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Dear Business Owner, Department Manager, OD Professional, HR Managgetiza@tion
Leader, and Frontline Supervisor:

“Change is inevitable — Growth is optional.l heard this quote almost 20 years ago when aagy
career and it has stuck with me until today. Whibelieved the quote, it wasn’t until just a feeays

ago when | read another quote that explained thameto make the “optional” aspect a guarantee. The
guote read the following:

“Every great leap in the improvement of humankinahd its organizations has more or less come fromdgd reflection. If there is not
time for reflection, there is almost no chance fonprovement.*

As a society, we have become so fast-paced and eag®ve on to the next thing that we seem to hasteour willingness and our ability
to stop and reflect on how we have done somethiniga past so that we might improve our workflowha future. If we catch somebody
at their desk “daydreaming,” we immediately asstina¢ the person doesn’t have enough work to keem thusy and we go search for
more work to give that person. While | certainbn& advocate daydreaming at the workplace, | #igtk there is a strong need for and
benefit to allowing our employees time to periotlicatep away from their day-to-day activities tod ways to work smarter, not harder.

Additionally, | believe that we have become suayaamic society where moving from position to piosit(or organization to
organization) every couple years has become todattgptable. | call it the turnstile syndrome #relresult is that many people are found
in a supervisory or management position within gganization, yet they have minimal supervisoryrirag and management tools at their
disposal. This is a dangerous situation to béingver the next 10 years, as the baby boomeirg rétis estimated that the US will find
itself in a 40-million person deficit in the workfe. Forty million! That means that jobs will basier to find, that employers will need to
be more aggressive in recruiting AND retaining esgpks, and that managers will need to be top-rietatersif they hope to retain their
staff. Today, far more people cite leaving a jelcduse of their supervisor, rather than dislikimgydrganization, and this will only
increase as the deficit begins.

Organizations must have access to tools, trairing,strategies that can create a world-class daper@rhether 5 people or 50,000 people)
if the organization hopes to survive beyond thet A€xyears. We will all need tools that bring pgmver of the employees together with
the guidance of the management in order to reagénizational goals and develop a very positive wizgdgional culture will bring the
organization one step closer to becoming a wolddsbperation.

The tools and strategies presented in this categlesigned to accomplish several things — brémple together, communicate direction,
give people the methodologies to guide the chamgeegs, tap into the expertise of the people, apate a cultural transformation to one
that thrives on constant change. | look forwartid¢aring how introducing Guided Reflection into youganization has created something
truly amazing for you.

Sincerely,

Patrick Seaton, President * Fred Harburg, Senior VP of Leadership and Manag@rbevelopment

Fidelity Investments Company, March 2004

“The holistic, experiential approach of the activities offered by Inngedilanagement Tools fits into any business approach
or organization. The 'blended learning' approach means that those involved can exseminoe/h capabilities in a no-blame,
no-fail culture."

Ray Barker, Director, British Educational Softwassociation (BESA), London, England
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Foundational Concepts that Guide our Change Managem  ent and

Organizational Improvement Approach

“You can analyze and fixate on a process for change but until you get to the people andthédré=slings around it — their
understanding of it — the change will not happen! | have found the right way to implegmege with IMT. By engaging the
employee and addressing their emotions and feelings, this business is madqugpit.h

Barbara McDonald, MBA, Owner, McDonald’s Business\ce, Chatham, lllinois

ORG-S IVAVENRELRE] Managing Change in an Organization
i i i - - - . . . .
Change in an Organization Today it is commonly recognized that participative management is both
A AR desired by employees and crucial for managers to build effective teams of

Conduit to Employees employees. Because of this, change management initiatives need to be
Engage Employees in the Change grounded in clear, concise, logical, layman activities or processes that

_ engage employees at all levels, while providing the group with enou
Process loy t all levels, whil ding th th h
Provide Concrete, Real-World . . P .

: information so that decisions affecting forward progress can be made bast
Environments and Outcomes . .
Build Physical Communication on where people are in the change process and where the ultimate goal
(O] IRl SEsens  Promises to take them.
Communication
Icap'ta“zet OInthI:e Power of Small, The management tools offered by Innovative Management Tools revolve
nerementat Lhange around seven fundamental keys to change management and overall proce
Invest Time Upfront, Instead of Pay ) . .
Later improvement. Each of the seven keys represents an acceleration point fo
Create a Positive Environment the organization to make

' Throughout the Change Process responsive management decisions How to Change People
at all levels. (see chart at left)

1. Let People Change Themselves
people don't resist change but they d

Changing People resist being changed without input
. Focus on the Processesprocesses
When speaking to managers, one of the most frequently asked questio are the backbone of our organization

