What is Executive Presence?
 
“He needs executive presence,” a CEO explained to me recently, as he was describing the coaching he wanted me to give one of his VPs. “What exactly do you mean?” I asked, trying to identify some specific behaviors to focus on. With a lot of behavioral probing I was finally able to get a clearer picture of what the executive needed to work on. 
 
It’s no surprise that the CEO was struggling to identify what separates an executive from a supervisor or even a manager. I often hear, “You know it when you see it.” But as an executive coach that’s not good enough. 
 
One way to figure out an executive’s gaps is to ask the people he or she works with to give me examples of what the person does well and what he or she needs to work on. Over the years some common examples have emerged. 
 
Here are some frequently cited examples of what executive presence looks like:
 
· They command respect when they speak. It’s not that they are demanding, loud or insistent. They are confident in their position and assert their views. 

 
· The strongest executives also know how to listen. Because they are confident, they aren’t intimidated by contrary views. They listen intently and know how to draw out the other person. They want the full story and the whole picture before they make a decision. 

 
· They will draw out alternative views but then will decide. There is no waffling or endless meeting upon meeting to make a decision. They have the ability to gather enough information—but not have to endlessly study the problem. They are comfortable making the decision without each and every detail. They would rather take a bit of a risk and capitalize on a situation, than to have a perfect solution too late. 

 
· Under stress they are calm and in control. Adversity seems to bring out their best leadership ability. They click into “command central” mode, issuing directives and processing data. They can go to the heart of the matter and drive for a practical solution. They are the calm in the eye of the storm. 

 
· They know how to capture both the hearts and minds of their people. They take the time to get to know people on a personal level. They know that employees who feel cared about will care more about the company. They get out of their office and walk through departments, hold town hall meetings to talk through issues and answer questions. They don’t set themselves “above” with trappings of status and authority. They don’t have to because people want to listen to them and follow them. 

 
· They know how to explain the big picture and yet bring it down to ground level so employees can connect it to what they do on a daily basis. They talk about the bigger goal often—referencing it in presentations and one-on-one coaching. 

 
· They can execute the strategy. They know what the practical steps should be to make the vision happen and they are able to convey those steps to others. 

 
· They can present upward and know how to create a concise executive summary, and yet are close enough to the details so they can answer most questions, or at least know where to get the answers. Even if they came up through the ranks they can extricate themselves from the details of their functional specialty to explain things in a common language. And they can speak to multiple audiences and come at the subject from the point of view of the listener. 

 
· They dress and look the part. Even if the dress code is business casual they know how to take it up just a notch—with polish and a crisp crease. 

 
· They think before they speak, knowing what they say carries more weight.  They don’t share personal information, they don’t make idle threats, they are careful about thinking out loud because they know it can send shock waves throughout the organization. 

 
· They don’t lose touch with the internal and external customer. They aren’t holed up in their office or in their department. They reach out to peers and collaborate on cross-department initiatives. They look for opportunities to visit or talk to outside customers. 

 
· They listen to feedback and take it to heart. They may not like what they hear but they reflect on it and try to find ways to be more effective. They are a good role model for being willing to change. 

 
· They live the values of the enterprise. They proactively communicate, they build trust, they support quality, and they hold people accountable. 

 
· They keep the balance between being too hands off and too hands on. They have enough meetings with their direct reports to keep abreast of what is going on but they don’t try to micromanage them. They let people know the desired outcome and give them room to get there. But when a person is struggling they dive down deeper and get more involved in helping the person get their performance back on track. 

 
Does all of this sound like executives have to perform in super human ways? Of course not—these examples are what executives strive for. But they are held to a higher standard—they have the responsibility of leading the organization toward its goals. And when they have performance gaps, the negative ramifications have a more serious negative affect on everyone around them.
 
When gossip affects morale - how to deal with gossip at work
 
Dear Joan:
We have a small office with fewer than fifty employees, mostly women.  Right now we are dealing with a problem within the office of employees gossiping about other employees, as well as information leaks within the company (i.e., details discussed in a performance review).  It is really affecting morale here.  We are having a company-wide meeting soon and I’ve been asked to address the issue.  
 
Can you offer some dialogue/language to introduce this difficult but widespread problem?
 
Answer: 
Most innocent gossip is a conversation filler. People chat about what’s going on at work; they speculate about the meaning behind a decision, or they grumble about a policy. But when it turns ugly it is usually a symptom of a more serious problem—either with a few people or within the culture itself.  
 
One manager I know decided she was going to stamp out gossip. She called a meeting and scolded the group, “I won’t tolerate this constant gossiping,” she said. “If I catch anyone gossiping they are going to have to answer to me.” All the team members sat around the table and no one spoke. As soon as the meeting was adjourned, they all went back to their desks and started sending emails to each other about the meeting; some talked in the rest room and others in the break room. In other words, the manager didn’t wipe out gossip—she just drove it deeper underground. And she gave them something new to gossip about!
 
I think you will have a more positive outcome if you take a less preachy, scolding approach. It you simply lecture them, the guilty will seethe and the innocent will feel unfairly chastised.  In either case, you may not get much personal commitment to solving the problem. And if everyone denies a problem exists, you may even make the situation worse.
 
Instead, I’d recommend a participative approach that creates more ownership for solving the problem. Attacking someone behind their back or spreading confidential information is a respect issue, so you could come at the problem from a slightly different angle.
 
Even though there are fifty people, the group is still small enough to facilitate a process that gets people talking in a positive way about treating each other with respect and dignity. You might say, “I’d like to involve all of you in a discussion about our company culture. Company culture could be defined as how you feel about this environment as a place to work, and how you are treated by one another at work. Just like each of you has a family culture, each workplace has a culture too. Many companies today are defining the culture they want, so they can take steps to move in that direction.
 
I’d like you to get into groups of four or five and brainstorm the answer to this question: “In the ideal workplace, how would everyone treat each other?” I’d like one person in each group to take notes because we will get together in 10 minutes to discuss your answers. (Make sure you have spare pens and paper available.)
 
