SUMMARY NOTES FOR ALL MODULES

SECTION ONE – THE INTRODUCTORY MODULE (1.0)

NOTE:  Please read through the exhibit included in module 1.0 entitled “STRATEGIC STEPS TO SUCCESS” before previewing the rest of the module materials. The exhibit is a big-picture, planning tool for anyone teaching this video. Many of the questions in the exhibit are addressed by different modules in this video and are so marked. The exhibit itself is the subject of module 5.9.

OBJECTIVES:

1. To point out that business is a game and potentially the most fun and lucrative one of all. Employees must know, however, how to play well and score to be on a winning team. This isn’t tough when you consider how many other companies don’t engage their employees into a high performance, everyone-wins culture.

2. To introduce the concept of employees being one of four stakeholder groups that all want more economically out of the company which is therefore a “commonwealth system.” Because no one can do better than the system does in the long run, the employees can become proactive contributors to strategically improving the system out of enlightened self-interest. 

3. Sell the journey ahead as a fun and personally promising one to all of the viewers. 

SECTION TWO – BASICS OF CAPITALISM AND COMPANY FINANCES (2.1 – 2.12)

MODULE 2.1 – YOUR WISH LIST? HOW CAN THE COMPANY AFFORD IT?

OBJECTIVES:

1. To list what economic wishes employees have and ask employees to become personally responsible for helping those wishes to come true instead of being passive dependents. This theme of taking personal responsibility for your own future economic expectations is throughout the video. “WIIM” (what’s in it for me) is a recurring phrase.

2. To establish that the only place that premium wages for a job niche can come from is premium productivity measured by annual gross margin dollars generated per employee. That will take everyone working together in smarter and more skilled ways 

3. To introduce another theme which is that everyone has a chance to be on the high performance team, but if they don’t change enough, they could be gone. There is no place for coasters to be cross subsidized by others who work harder and smarter for near the same wage. This is done in an upbeat way, but in every corporate transformation there are people who don’t make it.

4. While we may not be currently sharing general, financial numbers with the employees, that is the intent of Section two of this video. This module and the ones to come in this section get the employees gradually ready for the grim reality that the company (at least 90% of wholesale distributors) is not making enough profits to reinvest in themselves to attract, keep and motivate the best stakeholders who in turn make the company yet more successful. 

MODULE 2.2 – WHO INVENTED THE MARKETPLACE AND ITS’ WAGES?

OBJECTIVES:

1. To inform employees that “low wages” in the marketplace is not a conspiracy of owners to keep the wages low. Nor, are wages best set by central controlling authorities (governments), that could pass minimum wage laws for $100/hour or comparable worth laws that reward all good souls for showing up to work. Wages for each job niche are instead an emergent result of a dynamic auction process between buyers and sellers of labor.

2.  As sellers of labor, the employees are totally responsible for the wages that they currently receive. If they don’t like it, they can shop their services to other prospective employers. If they don’t like the wages that their current job niche earns, then they can work to pay the “entry price” and “switching costs” of getting into a new job niche; for example, go back to school without earnings to become a doctor.

3. Or, they could work together with their current employer to become part of a high performance system that will support premium wages for their job niche. In later modules, they will learn that premium profits reinvested support company growth that in turn allows for promotions from within. The switching and entry costs into a new job promotion within the same firm are far less (and less risky) than taking a job elsewhere. “A job becomes a career” with a high growth company.

MODULE 2.3 – WHAT IS A PREMIUM WAGE FOR YOUR JOB NICHE?

OBJECTIVES:  

1. To introduce the idea that by doing a number of productivity enhancing changes in work process premium wages can be earned and supported by even higher total productivity per person. The how-to solutions for all of the ideas touched on in this module are in future modules.

2. To keep employees hope and enthusiasm alive for continuing on the educational journey, because the dry finance stuff is coming before Section three gets into the how-to productivity plays to pursue. 

MODULE 2.4 – A NEW EMPLOYMENT CONTRACT.

NOTE:  Please read the article in this module, “WHY EMPLOYEES MUST COME FIRST”, before previewing the rest of the module materials. 

OBJECTIVES:

1. WARNING - this module identifies some of the big, revolutionary concepts that both management and employees may have some trouble accepting. Articulating both old, flawed assumptions and embracing new, necessary ones is key to any successful transition. Some users may want to skip this module until later. When elephants are sitting in the middle of the conference table, however, it may be better to deal with them sooner rather than later. 

2. The following themes are touched upon: 

a. Big gains take big change that involves big (perceived?) pain to everyone’s established way of thinking and behaving. 

b. Pain and initial anxiety can be greatly reduced with a common education about - desirable end results, a roadmap to get there and a toolkit for taking care of problems along the way.

c. Management will have to either forward invest or concurrently invest in employees’ education and wages before or as productivity per person climbs.

d. Employees will have to become responsible for new skills and levels of cooperation for productivity to grow. They will, otherwise, measurably stick out and feel the pressure to leave, so other prospective employees who want the privileges of a high-performance company and job can have a chance to make the team.

e. Weeding losers to feed winners works OK with customers as we will see in Section 3, but it doesn’t work that well for the long-term with employees. It is better to put a lot of cooperative, compassionate-coaching pressure on the bottom 80% to move their total performance up to top quartile performance or help them self-weed for other low pay, low stress jobs elsewhere.