« oy : . . and provide stability to the employee
How do you change people?!” With the question comes a fair amount Secure Employee Buy-In- involve

people. And that is absolutely correct. tap into their expertise

Define Internal Positioning — make
The more effective approach to changing people is to create an Sure pe‘:PLe i‘”‘t""’tﬁo"" they f'tt'.”to
environment where people change themselves. When people understa ?;;ng;]izr; léﬁaﬁ)engeezr%atﬂgadggge
the need for a change, when they are able to see how the change will will be tough for the organization, sa

benefit them personally, and when they are able to work through the im so and let people rise to the challeng
the change will have on their world (also know as their desk or workspagiSEERGEEeJCRITER{eN gl alylelelele)Y

people are usually willing to make a change. (see chart at right fosjleta likes to do work today only to do it
over again at a later date

. . . . . . Use Proper Tools- use tools and
Most changes introduced by senior staff are intangible improvement go3 strategies designed to bring the

or ideas. However, the employees work in a very process-oriented ma management and the employees
Connecting the intangible to the tangible begins the change process an{ together for a Guided Reflection
working out the details (planning) speeds up the process. communication session

“In more than 15 years of management experience, | have never seen toolsiktoukefping you adapt to changing
conditions as the tools from IMT. They are elegantly simple and truly a breagthm managing changes throughout an
organization."

Juan M. Medina, International Business Developrigréctor, Wisconsin Rapids, Wisconsin
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Activities that Provide Exploration and Analysis of

Specific Topics

1BRIDGES

Communications Analysis Activity

— DEADLINES

“— | Time Management Activity

D-OFF’

Delegation Enabler Activity

<~ _<HOSPITALITY

Customer Service Analysis Activity

E M2 z Communication: Itis always interesting to hear employees say tthey
feel there is a lack of communication in the orgation when we are more technologically
connected today than ever before. The questidn‘dgmwe” or “don’t we” communicate.
The real question is “How do we communicate infaiorato satisfy the varied needs of the
employees?” Making sure the lines of communicatimopen, the vehicles for
communication are in place, and the employees statat the value of the communication
for completing their jobs are all critical for eyasrganization.

E NEW z Time Management While some people seem to manage their workload
with ease, other people always seem to strugglect deadlines. Is it a case of time
mismanagement or mismanaged workloads? In eitiw, einderstanding how people spend
their days, what types of tasks they spend thmie tn, and looking for ways to streamline
their workload can dramatically improve productvénd morale.

E MIERY z Delegation While employees complain that managers don’tgkte

enough, managers may have valid reasons for keepitagin tasks and decisions close to
their vest. However, managers need to realizelhaelegating selected tasks and decisions
to the staff will build skills, boost morale, andprove workflow. The trick is to make sure
the manager is comfortable with the delegatiorvagt- defining the delegation process,
establishing the feedback loops, making sure thegdéee has the necessary information and
skills, and then allowing the staff to take thengei

Task Management Making sure you have the right people in the trigsitions is

critical to effectively and efficiently meeting dapmental and organizational goals.
Balancing workload across employees with diffesill sets, interests, and priorities can be
a constant challenge for even the most seasonedgean

E NEW z Customer Service How well do you really know what your customers
experience when interacting with your organizatidlany organizations lose customers for
petty reasons yet never learn why the customeddddp become a non-customer. By
walking in the footsteps of your customers, gatigeinformation about how they are treated
and feel when interacting with your staff and pret$uan organization can more easily
identify problem areas and decide if your stafdspitality will ensure a return customer.

“Having downsized from a company of about 20 employees to 6 employees, we eeeréofonake internal organizational
changes. HATS helped us identify and define old and new responsibilities in orderrmozeaxieryone's productivity. HATS
was the answer for us during that change."”

Rick El Daief, Strategic Sales Manager, Toronton&cka
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Activities that Provide Exploration and Analysis of

Specific Topics

ﬁl ™ Barrier Elimination : Once you know where you want to go as an orgéinizand
U R D LE S begin your change journey, you will no doubt endeubarriers, hurdles, and other obstacles
Barrier Analysis Activity along the way. By learning how to better identifidaeliminate these obstacles that are

prohibiting forward progress, you will open thelp#d change in a positive, constructive
way that can include employees at all levels inryarganization.

/f{ft'f;*\)} ™ Idea Generation Brainstorming sessions rarely produce the kingestilts one had
&c@&‘ 3 hoped to achieve for the simple reason that tleeadack of structure guiding the session.
Brainstorm Management Activity The brainstorming session also often falls victinstrong personalities that dominate the

gathering and prohibit the quieter participantsrfrcontributing in ways that fall into their
comfort zone. Having structure without stiflingeativity allows the best ideas to reach the
table for consideration.