When they are finished, ask for a spokesperson from each group. Then go from group to group, each one gives one answer and you continue until there is duplication.  Have a colleague write down answers from each group on a flip chart.
 
Then ask another question: “Now that you’ve listed what the ideal workplace culture would be like, I’d like you to rate on a scale from 1-10 (best), how you think we are doing right now in our culture. A “1” rating means you think we are doing very poorly against this ideal goal, and a 10 means we are ideal.” Give them a few minutes to assign a number. Then ask them to compare notes with their group and discuss why they rated it the way they did. 
 
Ask the spokesperson to share some of the reasons for the scores in their group. This way, the group members are “safe” and don’t have to share their ratings with all fifty people. I can predict that some of the comments will revolve around respect and trust issues. Gossip will surely be one of the things they bring up.
 
Then ask the groups to discuss what behaviors would move the numbers up. If they respond like most groups, they will comment on face-to-face resolution of conflicts, keeping confidences, not gossiping and all the basic things people know to be trust-building activities. 
 
If you don’t have at least 45 minutes to devote to this activity you can still do a quick brainstorm in groups to identify the ideal culture and go quickly around the room. Then you can use their words to reinforce the importance of creating a healthy culture. You can reference the feedback you have been hearing about negative gossip and confidential information and use that as examples of things that will create a cancer in the culture. You can ask everyone to take the high road and build a great culture together.
 
Then close with, “Who creates the culture of our company? It’s all of us. Can I ask all of you to commit to treating each other by these values we’ve discussed today?” The employees who were doing this all along will feel pleased and proud. Those who have been violating these values will be put on notice about the new standards everyone has had a voice in establishing. Now, all employees and managers have a set of ground rules to use when recognizing those who live by the standards and to coach an employee when a violation occurs.  
 
When, and why, executive coaching makes sense

Executives are often expected to run across a battle field, carrying a heavy load of employee and customer problems, dodging competitive bullets, while jumping over political landmines. The job requires a tool bag that includes communication skills, persuasive presentations, political savvy, analytical skills and a rucksack filled with sophisticated techniques and tactics. That’s why I love coaching these folks. 

Most executives bring a technical expertise with them as they climb the ranks, but some of the subtler things—people—politics—polish—can be their undoing. The idea of executive coaching has caught on across the country faster than a cold in a kindergarten. And I think the reason is that it makes sense. 

Companies turn over coffers of cash to executive search firms and spend company resources grooming, growing and promoting people into their executive suite and when they falter, it’s a misstep than can be felt all the way through the organization because of the impact they have.

Executive coaching, if done well, can pinpoint the specific behavior that needs to get buffed or overhauled. It focuses a laser beam on the area and teaches the executive a new way to perform. While a seminar or a conference can create awareness or educate an executive about new trends or teach some skills, the intense coaching experience goes right to the heart of the matter and creates specific homework designed to get results immediately. And that’s the fun of it for me. I love to craft the transformation. 

But make no mistake, changing your “soft skills” is anything but soft. It’s a boot camp with you as the only recruit, so the pressure is on. And the behavior changes can range from purging small, quirky behaviors, to exorcising major career killers. Here is a sample of some of the spoken and unspoken rules that can trip up executives:

Stepping on political landmines

Credibility is tough to build and easy to lose. Executives, who think their career’s protective shield is the results they get, are sure to step on an internal mine or two. Sometimes they think the way to challenge an idea is to challenge their peers in front of others, only to discover later that the cultural norm is to challenge privately and build consensus before the meeting. 

Executives who are perceived as doing things for themselves rather than the organization are sure to be attacked. If they are seen as arrogant or know-it-all, they will attract snipers from all camps. 

Or, others are too technically focused and duck all that “political stuff,” so their ideas are ignored or trampled in the fight for better productivity and profitability. 

Inability to manage employees without being either too hands off or too hands on

For many executives, their rise to the top came up through one department. Suddenly, they find themselves directing multiple disciplines and working with many new constituencies. Selecting the right management staff and working through them to reach the people in the organization is sophisticated stuff. 

It takes a battle plan of one-on-one and cross functional meetings, with an organized system for tracking people, projects and outcomes. Executives need to stay at the 30,000 feet level but have a system that allows them to swoop close to the action when they need to.  

Inability to tailor a presentation to the audience

If there is one thing that smacks new executives in the face it’s the amount of time and focus that goes into presentations at this level…to their own organization, to their peers, to sales, to customers, to outside groups, to the Board… The farther they get from the front line, the more important crafting an effective message becomes. 

The skill set ranges from being “folksy” and conversational to delivering a compelling, executive summary. And did I mention being able to tango and cha-cha, when you are asked those tough questions?

Being either too accommodating, or too resistant

You’re damned if you do, and damned if you don’t. If you take on too much work, in an effort to look like a good soldier to your superiors; you can weigh down your own troops. Or, you can appear to be too rigid and protective of your own organization, so they can meet their goals, but you end up looking like you are not a team player with a sense of urgency. The art of ‘pushback’ reaches critical importance at this level. 

Being perceived as insensitive or even a bully

Executives who have risen to their position early, but failed to change with the times, usually see their corporate image fade like a photo in the sun. 

Anyone who thinks they can be a bull in a china shop regarding sexual orientation, race, religion or gender hasn’t been paying attention to the rising cost of china. 

People expect to be included in decision making, not bullied into predetermined solutions. They expect to be treated with respect and dignity and not screamed at by a drill sergeant. The diversity of the workforce today is unparalleled. In age demographics alone, this is the first time we’ve seen four generations in the workplace. Getting them all to march united across the battle field is no small task.

Factors that affect the success of executive coaching

After years of coaching high potential executives, I’ve observed some factors that make the difference in whether or not they are successful. When an out coach is brought in, it’s usually because there is something they need to polish or there is a problem they need to fix. Often, the change includes modifying their behavior, job execution, leadership tactics, or personal mannerisms. 

