its progress monthly using any 
combination of  the characteristics listed.

When there are multiple customers of  an 
initiative, their evaluation should be combined 
with some weighting criteria based on the value 
of  the project to their areas. For example, if  
there are three customers, you could assign the 
weight of  20, 30 and 50 to them respectively. 
Calculate a weighted average of  the evaluations 
from these customers. When this number is low, 
the person accountable for the initiative will 
have to analyze all the evaluations and determine 
a plan of  action to bring the project into 
compliance.

We call the index that measures the progress of  
the initiative in this manner an INX, which 
stands for INitiative indeX. The right side of  the 
alignment map will have INXs associated with 
the strategic initiatives. As the number 
associated with INX is based on opinions of  the 
key customers, it's not as a precise measurement 
of  progress but an indicator to alert when the 
initiative has problems. Nevertheless, to make 
the evaluations as objective as possible, the on-

time advance of  the project should be based on 
its meeting milestone in a project plan, rather 
than the opinion of  the customer.

Focusing on the vital few
Our experience shows that often companies 
attempt to implement too many initiatives 
beyond their ability to execute them well. It's 
important to prioritize. Here are a few tips for 
prioritizing the initiatives to focus on:

Use the Pareto principle. Twenty percent of  what 
you do will have eighty percent of  the impact. As 
the Pareto principle is fractal, twenty percent of  
the twenty percent is truly significant, and only a 
vital few can add tremendous value. To 
determine the vital few, look at the list of  your 
initiatives on the right side of  your alignment 
map and pick the top set of  initiatives that will 
deliver 80 percent impact on your vision. Focus 
on those initiatives.

Use the Cause and Effect principle. Each strategic 
initiative will have an impact on the indicators 
you've already defined as important. Some will 
impact multiple indicators of  high importance. 
By analyzing the cause and effect relationship of  
the strategic initiatives with the key indicators, 
you'll be able to eliminate those that are less 
important.

Use the weighting concept. As your financial and 
human resources are limited, you won't be able 
to do all the initiatives you've identified, so pick 
the most important ones. To do this, you can 
distribute 100 points among the initiatives and 
pick those with the highest weights.

Use the sequencing concept. The large list of  
initiatives you've developed is intended to help 
you achieve the vision of  the company. Usually, 
your vision expands over many years, and 
therefore not all the initiatives need to start 
immediately. By sequencing those that should be 
done this year versus those that can wait, you'll 
be able to reduce your list to the vital few.
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ou've presented your plan to your 
team, and they appear to be on 
board. Getting everyone on the 
same page was, in your mind, the 
critical first step. Thankfully, they 

bought in.

When the time comes to implement the plan, 
everything falls apart. The team fails to follow 
through with their promises. Deadlines are 
missed, generally without much regret or 
accountability. You wonder whether they 
simply don't care, or if  they are intentionally 
sabotaging the effort. Either way, something's 
wrong. And this isn't the first time. In fact, 
rather than the exception, it's the norm.

The plan was clear, and you thought they were 
all aligned to deliver on the critical initiative. 
Except for one problem -- your team's actions 
don't match what you all agreed to deliver, and 
they don't seem to care. In fact, they appear to 
be doing anything but what you agreed upon. 
You're working with a passive-aggressive 
team.

The Mayo Clinic identifies passive-aggressive 
behavior as “a pattern of  indirectly expressing 
negative feelings instead of  openly addressing 
them.” When describing individual behavior, 
specific signs include:

· Resentment and opposition

· Procrast ination or intentional 
mistakes

· Cynical or sullen attitudes

· Frequent complaints

Similar descriptions can be made of  passive-

8 Solutions 
for Managing a 

Passive-Aggressive Team
When people are unhappy but afraid to say so, it's a management problem.

aggressive teams. These teams:

· Actively or passively sabotage the 
efforts of  others

· Procrastinate

· Deliver sub-par work, or just enough 
to stay out of  trouble

· Fail to acknowledge the urgency of  
priorities

· Disengage or lack commitment

· Complain or place blame, often 
covertly

A passive-aggressive team may appear to 
agree with an individual, request, plan or an 
important initiative. However, when the 
rubber meets the road, there is a clear 
disconnect between what is said and what is 
done. Passive-aggressive teams may range 
from behavior as mild as missing a few minor 
deadlines or delivering a product that meets 
only minimum specifications to blatant 
sabotage. Passive-aggressive teams are, at 
best, ineffective. At their worst, these teams 
can be severely damaging.