MODULE 2.5 – OTHER STAKEHOLDER NEEDS? BALANCING THE GIVES AND THE GETS.

NOTE:  In this module’s “key concept phrases” section there is a reference to “make good mistakes” (subject of module 5.8) and “fall/fail forward to new levels of competence” (theme for modules 5.2-5.4).

OBJECTIVES:

1. This module reviews and develops more deeply the idea of creating ever-expanding, common wealth systems for all four stakeholder groups.

2. The idea of employee “wish lists” coming true is renamed “privileges” that can not happen if the employees don’t display a concomitant increase in personal responsibility for making premium productivity happen for all stakeholders, not just themselves.

MODULE 2.6 – HOW MUCH OF SALES BECOMES ‘PROFIT’? WHAT HAPPENS TO IT?

NOTE: Please read the article in this section, “RETHINK PAYROLL ECONOMICS”, a few times before previewing the module materials; it is an important big picture story.

OBJECTIVES:

1. A cold water truth will hit many employee faces when they realize that 90% of wholesale distributors are making negligible profits which is also a good indicator of their future economic prospects. This will pave the way for the company to share the last 5 years of audited Profit and Loss statements with the employees.

2. The economic break-even for new sales to pay for wasted costs is discussed for the first time. This will show how much leverage operational efficiency has in a commodity, process industry like distribution.

3. The “total cause and effect cycle” which links “profits reinvested” to “employee wish costs” is reviewed for the first time. Employees learn that although shareholders will “make more”, they can’t spend it, because the profits must be reinvested to feed all other stakeholders’ needs. Although the video will repeat the cause-and-effect cycle, management will have to teach and preach it continuously. 

MODULE 2.7 – WHOSE MONEY IS IN THE COMPANY ANYWAY?

OBJECTIVE:  This module explains how profit is really the primary source of growth capital for private companies as well as the cost of the employees’ future. 
MODULE 2.8 – FINANCING THE GROWTH OF THE COMPANY – CURRENT ASSET CYCLE.

NOTE:  For any company that is currently in or close to a working capital crunch, consider reading the article in this section, “GROW AT A LONG-TERM, STABLE, GROWTH RATE.”

OBJECTIVES:

1. To explain how cash flows in a working capital cycle that can be better managed to cycle faster for the benefit of the all employees’ future. 

2. Explain why it is better to preventatively manage cash-traps, than react remedially to cash-traps that have been quietly accumulating for some time. 

3. To win a little bit more appreciation for, attention to and cooperation with both buyers and credit collection people who are primarily responsible for cash-traps. 

MODULE 2.9 – THE FOUR PURPOSES OF PROFITS.

OBJECTIVE:  This is a review on the concept of “profit” from a different angle. Employees really have to put themselves in a comfort zone on why profits aren’t “excessive and dirty”, but are instead minimal and vital to their economic wish list. 

MODULE 2.10 – WHAT’S A GOOD ROI FOR A COMPANY?

OBJECTIVE:  This is a straightforward module that explains in another way why most companies are not just failing their investors, but all stakeholders. 

MODULE 2.11 – WHY SHARE THE COMPANY NUMBERS – NOW!

NOTE:  The two articles in this section on “open book management” are both important pre-reads. There is some overlap in the two, but the repetition should be helpful. 

OBJECTIVES:

1. This module provides some good excuses for management as to why numbers haven’t been shared with the employees until now.

2. It also points out through case illustration examples why sharing numbers can be initially bothersome to employees. But, the case examples have happy endings which should help to alleviate first-time viewer anxieties. 

MODULE 2.12 – FINANCIAL FLUENCY PRACTICE; PROFIT MOTIVATED BEHAVIOR.

OBJECTIVES:

1. This module reviews the big concepts of Section 2 and discusses how much repetition will be necessary before all employees are truly fluent with and motivated by the numbers. A biggest learning failing is to get bored with repetitious teaching before all of the students really get it. If you ask them, “do you understand?” – they will all say “yes.” But, they would flunk a test and even the sharpest ones could not teach the others what they thought they knew if asked to do so.

2. Introduce the “Rule of 5 to 7”, the “Rule of 1 to 10” and give both teachers and the slowest learners cover for continuing with repetitious teaching and learning until the last learner truly “gets it.”

SECTION THREE - HOW TO GROW PROFITS WITH CUSTOMER CENTRIC STRATEGIES (3.1 – 3.15)

MODULE 3.1 – GROWING PROFITS IS TOUGH WITH THE WRONG ASSUMPTIONS.