Here are some of the internal and intangible things that make the difference:

The capacity for internal examination and reflection

Once an executive, or other high potential, has climbed a few rungs of the success ladder, he or she can be easily lulled into a false sense of complacency regarding his or her skills and credibility. After all, they can reason, they beat out hundreds, perhaps thousands, to reach this level. 

Unfortunately, for those who have limited capacity to look inward, the path to derailment can come faster than a hairpin turn. 

Jack was a brilliant negotiator and also possessed the technical skills that propelled his rise to the level of Vice President. Jack’s blind spot was his arrogance and disregard for the feelings of his employees and peers. When his bullying treatment of others reached crisis proportions, the company enlisted my help as his coach. 

After interviewing the people around him at all levels, I presented him with the feedback. It wasn’t pretty. “These people are idiots,” he explained to me as if I had missed the obvious. “I’m smarter than all of them and they are too thin-skinned when I prove it.” His inability to look in the mirror eventually cost him his job.

In another case, I was asked to help a brilliant statistician, who couldn’t explain his work to the executive team in laymen’s terms. When first presented with the idea of working with a coach, he said, “My reports and findings are self-explanatory. They should be obvious to the executive team. They just don’t understand the field.” Once he realized his work was useless unless it was understood, he was willing to learn how to win the credibility he deserved.

The ability to learn from and act on feedback

I worked with a new plant manager, who was having problems adjusting to an old-fashioned, autocratic culture. Rather than rejecting the feedback because of its source, he was able to use it to modify his style. “I know this company has its flaws,” he said, “but if I can be successful here, I can be successful anywhere. I’m going to learn a lot about how to change a culture—it’s going to be a great learning experience.”

In another case, I was working with a female executive who received some stinging feedback from her peers. Some of it was based on some false rumors. She came around to this conclusion: “If I am going to change their perceptions, I guess I am going to have to behave in a way that makes them change their thinking.” Along the way, she discovered that she had inadvertently contributed to some of the perceptions, and was able to positively change her credibility in the eyes of her peers.

In both cases, they were willing to take the change process to heart and put energy and enthusiasm into doing their personal development “homework” between sessions, to reach their goals.

The willingness to disclose to others that they are working on themselves

Some coaching situations are done without involving others but in many cases, involving others is necessary and desirable. 

Take the case of Tom, a hothead who blew up at the slightest provocation and intimidated his staff. He agreed to let me interview his colleagues for feedback, because he realized without it we wouldn’t have much data to work with. 

Once he heard the collective opinion about the damage his behavior caused, he called his team together and thanked them for having the courage to be honest. He then read a list of the behaviors he never wanted to display again and gave them permission to tell him if they ever saw him violate anything on his list. 

Starting that day, his team rallied around him and became a team of “coaches.” By being authentic and vulnerable with his team, he was able to jump-start the journey toward winning respect and becoming a role model for self-development. 

The new role of the HR professional

Dear Joan, 

I have noticed that any time I try to set up an appointment with an HR person or ask them any questions via e-mail, they always cc [copy] my boss. It then feels like I am going behind her back. Moreover, it feels like they are not interested in hearing or helping. I can think of many issues where a person would simply want information from HR and not want their boss to know. Is it unreasonable to expect that they would be an employee advocate? 

Answer: 

We judge ourselves by our best intentions but everyone else judges us by our last worst act. I suspect your HR department has good intentions—attempting to keep bosses informed about their employees’ concerns and questions. But it in this example, it seems as if their role is out of balance.

HR (Human Resources) is in transition in many organizations—from police to strategic partner. And, as a result, some HR professionals are not clear about their role, so their actions send the wrong signals to their constituencies, which erodes their potential contribution to the business.

Here are some classic examples of how HR gets out of balance:

        HR sees management as their only customer. 

As with your scenario about copying bosses on all emails, HR departments alienate employees when this is their focus. Employees don’t feel safe approaching HR with sensitive questions, so conflicts between employees and their managers go unreported. In addition, employees don’t feel safe complaining to their bosses about the HR department either, for fear they will pay a price. Employees feel that their only recourse in a bad situation is to the leave the organization or feel trapped and demoralized. In many cases, small problems brew until they reach crisis proportions.

        HR sees themselves as the employee advocates and chief social workers.

In an effort to be approachable and helpful, HR encourages employees to come to them with complaints and concerns. Unfortunately, they too often take the side of the employee before doing the fact-finding necessary for a balanced view of the issue.

In this scenario, the HR person puts on their hero’s cape and charges off to the employee’s boss to solve the problem, rather than teaching the employee how to take responsibility for solving it him or herself. The end result is a resentful group of managers who tend to view HR as meddlers, who should keep their noses out of their business.

In the case of an employee complaint about his boss, the HR professional should work on the sidelines to coach the employee, while discreetly and tactfully finding ways to coach the boss so that the relationship between them is strengthened, rather than jeopardized. 

If a boss is a persistent problem, HR needs to work directly with that manager’s boss and the manager himself (if needed), to hold that person accountable for changing problematic behavior.

        HR sees themselves as a “pair of hands,” rather than a partner to management.

These folks do as there are told. Typically, they process transactions and haven’t been strategic partners to management. When a manager calls and says, “My employee needs a time management class. Can you sign him up for one?” this HR person will do their best to meet the request. 

A more value-added response would be to ask questions such as, “What is the employee doing that leads you to believe he needs a class? How is his performance being affected? Have you discussed your concerns about missed deadlines with him? Have you explored other potential causes besides time management?” This value-added approach serves to help the manager find the real cause of the problem. There is a big difference between helping hands and a pair of hands, that just do what they are told.

        HR sees themselves as “owning” the people issues.