Dealing with a passive-aggressive team can be 

Y

Decision Review Issue 11, May - June, 2018



45

STRATEGIC REPOSITIONING

challenging. Unless handled directly, these 
behaviors seldom resolve themselves. Below 
are eight solutions for managing the passive-
aggressive team.

1. Look in the mirror.
Understand your role, as manager, in creating 
the behavior. We may mistakenly believe that 
individuals don't want to contribute. Sitcoms, 
movies and comics are full of  accounts of  
slothful employees trying to get by with as little 
work as possible. However, most of  us aren't 
like that; we want to contribute. Assuming 
“they just don't care” is an easy cop-out. 
Understanding your role in contributing to this 
negative behavior can be very enlightening.

2. Make it safe.
When people don't feel safe, passive 
aggression may be the result. If  they don't feel 
they can tell you what they're thinking, it's safer 
to hold back true thoughts and take it out in 
their actions -- or inaction. And, if  the team 
doesn't feel that you have their backs, they 
won't have yours.

3. Give them a voice.
Often, passive aggression occurs because team 
members aren't heard. Not only does having a 
voice contribute to stronger commitment, it's 
often a major contributor to understanding 
what could go wrong -- or right -- with a plan. 
Team members who are closest to the work 
understand potential areas of  success or 
failure. When these thoughts aren't voiced, not 
only does a manager miss out on a wealth of  
information, he or she is also far less likely to 
gain the commitment of  the team.

4. Explain the why.
Most managers have learned to communicate 
the “what” -- they clearly outline what needs to 
be accomplished. Some are also good at 
outlining the “how” -- steps needed to 
implement the plan. Few are equally adept at 
articulating the "why." When team members 
understand why the plan is important, a 
manager can enlist the minds and hearts of  the 

team, rather than just hands.

5. Communicate and align expectations.
Expectation gaps don't necessarily result in 
passive-aggressive behavior. But the outcome 
of  unclear expectations is easily blamed on 
passive aggression. One of  the most common 
reasons the plans aren't executed or changes 
aren't effective is because team members lack 
clarity around what's expected. Expectations, 
targets and objectives weren't clearly aligned. 
It's hard to hit a target you didn't know 
existed. But this isn't just top-down. It works 
both ways. Managers must also be willing to 
hear and clarify team expectations.

6. Proactively deal with negative 
behavior.
While these first five points were aimed 
directly at the boss, true passive aggression 
occurs at the individual and team levels. 
Refuse to tolerate damaging behavior. Point it 
out, and hold the team accountable. A 
manager who is not willing to clearly call out 
this negative behavior is simply reacting with 
ano the r  fo r m o f  p a s s iv i t y.  C r e a t e 
consequences, and hold the team to those 
expectations.

7. Foster open communication and 
feedback.
It's difficult for a manager to know what's 
going on if  he or she isn't involved. Get in the 
trenches. Understand what's going on. Clear 
roadblocks. Then listen.

8. Don't be part of the behavior.
Sometimes managers get sucked into the trap. 
Managers often mirror passive-aggressive 
behavior by falling into similar negative 
patterns shown by the team. Instead of  being 
open with individuals, some managers take on 
the team's negative behavior, acting as if  all is 
well, while sulking, waiting to ding team 
members on performance reviews or even 
terminating employees. Don't be guilty of  the 
same negative behaviors of  which you're 
accusing your passive-aggressive team.
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s a manager, one of  your biggest 
responsibilities is to inspire other 
people to be the best versions of  
themse lve s.  I f  done  we l l , 
everyone on your team will not 

only be more productive and efficient, but also 
happier with their jobs. One of  the hardest 
challenges, especially for new managers, is to 
balance this leadership mindset (focusing on 
helping other people) while still finding ways 
to get your own work done.