NOTE:  The article included in this section, “REGARDING 1995’s STRATEGIC PLAN”, takes a list of the most popular things that CEOs of WDs were planning to do for 1995 and points out that the most popular ones follow flawed financial management assumptions. 

OBJECTIVES:

1. To point out the dark side of “top-down, management by the numbers” and systematically exposes what’s wrong with “buy low, sell high, collect early, pay late, hire cheap, work hard and sell more volume.”

2. Because of the ten-minute per module design guideline, this module only begins to look at what are the right assumptions for creating sustainable profit power. It does raise, however, the question and points to customer-centric, value creation ideas as the source of having an “UMP” (unique marketing proposition). A number of modules that follow will detail the new success assumptions and plays.

MODULE 3.2 – HOW TO BEAT THE COMPETITION.

NOTE:  Please read the article in this module, “MAKE EMPLOYEES STRATEGICALLY MOTIVATED”, before pre-viewing module materials.

OBJECTIVES:

1. This is the first of several modules that makes reference to the “strategic alignment test”(slide 71). Because most management teams could not agree on the answers to the test, this module begins the process of finding the right answers for the company. 

2. To boil the story of “competitive strategy” into a seven-step story with three players – us, our best target niche of customers to pursue and the competition for those customers.

3. To point out that each step of the company’s potential reinvention around meeting a target customer niche’s needs is not easy, particularly if everyone doesn’t understand the big picture story that this module conveys. 

MODULE 3.3 – PICK ONE CUSTOMER NICHE AT A TIME AND DOMINATE IT.

NOTE:  This module has 4 articles. They have been arranged in the order of importance for reading. The first, “REORGANIZE AROUND THE CUSTOMER”, is an important one to read before pre-viewing the module materials. The other three are good supporting ones going from specific how-to ideas to general big picture thinking. 

OBJECTIVES:

1. To prove to everyone that our company is probably weak at being customer centric, even though we think we are.

2. To point out that the starting strategy is refocusing on “our historic profit and growth” niche (slide 85). No matter what we think our strategy is, it is where we make the most money now and probably should in the future. We must identify the 20% of the customers that generate over 120% of our operating profit and within those customers try to identify the most common niche of customers. We must also identify the precious few that are not only profitable, but growing faster than their respective industry. If we can focus on them properly, they should account for the overwhelming percent of all future profit growth. 

MODULE 3.4 – SELLING MATURE CUSTOMER SEGMENTS? PARTNER THE GAZELLES!

NOTES: 

1. Two good articles are in this section. The first, “PURCHASE WITH THE TOTAL PROCUREMENT COST (TPC) MODEL”, was written for a “Purchasing Agents” magazine, and it complements a brief reference to TPC in this module and more general, but still too brief coverage of TPC in module 4.11. Outside and inside sales reps will have to be totally fluent with all the TPC model if your company is going to be able to sell service excellence, get paid for it and use it to forge win-win, system contracts (4.9 –4.13) with the RIGHT customers.

2. The second article, “IS RELATIONSHIP MARKETING APPROPRIATE FOR YOUR FIRM”, provides guidelines to apply to those customers that think they want a “win-win” supply relationship – not all do! Many of the customers that talk “partnering” will still chisel all they can assuming that having a profitable relationship is your problem. We have to get better at how we select and work with customers and subsequent contracting to insure that we do get to a win-win contract, especially with “gazelles.”

OBJECTIVES:

1. To emphasize that as few as 2 to 10 accounts within the geographic, economic reach of a given distribution center could account for 50 to 80% of the profitable growth volume for all potential customers over the next 5 years. The rest are just not growing or are shrinking as they lose market share to the 3% of their competitors that are “gazelles.” 

2. If we continue to sell the “living dead” or “extinction in motion” customers, then we must do it on a short-term profitable basis and guard against credit collection problems and eventual stings.

3. To provide selection criteria for identifying and targeting the gazelles, and point out their two main needs from their suppliers which both grow the customers bottom line. 

MODULE 3.5 – MEASURE CUSTOMER PROFITABILITY AND ACT.

NOTE:  A key article for the entire video is in this module which should be read first – “MEASURE CUSTOMER PROFITABILITY AND ACT.”

OBJECTIVES:

1. This is a how-to, prescriptive module for generating a ranking report for all customers by their estimated profitability. From this ranking report a number of action plans follow in modules 3.6-3.11.

2. Traditional assumptions about selling customers and small order economics are identified and critiqued. A number of contentious issues are identified that will be solved over the 5 related modules that follow this kick-off module. 

3. The pay-off benefit of modules 3.5 – 3.11 is that in the short term we could double our profits with a small drop in sales and have more time to take better care of accounts that matter with perhaps a few less of our weakest team mates. In the long-term (within 6 to 9 months), we will be able to start growing 2 to 5 faster than the industry for years to come.