This outdated philosophy assumes that HR should do the hiring, firing and disciplining of employees. This HR Police image causes fear and encourages managers to abdicate responsibility for their own employees. As a result, managers can easily point the finger at HR when a new employee doesn’t work out, and they see training and development as “HR’s job.” In this climate you will also hear, “HR won’t let me fire anyone.” This is a signal that HR wants control and isn’t holding managers accountable as partners in these processes.

So what is the appropriate role of HR? 

Savvy HR professionals see their primary responsibility as meeting the business needs of the organization by managing the human assets. They balance the needs of management, employees and other stakeholders to meet that higher objective. 

For instance, they will respect confidentiality as long as an issue doesn’t cross the line of legal, ethical or discriminatory behavior that could jeopardize the organization. 

A sophisticated HR professional will push back assertively when management is out of line with an employee but will also be direct with an employee who needs to be set straight. The HR pro will also remove themselves from all relationships and become an objective investigator, in cases of alleged discrimination.

At times, HR will have to drag both managers and employees kicking and screaming toward necessary changes that are best for the business. It’s a delicate balancing act but one that needs thoughtful discussion and conscious awareness in every Human Resources department because their reputation—and effectiveness—depend on it.

Training:
· Recruit individuals who don't have formal training or experience in the industry and provide training in the field 

· Maintain employee interest in their own advancement by providing tuition assistance reimbursement 

· Manage performance by giving employee's freedom to grow within their roles, provide feedback and input 

· Encourage employee's to do more and strive to be better by continuously learning and improving on weaker skill sets 

· Provide orientation and ongoing training and support to new hires

PEOPLE PROBLEMS
1. Failure to train employees properly. Not all problems with people are related to personality. In fact, most problems that small businesses must face relate to the inability of the business to train employees for the tasks for which they are to be responsible.

There is a major difference here in the capabilities of large and small organizations. Large organizations generally have a formalized training structure in place for new hires. Small organizations generally rely on on-the-job training carried out by individuals who themselves have been poorly trained and thus are in no position to train anyone else.

Business is transacted by people. If the people who work for the business are poorly trained it will always reflect negatively on the bottom line. Always. It is critical that new employee training be carried out by people who are both knowledgeable in the subject matter of the training and capable of training effectively.

If no employees meet these criteria, then a trainer or trainers must be brought in from the outside. Poorly trained employees create more problems than just errors in their work product. They also become a drain on morale and can create problems with other employees, customers and vendors.

2. Failure to appreciate the contributions of employees. It is not uncommon for employees of small businesses to feel unappreciated. Larger organizations have structures in place to recognize employee achievements and are better able to reward outstanding efforts financially.

Small businesses make a number of mistakes in this area. Some examples are: - Treating employees as though they are easily replaceable. - Failure to provide reasonable benefits. - Little or no recognition of outstanding accomplishments. - Failure to respect the value of employees' time. - Failure to ask for and respect employees' opinions.

Entrepreneurs sometimes treat employees like they are family, and this is generally a good thing. It can become a negative, however. People generally expect their families to help them out to the greatest extent possible while expecting little or nothing in return. They do it because they are family. Your employees will never BE family.

They need more appreciation and recognition than family will ever need. Employees are the life-blood of any business organization. It is critical that employees feel like they are part of the team, are respected, and are well compensated, and that their efforts are truly appreciated by the owners. Small businesses that look at employment costs first when seeking to control or reduce expenses are making a mistake that can be deadly.

3. Hiring or trusting the wrong people. I once knew a business that was doing well, employing about 15 people, making decent profits for the owners, and growing slowly every year. The owner decided he was ready to take the plunge and take the business to the next level.

He hired a man who was generally recognized as being one of the best sales organization builders in the business to open several new offices and introduce new product lines at all locations. The business quintupled in size within six months. New locations were opened in two other cities in the same state and total employees grew to in excess of 125.

Everything looked good. But . . . the owner had lost control. The new hire demanded the world and threatened to walk out if his demands were not met. They were met until one day the owner could stand it no more and told the man to get out. He did. And he took every employee he brought into the organization with him! His people collected the businesses' receivables and left it with the bills due to vendors. He opened competing businesses in each city using his former employer's own money to destroy him. And destroy him he did.

The owner of this small business actually knew that this man had done this very same thing to two other businesses before him. He hired him anyway because he thought he could control the situation. The moral of the story? A small business needs to know whom they are dealing with and refuse to let greed lead them down the path to destruction. Hiring or associating with people who are not VERIFIABLY trustworthy and honest, no matter how good the individual might be at his job, will always be mistake.

4. Creating an atmosphere of mistrust. It is important that employees, customers, vendors and others that have relationships with a business trust the owners. I have seen situations where owners intentionally create an atmosphere of mistrust for purposes of control, but I won't address those situations because there is really nothing to say about them.

But in other cases, owners create an atmosphere of mistrust without meaning to. This can happen when an owner fails to recognize the contributions of employees and where owners fail to deliver on their promises whether they are promises made to employees, vendors or customers.

Vendors and customers will simply refuse to do business with an organization they can feel they can no longer trust. Employees will be constantly on the lookout for another job opportunity and job performance will suffer.

Business results of operations suffer in direct proportion to this growth of mistrust. Small business owners need to always be mindful of their actions and the consequences. For example, I know of one situation where the owners regularly pocket the cash from cash sales made by the business.

The cash they take is properly accounted for in all ways but the employees do not necessarily know that. Some employees think they are stealing from the business and cheating on their taxes. Some have even lodged complaints with taxing authorities, (anonymously, of course).

All of this could be avoided by following simple procedures designed to eliminate the appearance of impropriety. Bottom line? Sometimes owners tend to think of their business as an extension of their personal lives and personal checkbook and do things they would never think of doing if they were the CEO of a business they did not own.

This always creates problems in some fashion. Small businesses must create procedures that build trust and operate in compliance with them. Entrepreneurs must build the character of the organization. Businesses have a reputation just like individuals do and that reputation is key to continued success.