Whether you have read countless leadership 
books, have been managing others for a long 
time or got thrust into a position ill-prepared, 
leading employees and empowering them to 
do good work is an art that can be learned just 
like programming skills or riding a bike.

While there is no prescriptive and guaranteed 
method to become the "best leader ever," 
there are many actionable things you can do to 
ensure your employees are constantly headed 
in the right direction. Here are 10 tactical ways 
to help your employees be more productive -- 
a great foundation for future leadership 
success.

1. Be yourself
There is no replacement for authenticity. 
People can sense fakeness! Having to put on a 
face with your employees every day can not 
only lose their trust, but it also makes work less 
enjoyable for you.

Good managers help each member of the team 
bring out their inner superstar.

10 Ways to 

A

There's no need to overcompensate with 
certain leadership styles based off  of  how 
other people lead -- especially if  it is out of  
your comfort zone. Behaving in a manner that 
is consistent with your beliefs and values will 
give you more energy each day and it will send 
a message to your employees to be themselves.

2. Create a culture of transparency 
and feedback
While many managers are afraid to do this, 
admitting when you are wrong is crucial to 
building an honest and transparent culture 
where everyone can feel free enough to be 
their best at work. For me, this starts at the 
highest level. So if  you're the CEO, learn to 
admit when you're wrong.

Sometimes, as we sit in a leadership role, we 
think have to demonstrate control and always 
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be right. Yet, it actually shows more courage to 
admit when you don't know the answer or that 
you made a mistake. Doing so will establish a 
layer of  transparency with your employees and 
promote a culture of  learning. In the long view, 
it will allow you to change your ideas and 
tendencies without needing to maintain your 
ego.

3. Get to know each individual
It's hard to remember that Jan told you her 
daughter broke an arm and that Jose's father-
in-law was in town for the weekend. Following 
up on the little things every Monday morning 
demonstrates a genuine care for your 
employees.

Asking about something that you know has 
been going on in someone's life or checking in 
on someone when they seem a bit down can 
build a stronger connection between you and 
every team member.

With this connection will come an opportunity 
to understand what motivates your employees, 
what they enjoy doing and what they are 
working toward. When an employee knows 
that their boss cares about their success, they'll 
have more motivation to work and they'll feel 
an obligation to work hard for you. Plus, it will 
make it easier to give constructive feedback 
when they know you have their best interests at 
heart.

I personally go on daily walks twice each day 
during work hours. I typically invite two or 
three people for each walk. This helps me get 
to know people with my busy schedule. Make 
time for it.

4. Appreciate good work
Giving recognition for work that was is lacking 
can set a bad precedent. While the line can 
sometimes be hard to draw, being attentive to 
the effort, growth and output of  your 
employees will allow you to give them proper 
recognition.

Many employees are so caught up in their own 
worlds and won't give each other the 

recognition they deserve, so being the one to 
applaud good work can keep motivation 
leve ls  h igh and show much needed 
recognition.

You'll be surprised how much a "good job" 
goes with some people. It can make the 
difference between a happy and productive 
employee vs. someone who leaves your 
company.

5. Empower them with the best 
technology
People often spend hours on tasks that can be 
automated or highly sped up with technology. 
Most of  the time, it's actually cheaper to pay 
for things like calendar automation than it is to 
schedule meetings manually. There are 
solutions for many things today that you 
might not even know exist.

Take a look at the tasks employees are doing, 
especially the monotonous ones that bother 
them. Spending the time to find solutions that 
can automate or speed up those tasks will not 
only make them more productive, but also a 
lot happier.
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6. Encourage risk taking
If  there were a 40 percent chance that a project 
one employee could take on would fail and a 
60 percent chance it would succeed, then the 
decision to pursue the project will be largely 
based on their perception of  the risk of  
failure. In a culture where failure is met with 
harsh criticism and fear of  being fired, these 
60/40 decisions that, overall, would benefit a 
company, won't be enacted.