MODULE 3.6 – SEGMENT CUSTOMERS AND SERVICE THEM DIFFERENTLY.

OBJECTIVES:

1. To point out that we can not offer standard service to two or more different types of customer niches nor can we offer standard service to different size accounts within a niche. 

2. To offer guidelines for formalizing what was probably being done on a very crude, inconsistent basis – segmenting customers and servicing them differently.

3. To overcome the natural resistance to this module’s proposals. 

MODULE 3.7 – SUPER SERVE FRANCHISE AND TARGET ACCOUNTS.

NOTE: The article in this section, “WHAT DOES SELL SMARTER MEAN”, should be read first.

OBJECTIVES:

1. Picking and pursuing “target accounts” must go from an informal process done by sales reps at the territory level to a total team science involving to some degree the entire company. 

2. Team-selling, brain-trust planning, and systematic generation of heroic service for best/target accounts with each service encounter are all reviewed or touched upon. Module 4.8 and 4.9 cover heroic service for best accounts in far more detail.

MODULE 3.8 – THE SMALL ORDER PROBLEM: BASIC CONCEPTS.

NOTE:  This is the first of four modules that will help you solve the small order problem which will double profits and provide slack time to better take care of and crack the most profitable present and future accounts. YOU SHOULD PRE-VIEW ALL FOUR MODULES, 3.8-3.11, BEFORE BEGINNING TO TEACH ONE MODULE AT A TIME.

OBJECTIVE: Give everyone some basic economic facts about how expensive it is per transaction to provide traditional wholesale service.

MODULE 3.9 – SMALL ORDERS: SOLVING FOUR SEPARATE TYPES. 

OBJECTIVES:

1. To break a big problem into smaller problems and provide general solution guidelines for each type with more how to specifics to be covered in the following two modules.

2. To start to identify the push-back objections that will inevitably come from different types of employees and provides answers for them. Heavy discussion on these issues is good.

MODULE 3.10 – SMALL ORDER IMPLEMENTATION CASE STUDY IDEAS.

OBJECTIVES:

1. How to deal with big volume, small order accounts with significant rep push back.

2. How to deal with small customers with small orders as a separate group.

3. How to identify customers and product lines that generate mostly small orders and what to do structurally about them.

MODULE 3.11 – UNFREEZE SALES REP ACCOUNTS FOR RE-ASSIGNMENT.

OBJECTIVES:

1. All of the proposed “re-organize around the customer ideas” in Section 3 will rub against traditional compensation and political power issues with sales reps, so this module proposes how to deal with those problems.

2. A key proposal in this module is a transition plan for going to a salary plus growth bonus compensation plan, if the company doesn’t already have one. The sales reps have no downside risk for making less, but they will only make more in the future on the new plan.

3. A key concept pitched is that in the short-run the sales reps can get caught up in preserving and optimizing their existing set up, but that locks them in to growing nowhere. With the new compensation plan and all of the new productivity plays, everyone will grow significantly in the future. The individual rep can not out perform sluggish total company results in the long run.

MODULE 3.12 – MAKE SERVICE RETENTION ECONOMICS WORK.

NOTES:  

1. There are four articles in this module that are arranged in priority order. The last one is mostly redundant to the first, but repetition learning is good. Please read the first three before pre-viewing this module.

2. This module is a platform for not only the three modules of this section (3.13 - 3.15), but also for all of Section 4 which is dedicated to – defining, measuring, achieving, selling, getting paid for and leveraging basic service brilliance. Modules 3.13 – 3.15 are in Section 3 because they have more to do with personnel strategy and management issues than “achieving perfect service.” 

OBJECTIVES:

1. To turn everyone on to the fact that growing with good service defense is faster and more profitable than prospecting with good marketing offense combined with mediocre service support. 

2. To explain the powerful and hidden economics of distinctive service retention economics. These numbers are not apparent in the comparative study of industry financial performance numbers. Paying taxes on time and borrowing money from banks by using audited numbers based on standard accounting procedures has nothing to do with creating and profiting from customer service value.

3. To point out that front-liners like Wally Bojorquez (grocery story produce section manager) can make huge, long-term, economic differences to service firms. We want Wally type service encounters everywhere in our business. But, Wally has to know what to do, how, why and WIIM (what’s in it for me) or it never will happen on a sustainable basis.

MODULE 3.13 – RE-THINK AND CO-CREATE ALL PERSONNEL SYSTEMS

NOTES:

1. Please read the two articles in this section before previewing the module materials. 

2. There is a six-hour, audiotape product available from The Merrifield Consulting Group entitled “Hiring and Keeping Best Employees” which goes into great, how-to detail for the seven chronologically arranged people systems highlighted in slide #135 in this module. It is impossible to cover the audiotape material within the scope and format of this video product. 

3. This module, along with the next two, 3.14 – 3.15, is food for thought for only those companies who want to take the “full-plunge path” described in the introduction of this implementation guide.

