Achieving Successful
Improvement Programs

By David Deane-Spread



Why CULTURE Drives Performance & Profit Improvement

The main impetus and rationale for Change Management is sustained performance and profit improvement.
Having established that, change management itself typically involves a re-investment in structures, processes
and systems. Worthy as those efforts are, the culture of the organisation determines the degree to which they
succeed.

Organisational culture is the sum of each individual’s behaviour - an often hidden and hard to gauge attitudinal
stance which has a massive impact on profitability and effectiveness. The fact is, 'culture' remains a major
strategy issue. It is regarded as difficult to change and measure - much easier then to implement more tangible
methodologies such as Performance Improvement, Process Improvement and Customer Relationship
Management (CRM)...

The trouble is, CULTURE primarily determines the ability to improve the tangibles

e Effective group behaviour designs and implements improvement - ineffective behaviour fails.

e In CRM, where there is a 30% to 70% failure rate, a Macquarie University study revealed a close link
between successful CRM implementation and externally focused flexible cultures.

e Another tangible, Performance Improvement, is dependent upon culture (empirically researched in
Kotter and Heskett's Corporate Culture and Performance).

e Culture therefore has a direct and key influence on productivity and profit.

e Yetthe'change' focusis mainly on the tangibles that require cultural improvement first — based on a
convenient fallacy that structure, systems and processes alone drive success. Not so!
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Is the Existing Culture Costing the Business or Adding Value?
Some Key Tangibles to Consider and Better Still, Measure:-

e Staff turnover rate: preferably circa 10% pa - any figure above that is costing you 1 to 1.5 times the
payroll plus the on-costs of position replacement.

e Budget/project over-runs: what'’s the cause? Is it the 'silence' factor - keeping quiet about
inefficiencies to avoid trouble - or something else? What's the real cost of overruns?

e Productivity: what's ideal and what's in the way? What is the cumulative effect of lost productivity?

e Systems and processes: are some unnecessary or inefficient? How do you measure that for your
business?

e Innovation: what's the level of innovation? "Innovate or perish" - your competitors are almost certainly
geared for this; and your unique selling proposition requires innovation to remain competitive. Does
your culture encourage or stifle innovation? Do you know how to measure this?

e Internal communications: how effective is communication in the business? A litmus test is how well
your regular operational meetings run and how effective are they. Another test is the degree to which
communications are ignored and/or not acted upon in the time asked. How often is "too busy" the
excuse?

e Internal relations: to what extent are there silos in the business? Do you have unidentified 'workplace
psychopaths’? Are there long-running unresolved issues between people? Do you know how to
measure this and the associated costs?

e Customer relations: one of the biggest opportunities is improving and measuring the value of great
customer relations. As a rule of thumb, your customers are treated by your people in the same manner
as your people are treated by the leadership and management and each other.

e Sales: not only total revenue but also new, recurring and 'spot’. What should they be?

Senior leadership and senior management must have a handle on all these areas.
All the above can and should be measured.
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Myths...
"If we re-organise or re-structure, tighten up our policies and improve our processes and systems; we
can fix this in time!"

And Realities

WITHOUT CULTURAL CHANGE, NOTHING CHANGES

It is a scientifically proven fact that the very culture that created the problem cannot fix the problem. The same
people can, but not the same culture. Cultural change requires individuals to change their prevailing attitudes
and behaviours. Then the improvement program or project is more able to succeed.

IMPROVEMENT is what we really mean by CHANGE

The purpose of chosen change is improvement.

Resistance to unclear change is natural to most people.

Most improvement attempts fail.

The existing culture and rushed poor planning/preparation are the primary causes.
The cost of the failures is large; and often hidden.

Successful improvement is readily achievable.
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Cultural improvement requires individual improvement supported by effective
leadership.

Key Points & Timelines for Sustainable Behavioural Improvement

The serious commitment to behavioural change in a business organisation with circa 300 employees is typically
an eight month process; with clearly articulated results in the first two months. Generally, the steps are:

1. Initially, two or three days of interviews with key people to define the predominant/ existing culture and
move forward with a specific program, customised and consistent with the organisation's values, vision
and goals.

2. The core content is experiential and interactive, focusing on our Attitudinal Competence® and
Effective Leadership Behaviour® models. What emerges is the identification of key positive driver
behaviours and remedial behaviours, and the rapidly increasing desire and ability to use them
throughout the organisation.

3. The program typically follows this timeline: two days for leaders; one day for all staff (divided into
manageable groups to minimise interruption to the flow of daily work); six 3 hour group leadership
coaching sessions over next six months; after which we engage quarterly with leadership half-day
forums.