Employees face decisions like these daily on 
whether to try something a bit more ambitious 
than the norm. Encouraging this risk taking 
will not only make employees more confident 
and autonomous, but it will yield more output 
within a culture of  innovation.

7. Get everyone behind the mission 
and keep them there
One of  the biggest challenges at a company, 
especially as it grows, is keeping each 
employee excited about the work that they're 
doing. When people are working intrinsically 
and feel like the work that they are doing is the 
best possible way that they could be spending 
their life at the moment, their output is going 
to be exponentially higher.

If  they're basing part of  their self  concept on 
the work that they are doing and they care 
deeply about it, then each day they will be 
coming into work with the energy to give it all 
they have.

8 .  G i v e  p e o p l e  f r e e d o m  a n d 
autonomy
If  people feel like they have to be doing their 
work in a particular way, have to wear certain 
things in the office, and can't be themselves, 
they are going to be less happy and productive.

Having honest conversations about the type 
of  work they want to do, encouraging 
employees to take a goal or idea and run with 
it, and letting them revolve their work around 
the lifestyle they want can create momentum 
in the office -- encouraging employees to work 
harder on what they enjoy most.

9. Push people to do what they don't 
think they can do
Autonomy is important, but without an 
overall sense of  guidance, people might spend 
significant time trying to figure out what they 
actually should be doing.

Checking in and challenging them to ask 
questions like "why am I working on this 
particular thing? What else can/should I be 
working on? Is what I'm doing the best use of  
my time right now and is there a way to do this 
more efficiently?" can help accelerate their 
learning and productivity.

10. Hire the best people
It goes without saying, but in an ideal world 
you can hire people that are very passionate 
about the work they are doing, know how to 
deal with ambiguity, and know how to push 
themselves.

Often it's not the case that everyone on your 
team is a shining star. Part of  being a manager 
is helping to bring these superstar qualities out 
of  normal people. That being said, knowing 
when the person isn't a good fit and cutting 
ties is critical. No matter what tactics you 
employ, there are certain people that will 
never be a great fit in certain jobs.
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s humans, we want to be treated 
equitably. We want to know that 
we're valued, that our work 
mat ters,  and tha t  we are 
compensated fairly for our 

efforts. The concept of  equity involves 
looking at a situation and identifying the 
variables -- the people involved, the resources 
at play and the situational factors -- and then 
asking yourself  these questions:

· Are we giving each person the 
necessary resources?

· Are we giving each person a 
proportional amount of  attention?

· Are we showing appreciation in a 
balanced way?

· Are we giving each person an equal 
opportunity to succeed?

If  you want to be a respected boss, a revered 
manager, and a followed leader, you need to 
understand the four tenets of  workplace 
equity. Once you do, you'll know better how to 
communicate dynamically to get to the root of  
the problem, manage the situation and ensure 
a fair solution.

Tenet one: people exchange work for 
rewards
People work for rewards. Plain and simple. I 
don't know anybody who goes to a job and 
doesn't expect to get anything in return. Many 
managers assume that the salary, hourly wage 
or contract rate for coming to work is enough. 

If you want to be a respected boss, a revered 
manager and a followed leader, you need to understand the 

four tenets of workplace equity.

The 4 Rules of  Treating 

Employees 
Equitably

But they're wrong. In fact, the number-one 
reason people quit their job is bad bosses, not 
bad wages.

Your employees need to feel they're being 
compensated fairly for the value they're 
providing. In a managerial capacity, you need to 
know what makes your employees tick. This 
compensation is not just monetary. Increased 
responsibility, availability of  resources, 
collaborative opportunities, continual 
f e e d b a ck ,  m a n a g e r i a l  s u p p o r t  a n d 
professional-development opportunities are 
all ways to reward employees. At the end of  the 
day, employees want to know they're getting 
just as much as they're putting in, and that 
they're making a difference in the workplace 
and beyond.