OBJECTIVES:

1. To put actual numbers to the idea of “premium wages” for distribution type jobs. The case study is typical of what FedEx, UPS and LL Bean actually pay for the different job niches mentioned.

2. Before employees start counting their big wage hikes, this module also points out the necessity for a raft of new personnel systems to make sure that all current employees increase their personal, team and process effectiveness markedly. The systems must also increase the odds that the company hires only new people who can thrive in a high performance environment. 

3. Three related themes in this module continue to thread their way through the entire video. 

a) Employees can have high performance privileges including premium wages only if they accept equally high levels of responsibility to perform effectively. 

b) The company and the employees must co-invest up front to migrate towards higher productivity numbers and higher wages in parallel; neither party should have to bear all of the up front speculative risk. (and) 

c) Managers, especially department heads and branch managers will have to change their management styles significantly to make this all work

MODULE 3.14 – EMPLOYEES MUST BELIEVE IN AND INVEST IN THEMSELVES;

A “SWEAT-EQUITY”, EDUCATIONAL OPPORTUNITY.

OBJECTIVES:

Companies need to induce bottom-up energy from all employees to want to educate themselves as the starting point for personal growth and improvement. Otherwise, promotions from within can not happen. 

1. We need to overhaul the year end job evaluation process which may have become more of legal precaution routine than a productive learning event. A bottom up, monthly system will do a better job for both the legal and learning objectives. Under achievers will more rapidly self-document themselves into a “performance improvement program” and then out of the company. Achievers will get the resources they need to stay turned on, growing and doing ever greater things.

2. Switch from top-down, everyone take the same educational solution edicts that are met with groans to self-learners proposing their own educational programs to the company. Wouldn’t it be great problem to have more bottom-up proposals than there was budgeted company resources?

MODULE 3.15 – MEASURE EMPLOYEE MORALE ANONYMOUSLY AND ACT.

OBJECTIVES:

1. To make the entire service-economics chain succeed, companies have to survey employee satisfaction. The simple, how-to application covered in this module will help to find, keep and motivate employees, but it will also threaten some line managers - sometimes justifiably. 

2. To help the implementation of the anonymous survey process go more smoothly by sharing a case study in which the theme was not to catch line managers doing things wrong, but to encourage them to continuously improve. 

3. To define and sell the superior, total economics of “effective delegation.” In the short run, employees may do things weakly, but the cost of their failing forward is the tuitional expense for them to learn and do it better the second time on their own allowing managers to focus on proactive, future-oriented, bigger initiatives. 

SECTION FOUR – ACHIEVING AND LEVERAGING BASIC SERVICE BRILLIANCE

MODULE 4.1 – DEFINING “PERFECT SERVICE.”

NOTE:  There are two articles in this module which should be read before pre-viewing the module. These articles are: LAST LOOK (+) SERVICE EXCELLENCE & an article from Module3.3, 

HOW TO DEFINE PERFECT SERVICE.

OBJECTIVES: 

1. This is an introduction to the perfect service achievement process as well as the definition of “universal, measurable standards” for “perfect service.”

2. To point out that the quality and value of both inside and outside sales people has been largely discounted by the customer. If they are all “equally good”, then they become a commodity service in the customer’s mind and “price” becomes the differing factor. The best (top 10%) sales people can always reinvent their value added activities to grow the customer’s bottom line and demand last-look plus a “fraction of the incremental action” that they create for the customer.

MODULE 4.2 – MEASURING INVENTORY FILL-RATES

OBJECTIVES:

1. To point out how critical it is to measure fill-rates and improve them to a better level than your biggest head-to-head competitor for your number one niche of customers. 

2. Internal fill-rate measurement systems are usually inflated and often have misguided targets – why? What to do about these problems is covered. 

3. To point out why it is usually a positive trade off for having higher financing costs for more inventory and higher fill-rates for even greater gains in the economics for service retention and order size efficiencies. 

MODULE 4.3 – IMPROVING INVENTORY FILL-RATES

OBJECTIVES:

1. To figure out what “critical mass” inventory economics are for each customer niche and how to get there.

2. To improve fill-rates with better capturing of true (missed) demand from customers, same day receiving, selling fewer, better redundant lines and by rethinking inter-branch replenishing frequencies.

MODULE 4.4 – THE ROLE OF SERVICE MANAGER

NOTE: 

1. Please read the article in this module, TQM RESUSCITATION TACTICS, before previewing the rest of the module materials.

2. This module and the service manager position it describes are key to getting results from modules 4.5 to 4.8 which immediately follow this one. 

OBJECTIVES:

1. To create the new and over time semi-liquidating job of “service manager.” This quarterback and quality improvement champion must measure and improve both the total order fulfillment and heroic recovery processes.

2. This person/position may also play a big role in creating and administrating the learn-and-earn training program to make zero errors and 100% on time delivery happen especially during surges of activity for inbound goods and outbound orders. 