5. Hiring the wrong consultants. Consultants can add a lot of value to a small business enterprise. Small businesses generally cannot afford Fortune 500 executives, so they should include in the budget funds for the best consultants available. The hourly fees may be scary, but the right consultant will be worth many times the amount of the fees charged.

Small businesses make a big mistake when they make it a practice to hire the cheapest accountants, attorneys and business advisors they can find.

Consultants should be hired based on their experience level, their reputation, and what they can do for the business.

The capabilities of the consultant should be matched with the project at hand. If the project is critical, the small business simply cannot afford not to hire the best.

Developing an Employee Credit Card Policy

A business may have a corporate credit card account and provide employees with individual cards to be used for business expenses. When employers hand out credit cards, they are responsible for their cards' use and safekeeping while they are in the employees' possession. The purpose of having a corporate credit card policy is to establish the procedure and protocol for the use of such cards. 

Who is responsible for a corporate credit card - the employee who uses the card, or the employer who applies for it? It depends on the terms of the corporate credit card agreement with the issuer. In general, the primary cardholder (the one who actually applied for the card) is considered fully liable for all charges on the account, including those made by any authorized users, regardless of any other existing verbal or written agreement between the primary cardholder and the authorized user. However, if both are equally responsible as per the terms of the corporate credit card agreement, the employer has a duty to clearly inform the employee of such responsibilities and obligations. 

As an employer, you cannot simply assume that the corporate credit card will only be used to purchase goods necessary for the employee to complete his or her job. Whether the corporate credit card agreement holds the employer and/or the employee liable for all charges on the account, the employer has a duty to ensure the card's use and safekeeping while it is in the employee's possession. Employers must develop a corporate credit card policy, communicate that policy to corporate cardholders, and monitor adherence to the policy before any misunderstandings occur. 

A corporate credit card policy establishes the procedure and protocol for the use of corporate cards. Employees must understand the liability and accountability issues surrounding their use. Policies around the use of credit cards have to be shown to be fair and equitable. There may be wording in the employee's employment contract specifying liability to the company for excessive or improper charges. Some other issues that the policy should address are as follows: 

· Indicate the scope and purpose of the policy - the authorized use of a corporate credit card account. Explain how the corporate card system works, and the benefits to the company and the employee. Indicate who is eligible to possess a corporate credit card, and which employees are eligible to receive a card 

· Ensure that the eligible employee understands that he or she is required to sign an agreement with the company with respect to the use of a corporate credit card before he or she receives the card. Prepare and draft an agreement to be signed by both parties for each eligible employee. 

· Inform all potential cardholders that they will receive an information pack containing the company's policies and procedures on corporate credit card use. Provide training for corporate card use, including information about corporate governance, accountability, and ethics 

Indicate the maximum credit limit; credit limits may vary by employee depending on the employee's position in the company. Indicate to eligible employees that this information should be kept confidential and not shared with other employees. 

· Outline the general conditions of use (e.g., company business only), as well as specific conditions for each position and/or department. Be clear about the purposes for which the card cannot be used (e.g., to obtain cash advances), and indicate that employees should obtain prior written approval for any expenditure not specifically covered in the policy. Ensure that employees understand that charging personal transactions to corporate cards is not acceptable under any circumstances (if that is the case) and that cardholder transactions will be scrutinized to ensure compliance with this policy. Alternatively, you may indicate that the card can be used in the event of a personal emergency, but point out that the amount will be payable to the company immediately upon receipt of the monthly bill 

· Document the procedure to be used to record any services/products charged to the employee's corporate credit card on an Expense Report Form (with attached receipts) and the monthly corporate card statement and reconciliation procedures 

· Indicate what are the employees responsibilities with regard to documentation of transactions. Employees must retain transactional evidence to support all charges. The policy may advise that an acceptable receipt for reimbursements of claimable business expenses is an original receipt; but that employees must retain all original documentation (receipts and invoices) outlining any GST/HST and QST components of a bill 

· Document the management and supervisory responsibilities for card use. For example, the employee's manager or supervisor should be required to verify all transactions each month. In doing so, the manager or supervisor will ensure the transactions are business related and the employee has supplied all required supporting documentation. The employee must immediately explain any unusual transactions. Indicate to whom suspected breaches of policy must be referred. 

· Record management's procedures. For example, original receipts for all transactions will be retained locally within the department or in a designated central location. Employees must be able to produce receipts on-demand for audit purposes. 

· Establish monitoring procedures such as random audits of employee purchases on a monthly basis. In addition, advise that internal audit and/or external auditors will carry out audits from time to time 

· Establish a disputed transaction resolution process 

· Establish a policy for a lost or stolen corporate card 

· Document the process an employee must take on termination to acquit all expenditures on his/her card account. Ensure employees understand that it is the responsibility of the departing employee to ensure that his/her account is settled prior to departure, that accounts in arrears will be liable for legal action, and that cards must be surrendered to the employee's supervisor or e.g. the finance department upon termination of employment. 

Managing the Workplace Survivors: Organizational Downsizing and the Commitment Gap is written for managers and other staff professionals who are charged with the responsibility of realigning the corporate culture and revitalizing survivor employees.

The book helps managers and other organizational leaders understand the critical role they play in today's organization, and identifies specific strategies for increasing quality, productivity, and bottom-line profitability among survivor employees. Organizational leaders are challenged to construct dynamic strategies to empower, retain, and create incentive for the survivor employees, and to facilitate effective strategies to assure the entire organization's survival.

The book is divided into two major parts: "Gaining a Perspective" and "Developing a Survivor Strategy." "Gaining a Perspective" places more emphasis on who the survivors are, where they came from, and what is happening to them. It introduces the Survivor Management Model, which outlines an approach used successfully by the authors to help companies recommit and realign their survivors. "Developing a Survivor Strategy" shifts more to recommendations about what to do with them. The Appendixes are a "Manager's Toolkit" that contain several instruments and exercises that have proved effective in implementing the Survivor Management Model.