If  you want to treat employees equitably, don't 
assume all rewards are created equal for all 
employees. For example, a $100 restaurant gift 
card isn't going to make Dylan feel the same 
way as Jaime -- Dylan would much rather have a 
gift card to a bookstore. Blanket and generic 
signs of  appreciation often fall flat because 
they assume everyone is the same and show 
that you're treating everyone the same. The 
best managers know how each employee likes 
to be rewarded.

Tenet two: people actively search for 
empowering environments
In addition to working for rewards, we also 

A
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seek to work in environments where we're 
treated fairly, and where we're empowered to 
contribute in a meaningful way. If  the first 
tenet is met, employees feel more pride and 
responsibility in the work they perform. To 
take this further, empower your employees and 
provide them with the resources necessary to 
grow. When employees feel a company is 
invested in their success, they're more likely to 
work harder and produce more.

A lack of  profess ional-development 
opportunities is one of  the top reasons people 
leave jobs. When you're onboarding new 
employees or recruiting top talent, this type of  
environment is what will attract. To foster this 
environment, leaders need to know what 
makes  each person mot ivated ,  what 
professional aspirations employees have and 
how to best empower each and every person. 
Gaining this information requires dynamic, 
proactive communication.

Tenet three: people feel stressed when 
they're treated unfairly
I n e q u i t y  b r e e d s  d i s a p p o i n t m e n t . 

Disappointment yields stress. Stress results in 
a loss of  productivity. When employees feel 
they're being treated unfairly, they become less 
productive.

If  an employee finds out a peer is making 
more money for performing the same role, a 
manager is spending extra time with one 
person, or someone's ideas are unfairly 
favored, productivity suffers. The employee's 
attention is focused on the stress-inducing act 
instead of  the task at hand. Note: Perception 
is reality. When people feel they're being 
treated unfairly, they'll work to redress the 
perceived inequity.

How do you know whether employees feel 
they are being treated unfairly? The obvious 
answer is to simply ask them. But when you 
do, be prepared to act on the response.

Nobody enjoys feeling like their ideas have no 
merit. A common mistake managers make is 
asking employees for their thoughts, opinions 
and ideas, but not following through with 
implementation or communication (why 
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these thoughts, opinions, and ideas were or 
were not acted upon). If  you're going to ask a 
question, be prepared to respond with words 
and actions. If  it's a feasible request, work to 
make it happen. If  it's not actionable now but 
may be in the future, communicate why and 
work with the employee on an interim 
solution. If  it's not realistic at all, explain why 
and ask what other ideas the employee has to 
continue the discussion.

Tenet four: people who feel like they're treated 
unfairly will seek to balance the scales
Let's look at a scenario. Your top salesperson 
has been in their current position for a year. 
It's their first annual review. They've met and 
well exceeded their $1 million sales goal and is 
excited to receive their bonus. They get the 
check and are feeling pretty good about the 
situation. Until they find out that another 
employee who's been with the company for 
five years and met (but did not exceed) the 
same goal is receiving nearly double their 
bonus compensation.

This scenario happens. Sometimes bonuses 
are calculated not just on certain goals but also 
on company tenure. But if  you're the newer 
employee who exceeded your sales goal, you 
probably are screaming in your head, “Huh?! 
But I sold more than this person! How is this 
fair?!”

Even though the bonus structure may have 
been laid out in a contract, this will still be a 
smack in the face to the high-performing 
employee. Since we know perception is reality, 
and that this employee's perception is now one 
of  feeling undervalued and unfair, what's 
likely to happen?

The new person now feels a huge sense of  
inequity. Some of  the thoughts going through 
this employee's mind could be:

· “Why am I not getting more money? That 
doesn't seem right.”

· “Why am I not getting as much as him? We 
met the same number.”

· “What am I not doing right? Am I not 
doing as well in something else?”

· “Why am I not appreciated? Is this the right 
place for me?”