MODULE 4.5 – ACHIEVING ZERO ERRORS

OBJECTIVES:

1. To point out that zero errors is a totally controllable, in-house application that will simultaneously increase service value, productivity for premium wage support and morale.

2. To point out that for small, simple businesses you need simple solutions for tough problems like zero errors. 

3. To offer three rough and ready (quick and dirty) solutions for: 

a) Guesstimating what the current and on-going error rates are per thousand items picked. 

b) How to quickly code the past few months of errors into sub-categories to then focus on the biggest error sources.

c) How to reduce sub-category errors with simple system solutions aimed at goof-proofing, educating and/or sometimes recruiting more capable, suitable people for a given job niche.

4. Preach patience and long-term, steady commitment for systematic error reduction. 

MODULE 4.6 – ACHIEVING 100% ON TIME DELIVERY

OBJECTIVES:

1. To offer specific solutions and guidelines for anticipating and preventatively dealing with surges that happen in three places – incoming orders to the inside sales desk; too many orders for the truck/driver daily capacity; and too many customers at a will call counter at a given time. 

2. To sell the importance of cross-training people to work an entire process that threads through different departments, because it will improve total service, total productivity and wages through a learn-and-earn program.

MODULE 4.7 – LEARN-N-EARN CERTIFICATION PROGRAMS, CASE STUDY

OBJECTIVES:

1. To remind everyone that perfect cross-training is a pre-requisite for having zero errors and on time performance, but it also boosts personnel productivity and service value.

2. Creating a learn-n-earn “game” allows companies to systematically migrate employee skills, service quality, productivity and wages to higher levels, so employees truly are “earning” their exceptional wage increases with their sweat equity investments up front.

3. Unless there is a champion who will co-create every job training module with the current occupant(s), then the occupants can not start certifying and rotating to other jobs.

MODULE 4.8 – HEROIC AND BREAKTHROUGH SERVICES

NOTE:  Please read the article in this section, EARN HIGH RETURNS WITH HEROIC RECOVERIES, before previewing the module materials.

OBJECTIVES:

1. To define what the economics and procedures are for “heroic recoveries” and then to sell everyone on why we should create the slack and the service-process leadership (“service manager”) to make heroic recovery economics succeed. 

2. Breakthrough service encounters are extras that we do for best and target accounts. They happen when everyone knows who the accounts are by heart and is given some simple education on what type of “extras” they might do if given the spontaneous chance. This touches on the concept of “empowerment” in a narrow sense. Module 4.9 reviews it in a more general sense.

MODULE 4.9 – EMPOWERMENT, LEVELS OF THE CONCEPT

OBJECTIVES:

1. To point out that “empowerment” is a frequently used and misunderstood word, but it still is an important strategic concept in the narrow sense of something extra for better customer classes during service encounters. 

2. For the broader definition of “empowerment”, some simple tests are offered to show that general empowerment is usually quite limited in most distribution firms.

3. Encourage discussion on how empowerment in both the narrow and broader sense can deliver significantly higher ROI and growth rates than the command-and-control ROI that most firms have. 

MODULE 4.10 – SELLING AND GETTING PAID FOR BASIC SERVICE EXCELLENCE

NOTE:  There are two articles in this section that should be read before pre-viewing the module materials. They are:  SELLING AND GETTING PAID FOR BETTER SERVICE, and 

A SERVICE GOAL – THE UNCONDITIONAL GUARANTEE.

OBJECTIVES:

1. To point out that it is possible to get last-look plus a premium price for distinctively better service well sold to the customer. 

2. Once distinctive service metrics have been achieved, the benefits of the service have to be sold persistently with the help of “automated reminders”, a most powerful one being unconditional guarantees to perform or pay. 

MODULE 4.11 – SELLING BEST TOTAL PROCUREMENT COST (TPC)

NOTE:  Please read the article in this section, SELL WITH THE TOTAL PROCUREMENT COST (TPC) MODEL, before pre-viewing the module materials.

OBJECTIVES:

1. To let everyone know the two main economic reasons for why WD’s exist within channels of distribution, one of them being to lower the TPC (at a higher price than buying direct) for a customer that buys a bundle of complementary goods and services from regional WDs. 

2. To get everyone familiar with linking the features of excellence service to the benefits of reducing some or all of the elements of TPC.

3. To get everyone educationally convinced and confident that if they did have service brilliance to sell, then they could sell a lower TPC solution to a customer at a higher price than what other mediocre service distributors would offer. 

MODULE 4.12 – BUYING BETTER, SELLING BETTER CASE STUDY LEARNING

OBJECTIVES:

1. To illustrate the importance of passing the educational mastery rules of “5 to 7” and “1 to 10” through real world case studies for selling and buying better.

2. To point out that there is nothing more powerfully effective in growing the profit line than buying and selling better. 