Book Review
Here are excerpts from a review of Managing the Workplace Survivors in the 1996 Team Management Briefings Newsletter (P.O. Box 10828, Portland, OR 97210):
Teams Must Be Led
It may seem obvious that teams are not a substitute for management. Yet organizations all over the country, anxious to get on the team bandwagon, are busily organizing people into groups. They spend millions on off-site meetings, and subject employees to team-building sessions where they must engage in activities ranging from walking around blindfolded to rappelling steep cliffs. The hope is that, back at the office, they will dig in and solve all of the company's problems while leaving their managers alone.

The fact is that no team functions well without a leader. Too often, as leadership begins to emerge in a team, it is viewed as empire building. Rather than a subversive measure, the attempt to establish some structure and control is probably the result of frustration, confusion, or the inability to get work done.
Who's the Quarterback
The manager needs to take an active role in team leadership. Somebody must be the quarterback, call the plays, set the objectives, and establish standards. Teams need direction. They waste objective evidence of their work, and specific job-related tasks that reveal a direction, a strategy, a vision as to where the organization is going. They want to know what the future is and, more important, what their part in that future will be.
	When You Need To 

Downsizing is usually needed because of one or more of the following reasons: 

Sales volume isn’t as high as you expected. You have to stop or slow down production or service levels. 


Competitors have found much cheaper ways of doing business. You have to cut your costs too. 


Technology can do people’s work. Computers and technology are replacing more and more jobs. 


Your business has changed. Your business is growing, but in a different direction than it used to be. 


You need fewer workers in some areas, though you may need more workers in other areas. 





	 
	
	

	Alternatives To Downsizing 

Ending people’s jobs has a huge impact on their lives. It not only has a financial impact but for many people it has an emotional impact on how they feel about themselves and a social impact on how other people relate to them. 

Downsizing also takes a major toll on the company. It takes managers’ time and energy. Employee morale and productivity drop. 

If you are considering downsizing, you have probably already looked at some of these alternatives. Consider this list to see whether you can avoid or reduce the downsizing: 

Reducing everyone’s hours (including your own). If the business volume isn’t there, there could be less work for everyone. 


Reassign and retrain. 


Find out if anyone is interested in reduced hours. Many people would like to spend more time with their families or pursuing other interests, but aren’t able to give up their whole income.


If you need some jobs but not others, find out if people are willing to job share. Shorter hours may be taxed at a lower rate, which makes the cut hurt less. 


Rethink your "normal" and "budgeted" spending. If you get a new company car every three years, maybe its time to move it to every five years. And is it really worth laying someone off so that you can give the employees a Christmas party? 


How much money do you have tied up that doesn’t need to be? Inventory and equipment are big cash-hogs. Carry fewer items and use your equipment longer hours rather than getting multiple units. 


Most importantly, keep your eye on the ball. What would make the difference for your company? It may be higher sales volume, reducing debt or increasing your margins. Focus on a few ways to make a difference and get cracking! 




	
	 
	

	Checklist for Downsizing 

What jobs will exist in the new organization? 


How many people will be released? 


How will you tell people they are being laid off?


How will you tell people who aren’t being laid off?


Will you offer a voluntary lay-off package?


What will the lay-off notice or severance include? 


Are you providing career counselling? 


Do the jobs that remain change? 


Do you need to have a press release? 


Who will answer calls from the press?


Will employees need training to do new work? 


Do you need some temporary assistance while things are changing?


What do your employees need to know to help build the company for the future? 





	 
	
	

	How To Be Fair 

Employees find downsizing much easier to accept if they feel that the company has tried to be fair. It helps if: 

The company has kept employees informed about how its business is changing. That way, there are fewer surprises. 


Employees have the chance to take voluntary lay-offs. 


There is an impersonal logic to how people are laid off. It is easier to accept most recently hired employees being laid off, than hand-picked favourites keeping their jobs. 


The company fills any new jobs by posting, rather than hand-picking someone. 


The terms of the severance are generous. 


The company provides job-hunting assistance to laid-off employees. 


The company provides letters of recommendation to laid-off employees. 


The company takes the time to express its appreciation for the work of the people who are being laid off. 

The company doesn’t expect the same amount of work to be done by fewer people. 




	 
	 
	

	The Employees Who Stay 

Some of the most difficult parts of managing a downsizing are problems that relate to the people who stayed on with the company -- not those who left. 

Keep these things in mind:

People take time to adjust to change. Explain things more than once. Answer questions. Acknowledge that changes can be difficult. 


People are worried about their jobs. They are under more stress than usual. Be ready to provide more day-to-day coaching and be positive about their work. 


Someone has to figure out how to get the work done. Take the time to really sort out what work will be done by which people. Decide what work isn’t going to be done anymore. Check with workers regularly to see how these plans are working out. 


People assume the worst. Tell workers what is going on whenever you can. Whatever you are planning behind closed doors isn’t nearly as bad as what they imagine! 

Allow plenty of time for employees to ask questions. That way you can let people know if rumours are off-base and help them solve any new problems they may be encountering with a different set-up. 




	 
	 
	

	Downsizing Mistakes 

Cutting jobs without figuring out how the work is going to get done. 
Employers often focus on the need to cut costs and underestimate how much work actually gets done by the people who are being laid off. The remaining employees get overworked and fall behind and/or burn out. The situation really doesn’t become clear until a major problem develops. Take the time to sit down with employees and decide what work they are going to stop doing. 

Putting down the past. 
When a business is being reorganized, employers often talk about how terribly things were done in the past and how everything will be done much better in the future. This is a slap in the face to employees. Acknowledge the accomplishments of the past and give credit to the great work that was done. Talk about the changes as new opportunities. 

Thinking cuts will only be needed once. 
Even if you plan to cut back on staff just once, this is a promise you can’t make. Business changes so quickly these days that you may have to cut one area of staffing even if you are growing. You may also find out that the cuts you made the first time weren’t deep enough. 