· “Do I need to go find another job? Clearly 
they don't value me here.”

If  you anticipate feelings of  inequity, it's best 
to address them proactively. This way even 
though an employee may feel a bit of  a blow, 
they'll have heard it directly from, and will 
have had a chance to communicate about it 
with, you.

If  unaddressed, these thoughts can lead to 
actions and behaviors that aren't productive or 
profitable -- in fact, just the opposite. They 
may reduce the amount of  work they do. They 
may slow their work pace and decrease their 
productivity. They may express their 
frustration and feelings of  inequity with other 
employees. Or they may leave the company 
altogether.

As a leader, make sure to address inequities -- 
and perceived inequities -- before they get to 
this last stage. Your bottom line will thank you. 
And so, which is even more important, will 
your employees.
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he three reports that every 
manager should use are part of  a 
reporting system first described 
on our book, One Page Management. 
They ' re  idea l  for  t rack ing 

alignment in an organization. Let's take a 
closer look at what those three reports can do 
for you and your teams.

The Focus Report
The Focus Report shows an employee's 
performance as it relates to the actual status of  
each of  the process indicators assigned to 
them. The “status” of  those indicators is the 
number that shows the result of  the indicator 
in the previous reporting period. For example, 
suppose the indicator in a scorecard is 
“percent of  customer returns” and the 
percentage of  returns in the month of  April 
was 3 percent. Then, the status for this 
indicator in your May Focus Report would 
show that employee's performance to be 3 
percent in the status column. This lets you 
know how your employee is performing so 
you can help align their efforts to improve the 
indicator.

When their status is evaluated against some 
agreed-upon criteria, then you'll be able to 
determine if  it was “good” or “bad.” We like 
to use goals to establish those criteria. So, for 
each critical factor on a scorecard, you'll 
establish three goal levels: minimum, 
satisfactory and outstanding. The minimum 
goal is the level below whichever performance 
is not acceptable. Satisfactory is the level that 
would cause you to feel good about their 
performance, and outstanding is the level of  
excellence.

For some factors, such as “number of  units 

Making sure your employees are in alignment with your organization's 
goals will be easier if  you track their progress with these 3 reports.

3 Reports Every 
Manager Should Have

produced,” more is better. For other factors, 
such as “percent of  scrap,” less is better. This 
is the reason you need to set a “Min or Max 
goal.” This way, you can identify acceptable 
performance as being higher than the 
minimum level or lower than the maximum 
level depending on the factor type. With these 
criteria, you can determine three scenarios:
1. Excellent performance when the status is 
better than the outstanding goal.
2. Good performance or positive exception 
when the status is better than the satisfactory 
goal.
3. Bad performance or negative exception 
when the status is worse than the minimum 
goal.

In addition to the “status” and “goals,” 
another important information is the “trend.” 
The trend shows whether an employee's status 
is getting better or worse. For example, their 
performance last month could be worse than 
the minimum, but the trend over the past five 
periods could be good. Conversely, their 
performance last month could be better than 
satisfactory, but the trend could be bad. This is 
useful information. 

Filling in Focus Reports for your employees is 
a rewarding exercise. It allows you to reflect 
more deeply on the success factors you've 
assigned to them, the formula that defines 
them, the data that goes into their calculation 
and the positive action they'll require.

The Feedback Report
The second report is called the Feedback 
Report. This report is a summary of  the 
“good news” and the “bad news” based on the 
status of  your employee's indicators. It 
illustrates the factors that have fallen below 

T
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the unacceptable range in status and those that 
are above the satisfactory level. Those that fall 
in between the two are considered in the 
acceptable range.

This report also illustrates the number of  time 
periods in a row that the factor has been better 
than the satisfactory goal or worse than the 
Min/Max goal. At a glance, you can see the 
feedback on their  perfor mance.  Try 
constructing Feedback Reports for each of  
your employees. Look at each factor in their 
Focus Report and compare their status with 
the goals you set for them. Note whether it's 
better than the satisfactory goal or worse than 
the Min/Max goal. You should also note how 
many times in a row this factor has performed 
better than the satisfactory goal or worse than 
the Min/Max goal.