MODULE 4.13 – WIN-WIN, SYSTEM CONTRACTS WITH BEST VALUE BUYING CUSTOMERS

OBJECTIVES:

1. This module’s title describes the ultimate, ideal customer supply relationship that WDs should all want by: 

a) Defining the terms that make up the title. 

b) Describing how these relationships evolve through specific stages. 

c) Defining how to target “value-buying” customers instead of “price buyers.” 

d) Outlining a seven-step process that increases the odds that a WD’s proactive efforts will create such relationships. 

2. Related concepts that are touched on are: 

a) We have to have super, tuned-to-the-niche service to be partnerable. 

b) Everyone has to know who the targeted accounts are to facilitate the relationship development. 

c) Review all past significant contracts with the new seven-step process to see if it isn’t too late to migrate some of the breakeven or losing deals to win-win. 

SECTION FIVE – CONCEPTS AND TOOLS FOR THE TRANSFORMATIONAL JOURNEY

MODULE 5.1 – PURSUE HPD$ WITH ONE SUSTAINABLE HEART BEAT

NOTE:  Please read the article in this module, IMPLEMENTING A NEW ORDER OF THINGS, before pre-viewing the module materials.

OBJECTIVES:

1. To point out that transformational success will take extra effort over a long period of time. The module suggests that everyone be prepared to put in 10% more hours (4 per week) that will largely go into getting educated, planning the implementation of and executing the productivity plays touched upon in Sections 3 and 4 of this video. This effort may have to go on for 9 to 24 months depending upon how big the opportunities are and how able the team is. We need to pace ourselves for a marathon distance.

2. Everyone will have to put in the same effort with the exception of top management and project champions who will put in more. If the ambition and effort is uneven across process systems, then tension will build. We can only improve at a rate in line with the proverbial lowest common denominator, weakest link, or bottleneck capacity.

3. We will need new concepts and tools to help us achieve consistent, sustained enthusiasm for the challenges ahead. The rest of Section 5 provides these tools.

4. This module introduces two new “tools”:

a) Four new languages for turning complaints into right headed results.

b) Graphs for “dynamic equilibriums, virtuous success cycles and vicious downward spirals.”

MODULE 5.2 – PUBLISHING PRAISING STATEMENTS FOR EVERYONE

NOTE: Please read the enclosed article in this module, THE SCIENCE AND VALUE OF PRAISING STATEMENTS, before pre-viewing the module materials.

OBJECTIVES:

1. Define what a praising statement is, and when and how it can be given by anyone at anytime, as often as possible.

2. Explain the benefits of having a published, weekly “Good News Bulletin including being the on-going oxygen/enthusiasm for the transformational journey.

3. Address overcoming the psychological inhibitions of the “praise tightwad” who lurks inside most of us to some degree. 

MODULE 5.3 – CHALLENGE AND RESPONSE SYSTEMS

NOTE: Please read the article within this module, HIGH PERFORMANCE DISTRIBUTION- SIX KEY SYSTEMS, before pre-viewing the rest of the module materials.

OBJECTIVES:

1. To introduce six systems that will help all employees to continuously improve and grow to where they want to go. Without these systems most would not be able to make it, and the company could be paying premium wages for backsliding productivity. This module is the first of four (including 5.4- 5.6) that together cover the six systems covered in the article above.

2. This module goes into some highlights on one of the “systems” dubbed “orientation training” by describing the format and key objectives that this system might have for a company.

MODULE 5.4 – “INTERNAL BENCHMARKING” SPURS “MASTERY” FOR ALL

NOTE:  There are two articles in this section that should be read before previewing the module materials. They are in recommended order:

1. MEASUREMENT SYSTEMS THAT SPARK PRODUCTIVITY

2. “KAIZEN” OR CONTINUOUS MASTERY – BUT HOW?

OBJECTIVES:

1. To introduce the “3 types of learning – A, B, and C Learning” and graph the way that improvement actually happens as opposed to the mythical patterns that we might believe. 

2. To sell the fact that we need to be surrounded by a number of measurable perspectives on how we are really doing in order to start learning as a group and as individuals.

3. To point out that “mastery” turns jobs into careers and is perhaps the biggest sustainable source of internal motivation that human beings can tap into.

MODULE 5.5 – INTERNAL BENCHMARKING CASES; BRANCH MANAGERS, SALES REPS

OBJECTIVES:

1. To give actual examples of “database scorecards” for two important job classes within distribution. 

2. To point out the pros and cons of comparative, ranking numbers and sell compassionate comparisons for total team improvement economics for all.

MODULE 5.6 – TURN BOSS-SUBORDINATE…RELATIONSHIPS INTO ADULT PARTNERS

NOTES:  

1. There are two articles in this section one of which should be read before previewing the module materials – RELEASE THE SHACKLES OF FEAR WITHIN THE FIRM. 

2. The other one is heavy food for thought for managers, but is optional reading for this module – STEPS TO LEADERSHIP EFFECTIVENESS.