Offering people an early retirement package and then hiring them back on a short-term contract during the transition, so that they are drawing two incomes. 
This infuriates the people who stayed on without a retirement package, who already feel overworked. It is also a waste of money. If you can’t live without these people, make their retirement effective when your business dictates its best. If you can live without these people, say goodbye. 

Not explaining the need for the changes. 
Employees need to be given the full picture. They need to hear it and see it several times. They need to have a chance to ask questions after the news has sunk in. They need to express their anger and concerns. It takes time for people to take in major changes in their lives. 

Not saying good-bye to the people who are leaving.
Co-workers are going to be uncomfortable. They may avoid the people who are leaving even if they have worked with them for a long time. Show some leadership and make it easier for everyone. Organize a goodbye lunch, a gift, a card. If the ending isn’t immediate, stop by their office and ask them how they are doing and if they have any plans yet. Give them a call and see how they are doing. Let them know if you hear of a job that might suit them.
Management strategies for layoffs
 
Dear Joan:
I've been through two downsizings. In the first one, my boss knew six months in advance that one fifth of the staff would have to go.  He told us all about it on day one. He then told us that he would rather we left for new jobs rather than him having to make a difficult choice about who to keep, since we all had essentially the same skills and seniority. 
 
He let us have time off - with pay - to go to job interviews, phone and online access to job hunt, provided references for us (including talking to prospective employers both in person and on the phone for us), and helped us hunt for new work using his own contacts in the field. 
 
We all helped each other job search and the staff numbers were what he needed after two months. Not only that, but those of us left behind felt no grief since we knew that those leaving were going on a good footing with no hard feelings. We knew that our boss and the company cared enough to be proactive in helping us, not reactive.
 
In the second downsizing, my boss hid her head in the sand and wanted to wait until the last minute to make the staff cuts. I found out about it well in advance through other contacts, but kept my mouth shut while I waited for her to let us know. I also found out that my position was being cut in the first wave, which was to be about three months later.  
 
Since mine was an HR position and this was the first time she'd been in this situation, I finally took her aside and we discussed how we could make the cuts happen without too much collateral damage. Using the experience from the first time I'd been through this, we were able to make it a lot easier on staff. Not perfect, but a lot better. She put me in charge of that side of things, including letting staff know about the whole process, and that even gave me a few more weeks on the job before my position ended.  Since then, that business has improved and has needed to hire people from the small community where it's located. They have a good reputation in the community and that helps. 
 
Job cuts suck for everyone. And eventually more people will need to be hired when the business expands. Talented and trained people who are familiar with the company are much easier to on-board than new people, especially if they have a good opinion of the company. 
 
Answer: 
With the lay offs hitting many industries, this letter is particularly relevant. What an excellent example of what happens when you treat employees like partners. 
 
Transparency pays off in many ways. A company’s reputation—especially in a small community—is a valuable asset. People talk and when they feel wronged they really talk.
 
Usually a company will plan a layoff in secret. Senior management worries that sharing too much information too soon will cause panic, defections and poor morale. And they’re right. But, unfortunately, not sharing information can have the same result because the grapevine will pick up the news and telegraph it anyway…causing even greater dips in morale and lost productivity.
 
The tricky part is when to share the details of the layoff and how much to share. The important part is how well the employees will be treated as they exit.
 
Things to keep in mind regarding layoffs:
· Leading up to the layoff, disclose the reality the business faces. Acting like everything is fine and then suddenly announcing layoffs is going to create more anger and resentment. The news will be accepted more easily if they have been treated like adults who deserve to know the truth. 

 
· As a general rule letting staff know as soon as possible feels more respectful than keeping them guessing and telling them at the last minute. The sooner they can get busy making plans for their future the better. 

 
· When the announcement is made, include enough details on key concerns such as severance, health care coverage, vacation pay, and job hunting help. If you don’t, demand for answers will bring productivity to a standstill. 

 
· Advise managers to proactively communicate with all employees through one-on-one meetings, group Q&A sessions and attendance at company-wide meetings. Managers may want to hide from employees so mandate the opposite. 

 
· Have a how-to session for managers. Give them language to use when talking to and about departing employees. Give them guidance on how to be proactive about helping employees find new jobs, such as making direct referrals to other contacts, being a reference and giving recommendations. 

 
· Be sensitive to the “survivor factor.” Guilt and depression is common among employees who made the cut.  Advise managers to have teambuilding meetings during which departed employees are acknowledged and new goals are set. A bit of “mourning” the old can create closure, clearing the way to reenergizing the group for the task ahead. 

 
Capitalize on the Power of Suggestion

Author: Christina Morfeld
Published on: Jan 1, 2003 

In today’s competitive environment, a company’s ability to reduce costs, increase efficiency, and continuously innovate is vital to its success. And common sense dictates that line workers – the individuals closest to the processes, products, vendors, and customers – are in the best position to identify such opportunities. 

Sounds a lot like the rationale behind the suggestion boxes of yesteryear, doesn’t it?

But if the business drivers are as strong as ever, where have those dusty, cobweb-covered containers gone? More importantly, why does their mere mention send shudders up the spine of nearly everyone who has encountered them?

Simply put, the typical suggestion system was poorly designed and managed.

Not only were programs rarely linked to corporate strategy, they were often at odds with the organization’s culture. Suggestions were seldom acknowledged, let alone implemented. In fact, had it not been for the lack of attention given to the initiative, one might suspect that a company was only paying it “lip service.”

Clearly, employee suggestion systems can have a detrimental effect on workplace morale without the proper framing, ongoing maintenance, and follow-through. This is especially unfortunate because employers generally have the opposite goal in mind when launching a program.

An employee suggestion initiative that is well-planned and well-executed can reap huge rewards. So rather than abandoning the idea because of the potential downside, build the following “best practices” into your strategy.

· Assemble a cross-organizational evaluation team.