4. Importantly, we seek the full support and participation of the senior leadership - without which there is
demonstrably no authenticity to this process; and limited buy-in from those you seek to lead.
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CONCURRENT ORGANISATIONAL IMPROVEMENT

Whilst we are intent on improving the culture, it must translate into specificimprovements in key results areas.
Building in or adding on focus on to the specific key results areas is highly achievable during the latter parts of
the above described process, by implementing a customised version of the following improvement model.

Individual
Make Improvement Group
Desirable
Enable Positive Willingness

Group Influence to

Assist Improvement Canabil
Attitudinal apability
Competence

Leadership Structural

Behaviour

Acknowledging
and Accounting
for Improvement

Begin with the End in Mindbut begin at the beginning...)
A Do the people have the attitudinal skills to embrace improvement?
A Does the leadership have the skills to enable improvement?

A 1s there clarity about what improvements are desired?

Step 1: Ensure Leadership Readiness

®* Preparethe leadership team for attitudinal
competence and ideal leadership behaviour.

Attitudinal The aim is to enable modelling and coaching for
Competence
& both
Leadership
Behaviour

= Clarify what improvements are desired.

The aim is to prepare to guide the others to
agreement before improvements take place

= Develop the ongoing communication plan.

Communication needs to be frequent, effective
and positive with respectful supportive
correction




Step 2: Engage Individual Willingness
and Capability

Make
Improvement

Desirable Prepare teams for Attitudinal Competence

and Leadership Behaviour.
The aim is to enable support and peer coaching
for both

Clarify what improvements are desired.
The aim is to gain group agreementand joint
ownership before improvements take place

= Assistteams in accepting the opportunity to

excel in the improvements.
Individual Provide individual support and coaching - aim
for individuals enjoying improvement
Willingness

- Capability

Step 3: Engage Group in Implementation

" Assistteamsin implementing the
opportunityto excelin the improvements.
Provide peer support, coaching and measuring
the improvements

Enable Positive
Group Influence
to
Assist
Improvement

Ensure collaboration within teams and

departments.
Through regular effective communicationas per
plan

- Group

Willingness

- Capability




Step 4: Acknowledging & Accounting
Structure for Improvement

"  Ensureacknowledgement and
accountability measures are implemented.
Requiresall leadership levels to be proactive

= With participation of teams: design
structures, systems and processes that aid
the desired improvements.
Requiresregular internal facilitation, leadership
and coaching

- Structural

Willingness

- Capability

Today more than ever, improvement is essential and must be continuous, carefully planned and
implemented.

To achieve sustainable improvement, remember that the greatest impediments to your success are:-

A The existing culture
for the culture to improve, individual behaviour must improve.

A Insufficient planning and preparation
most attempts are made at the eleventh hour.

“You must be the change you want to see in the world.”
Mahatma Gandhi

"The significant problems we have cannot be solved at
the same level of thinking with which we created them.”
Albert Einstein

"Without the wings of Attitude and Leadership, an organisation
is like a Dodo — it can’t fly and can’t survive.”
David Dean&pread
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About David Deane-Spread

"In less than 12 months we have exceeded our turnover by 60%, lost no staff, have people
wanting to join us, and won our industry award for excellence."

Peter King. Managing Director. Kings Park Electrical 1999

"We saw overall Insurance Strike Rates lift from the mid 50's to mid 8o's within 6 months.
Currently [2004], it stands at 105%"

Andrew lerace. Local CEO. ANZ Personal Banking 2004

"On behalf of the Board, | express my gratitude for the way in which you lead our planning
session. We now have more clarity about our mission and the future focus of the
organisation. This was achieved in a very positive and collaborative way - a first for many of
us! Thank you".

Dr. Frank Kublcek. Chairperson. Central Wheatbelt Division of General Practice 2004
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Peter Rowles. Managing Director. Underground Services Australia Pty Ltd 2008
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underway this organisation was a fertile ground for fear, ignorance and habitual behaviours.

Engaging David was a key strategy to enable this organisation and staff to move forward
with confidence and a greater understanding of what leadership is about. We would not
have achieved such change in staff without his skills and knowledge and leadership.

He is respected by Association staff and | look forward to his continuing contribution to this
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Gordon Trewern, CEO Nulsen Haven Association 2009

David Deane-Spread

David Deane-Spread is an executive performance and behavioural coach,
educator, strategic facilitator and author. He specialises in Attitudinal
Competence, Leadership Development, Corporate Improvement and the
Resolution of Human Dysfunction in the workplace and community. David
developed the Attitudinal Competence model and is the author of Master the
Power of Your Attitudes and contributing author of You Lead and They'll
Follow. David has more than 30 years operational experience in military, law-
enforcement and commercial leadership. He is a graduate of military and
law-enforcement academies and has served as company director and CEO in
Australia and overseas.

David's clients SEEK and RECEIVE a high return on investment.

To ask some pointed questions and receive some direct answers, call
me on 0416117771; or email: david@daviddeane-spread.com
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