3. Dealing with the subject of this module is the single greatest challenge and opportunity in trying to move to a high performance environment. If a company can’t deal with this module, then it might succeed with some of the optimization and marketing strategy plays within Section 3, but breakthrough, sustainable, service excellence is unlikely to happen. 

OBJECTIVES:

1. This module offers a simple test on whether the front-liners in a company are still “hired hands” or are they “partners”, and then offers some recommendations to both parties for how to stop the co-dependent/dependent dance.

2. This module sets up the next few ones that follow on “wheel of learning” and “making good mistakes.” Both concept tools are powerful, but they will not work in a boss-subordinate environment.

MODULE 5.7 – NEW PROBLEMS? PUSH THE WHEEL OF LEARNING

OBJECTIVES:

1. To provide a problem-solving, learning tool that will help users of this video product solve implementation problems that will arise. 

2. To review the four steps for the wheel of learning and point out why there is learning resistance at each step. 

3. To distinguish between two types of change: fine-tuning the past and “discontinuous or transformational change.” Both types of change will be required for achieving high performance distribution economics.

4. Point out that “transitional chaos” (not as bad as it sounds) will happen during implementation of any of the video’s solutions. The key to staying cool and on-track is to keep your eyes on the N. Star goals/metrics as well as keep confirming out loud the new assumptions and guidelines for high performance that we now believe in. 

MODULE 5.8 – MAKE GOOD MISTAKES

NOTE: Please read the article in this section, HOW TO GET EMPLOYEES TO MAKE GOOD MISTAKES, before previewing the module materials.

OBJECTIVES:

1. To define the four steps to making a good mistake and explain why they aren’t made enough within most businesses.

2. To offer guidelines for how to encourage good mistakes that provide the most learning at the lowest cost by avoiding blind spots and making them in strategically fertile areas.

MODULE 5.9 – PUTTING ALL OF THE VIDEO IDEAS TOGETHER; STRATEGIC STEPS

NOTE: Review the 4 page exhibit entitled “STRATEGIC STEPS TO SUCCESS” in module 1.0 to see how many different issues have been addressed by individual modules throughout this video. 

OBJECTIVES:

1. In the Introductory Module (1.0), the “strategic steps” model was referred to very briefly. This module reviews each of the strategic steps in more detail as a summarizing and integrating exercise.

2. The language in the “Strategic Steps..” exhibit talks about “hiring achievers” whereas the language in this module tries to encourage all employees to find the achiever within themselves. How many won’t be able to step up to the level of responsibility necessary for staying on the team? This number will vary widely amongst companies, but all current employees should be given an encouraging chance. 

3. To define the behavior of current and would be stakeholders towards a high performance firm, they will all be clamoring to get on board the fast train. Everyone wants to “partner” the best.

MODULE 5.10 – PUTTING ALL VIDEO IDEAS TOGETHER; THE KINETIC CHAIN

NOTE: Please read the article in this section, ACHIEVING SUSTAINABLE PROFIT POWER, before previewing the module materials.

OBJECTIVES:

1. To provide a systematic checklist for making sure that all new initiatives within a company are in an “internally consistent alignment” with all other elements of the firm. This checklist is called “the kinetic chain.”

2. Each of the seven steps of the kinetic chain is matched up with specific modules that address the particular step.

3. The two steps in the kinetic chain that have not yet been addressed by the video get attention in the two modules that follow -“systems” in module 5.11 and “incentives” in module 5.12.

4. Other key points made are that “tools”(including technology) and “incentives” are over-rated and misapplied while “systems” are under-rated and under-utilized.

MODULE 5.11 – THE POWER OF SYSTEMS

NOTE: An important exhibit, PROCESS ENGINEERING (X) SERVICES, is included in this module (and referred to in the module) which users should skim through before previewing the module materials.

OBJECTIVES:

1. Sell the concept that we must rethink, retune and streamline our systems in a process-team way to help us help ourselves to move towards sustainable high performance results. 

2. Everyone is going to have to become a process re-engineer and devotee.

MODULE 5.12 – COMPENSATION (INCENTIVES) MYTHS AND TRAPS

NOTE: Please read the article in this module, WHY ARE A MAJORITY OF INCENTIVE PLANS FAILING, before previewing the module materials.

OBJECTIVES:

1. To promote understanding of why most past incentive plans have done little to effect permanent change. 

2. To explain why existing incentive plans will most likely work against new initiatives. 

3. And, to explain why well thought out, new incentive plans that may seem consistent with the changes that we would like to happen are not even close to sufficient for assuring success. The other six steps beneath “incentives” on the kinetic chain have to be present and aligned, then any incentive plan will work. 

MODULE 5.13 – “HUMAN FULFILLMENT” THROUGH WORK

OBJECTIVES:

1. To point out that it is possible for a high performance environment to sustainably motivate employees by meeting all of their motivational needs including “self-actualization.”

2. To illustrate how normal business objectives/values can be expanded to also embrace human values that are sustainable motivational. 
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