All major corporate functions should be represented to ensure that multiple viewpoints are considered. The IT, legal, and finance departments are especially important from a feasibility perspective. Be sure to select individuals who welcome change, value employee involvement, and possess a general – but solid – understanding of how the business operates. 

· Determine suggestion eligibility and submission requirements.

Establishing parameters up front is recommended, particularly if you wish to avoid complaints about less-than-appetizing cafeteria food and streaky restroom mirrors. Soliciting employee input in pre-defined categories (e.g., safety, quality, customer service, efficiency, etc.) is a simple and practical way to keep contributions relevant.

Another strategy for ensuring that suggestions have merit is requiring participants to provide a certain level of detail with their proposals. While they should not be expected to develop a full-blown action plan, it is not unreasonable to ask them to present the problem, their recommended solution, and a rudimentary cost/benefit analysis.

By no means should you set a minimum value for “acceptable” suggestions. Rather, make it a point to encourage, welcome, and celebrate small-scale improvements!

Urge employees to discuss ideas with their supervisor, but do not mandate it. Emphasize that management could potentially offer valuable insights – particularly as it relates to building the business case – but may not, under any circumstances, void the suggestion.

Ideas within an employee’s existing job scope are typically ineligible for corporate programs. Managers, however, should be granted the authority to implement changes when the impact is limited to their own department, and to provide a small reward to the employee who made the recommendation.

In addition to the traditional suggestion box, consider establishing a voice mailbox, dedicated email address, and online form on your corporate intranet. Also allow employees to make suggestions through their direct supervisor or Human Resources, or even anonymously. A truly inclusive program – one that appeals to staff at all levels and in all “corners” of the organization – accommodates those who may not have access to a computer, are uncomfortable with their verbal or written communication skills, desire confidentiality, and/or are beleaguered by any number of other variables. It’s impossible to predict who might make the next “killer” suggestion, so cast as wide a net as possible. That said, you might even want to involve your vendors and customers! 

· Define a reward structure.

The most popular compensation strategy is one in which the participant receives a percentage of the suggestion’s estimated first-year cost savings. Most companies target an amount between 5 and 20 percent, and impose a “ceiling” – usually between $5,000 and $25,000 – on the payout. A flat cash award, gift certificate, or paid time off is provided when the value of a suggestion cannot be readily quantified. 

· Designate a program administrator.

This individual, ideally a management-level employee whose primary job responsibilities span divisional lines (e.g., HR, Quality Assurance, etc.), would act as a bridge between employees and the evaluation team. He or she would solicit suggestions, forward them for review, communicate status to contributing employees, and maintain all relevant documentation. 

· Demonstrate top management support.

The program should be “kicked off” by the company’s owner or CEO. Communications should clearly articulate that employee ideas and opinions are instrumental in achieving or retaining a competitive position in the marketplace.

Additionally, a senior-level “champion” should consistently reinforce the organization’s commitment, sustain employee enthusiasm and participation, distribute rewards, and publicize successes. 

Important: If employees perceive a disconnect between your organization’s work environment and the very existence of a suggestion program, your credibility – as well as their job satisfaction – will suffer. The success and integrity of your initiative, therefore, depend upon your ability to foster an atmosphere that embraces innovation and a participative management style. This could mean a major culture shift for many companies. 

· Train managers and reduce their anxiety about the initiative.

Managers should not only be informed of the program’s guidelines, but also coached on how to incorporate it into their day-to-day supervisory activities. Staff meetings are an especially valuable opportunity for bolstering interest and participation and – better yet – brainstorming as a department.

While training in facilitation, coaching, and team building skills will certainly prove useful, you also need to reassure managers that helping their staff “shine” will not in any way work against them. Performance appraisals should certainly evaluate managers on their ability to foster employee creativity, but recognizing and rewarding their efforts outside of this administrative context is the ultimate confidence booster. 

· Educate employees and continuously promote the program.

Distribute materials that clearly explain the goals, procedures, and personal and organizational benefits of the initiative. Also provide tools and training to enhance the creativity and problem solving abilities of your workforce.

Use posters, payroll stuffers, newsletters, and the corporate intranet to constantly remind employees about the program. Demonstrate the critical role that employees play in the success of your organization by publicizing the business impact of past suggestions.

While program participation can obviously be quite lucrative, management recognition seems to be an even more powerful motivator. Formal ceremonies during which personalized plaques or trophies are awarded by senior management, for example, have a tremendous influence on workplace morale. Importantly, the positive effects of such activities are not limited to reward recipients; rather, they inspire all employees to take ownership of their work, proactively explore ways to enhance business operations, and confidently offer their own ideas for improvement. 

· Promptly acknowledge all suggestions and keep contributors “in the loop.”

The program administrator should thank the participant in writing for his or her suggestion within two business days of its receipt, and provide an estimated decision date.

Much of the literature on this subject advocates accepting or rejecting an idea within a week at most. My personal opinion, however, is that maintaining contact with contributors and managing their expectations are much more important than a super-quick decision. I believe that it’s impractical to gather members of the evaluation team each and every time a suggestion is submitted, and unfair to require a thorough assessment under such intense time pressure. Instead, I recommend monthly meetings during which all contributions received since the previous meeting are jointly reviewed and discussed.

Immediately following this meeting, the program administrator should notify each participant of the status of his or her suggestion. This communication should be tailored to reflect why the individual’s recommendation has or has not been adopted, and – if so – the anticipated next steps and implementation timeline. If the suggestion has been forwarded to an engineer or other subject matter expert for further consideration, let the employee know that, as well as when he or she can expect another update.

Regardless of the nature of this notification, the employee should be encouraged to continue to think creatively about his or her work and submit additional suggestions in the future. 

· Evaluate the initiative on an ongoing basis.

Continually assess – both formally and anecdotally – the perceptions of management and staff on the suggestion system, and solicit specific feedback on how it might be better operated, supported, and marketed in the future.
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