The Management Report
As a manager, you'll need to know the reality 
of  what's happening in your pyramid of  
responsibility, from the bottom up and the top 
down. To do this, you can study the individual 
Focus Reports of  those who report to you 
directly and indirectly, although this could be 
time consuming and inefficient. To give you 
performance info in a more useful way, there's 
a third report, the Management Report, that 
gives you a quick overview of  the highlights of  
the Feedback Reports of  everyone in your 
pyramid of  responsibility, people reporting to 
you directly as well as indirectly.

This approach is “management by exception.” 
What does that mean? People who are 
performing within the acceptable range won't 
show up on this report -- they're doing 
satisfactory work and, at this time, you have 
little need to address their individual 
performance. But the star performers as well 
as those who are having challenges will show 
up. You're looking for the exceptions on either 
end of  the performance spectrum in this 
report. Obviously, reporting all the exceptions 
in the Management Report would crowd this 
report and diminish its effectiveness. 
Therefore, an escalation scheme is embedded 
in the reporting system to determine what 

exceptions get reported upwards.

Based  on  an  e sca l a t ion  r u l e  tha t ' s 
customizable,  pos i t ive  and negat ive 
exceptions rise when they're recurring. The 
rule we recommend is two or more 
consecutive exceptions worse than the 
Min/Max level or above the satisfactory level 
to start climbing to the next level. Beyond that, 
the speed of  escalation upwards depends on 
the importance of  the factor. Some can go up 
quickly to the next level after three consecutive 
exceptions and some more slowly.

The rationale for the escalation rule is that, for 
example, a supervisor who has a problem with 
returns might have a short time to resolve it. If  
they don't, then notice of  the problem is 
escalated. The boss has a predetermined 
length of  time to help them fix it. If  the 
problem continues, then the next level up is 
alerted and so on up the line. If  this is a severe 
problem, and no one seems to have the 
answer,  then the top person in the 
organization finds out about it. It's most likely 
a systemic issue that's outside the control of  
the supervisor who's receiving the blame. 
When the problem shows up on your 
Management Report, you know that everyone 
has attempted to solve it. Now you have the 
opportunity to intervene and get the issue 
resolved.

You'll also get the good news: With the 
Management Report,  performance is 
transparent. Outstanding performance is 
reported upwards, and the right person is 
recognized.
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Boook Summaries
Anything You Want
by Derek Sivers

Too many people spend their life pursuing things that don't 
actually make them happy. When you make a business, you get 
to make a little universe where you create all the laws. Never 
forget that absolutely everything you do is for your customers.

Are You Fully Charged?
by Tom Rath

There are three keys to being fully charged each day: doing 
work that provides meaning to your life, having positive social 
interactions with others, and taking care of  yourself  so you 
have the energy you need to do the first two things. Trying to 
maximize your own happiness can actually make you feel self-
absorbed and lonely, but giving more can drive meaning and 
happiness in your life. People who spend money on 
experiences are happier than those who spend on material 
things.

The Art of Profitability
by Adrian Slywotzky

There are many ways to make profit and it is unlikely that your 
business does all of  them. People will pay different prices for 
the same thing in different situations (think: Coke in the 
grocery store vs. Coke in a nice restaurant). Good profit 
models are easy to brainstorm and hard to execute.

Ignore Everybody
by Hugh MacLeod

Nobody knows the best way to deliver your unique idea, no 
matter how smart they seem. Every artist has to find a way to 
make a living and share their work, preferably in a way that 
doesn't ruin both. Finding your own voice and sharing that 
voice with the world is the most important thing.

What Got You Here Won't Get You There
by Marshall Goldsmith

Behavioral problems, not technical skills, are what separate the 
great from the near great. Incredible results can come from 
practicing basic behaviors like saying thank you, listening well, 
thinking before you speak, and apologizing for your mistakes. 
The first step to change is wanting to change.
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