™ E NEW z Decision Analysis We make decisions every day with the intention of
I M PACT creating a positive impact on the organization sshege in the future. Yet several
Decision Analysis Activity decisions end up ha\_/ing a negative impact ei';h_dhe_mrgani;ation’s system (people,
processes, etc.) or directly on the employeesichuatting the impact beforehand and

developing action plans to ensure that all decssimave a positive impact on the
organization can reduce stress, wasted time, anti@mal reactions.

: ™ E MIERY z Product Development Organizations are expected to reinvent

% I N N OVATE themselves, their products, and their services galar basis, if they want to stay

y Product Analysis Activity competi.tive in the marketplace. That reinventian be quite an expensive i_nvestment,_

depending on the extent of the changes. Howeefoyd throwing out an entire product in

hopes of coming up with something totally new, migations should first look at their
existing products and services fromatigles to see where smaller, more manageable
updates can be made, while still pleasing the owsto By analyzing products and services
from 20 different perspectives, organizations mable to update a product or service

without being forced to undergo a total redesign.

T m | NEW [{' Perception Management The devil is in the details. We've heard that
X PERCEPTIONS over and over. And organizations are not immurthéoneed to pay attention to details.
Details Management Activity Whether it is worn carpet in the entryway, a crackéndow in the warehouse, a grumpy
receptionist, or an unsatisfactory return politygse things create perceptions for your staff
and your customers. Left unattended, the peraepdians into reality, and once a reality in
your organization, people might begin to believat thanagement doesn'’t care, so why
should they? And so the downward spiral begins...

“IDEAS was the ideal tool for getting our clerical staff to brainstorm edmprovement suggestions. | am quite happy with
the results. The activity brought out information that would not normally bedvimidbe day-to-day setting. With the

suggestions we gathered, we are now able to initiate some improvement plamshwittistrict.”
John Timmerman, Superintendent, Auburndale SchaitiEx, Auburndale, Wisconsin
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Activities that Provide Exploration and Analysis of

Specific Topics

Priority Management: The laundry list of things to do seems to go amver while the
resources available (and their skills) seem torbthe rather short side. Aligning the tasks to
complete with the resources and their skills, tgkitto account deadlines, milestones, and
dependencies can be a daunting task without atgtaatapproach to tackling the list of to-

do items.

PRO F I LE“" E N35Y z Skills Analysis Knowing what skills your employees possess, coeghéo
what skills are needed for their position, and tidfgimg where the skills gaps exist

Skills Analysis Activity (potentially leaving your department vulnerableyital knowledge. On the flip side, your

staff may possess skills that are not being tapedsimply because the manager didn't
know that the people had the skills. Having adsptiofile of each employee can help
mangers make duty assignments with more ease atainty

EORGANIZE"’l E NEW z Internal Restructuring : Restructuring an organization can be a

complicated task, especially if it has never beemedbefore. The challenge facing

Internal Restructuring Activity management is how to disconnect the departmentsegodnect them to form a picture that
makes sense to the staff and the workflow. Whenqs don't seem to make sense to the
employees, they spend valuable time trying to wstdad or second guess the logic behind
the changes. By creating a visual of the new siradrom various perspectives before
announcing it to the staff, management can antieipapects of the reorganization that might
create confusion and wasted time. Taking thesitivge to provide additional information
explaining the changes will go far with the staff.

Process ImprovementwWhether your processes are already in place be tdefined,
managers need to make sure everybody involved khowsthey contribute to the process,
how their tasks affect others in the process, avd their work contributes to the
organization as a whole. Whether small, incremeafitange or vast process re-engineering
is your plan, working through the upcoming changghk the people involved in the process
can smooth the transition exponentially.

their generation to their value system. Yet thdlreeed to work together as a team and find
mployee Awareness Activity ways to use each other’s experiences, expectatmasinternal drive to get the work done as
efficiently and effectively as possible. While smaspects of how a person is “wired” are
obvious, other aspects are not seen in the wor&pl8y learning more about 12 key
information points that help define who a persqryaur staff will have more success in
working with that person on a daily basis.

. NEW _ . .
WI RE DT"’I E z Employee Awareness Your employees are diverse in everything from

“SNAPSHOT was the ideal tool to show us where our improvement opportunitieangetiee results gave us a realistic,
goal-oriented improvement plan that could be put into action without a total disnujgtiour existing day-to-day order flow."

Jody Frahmann, Owner, Off the Wall Custom Framingr& Marshfield, Wisconsin
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Activities that Create a Development Plan for Emplo  yees or the

Organization

<% CHANNELS'

Marketing Development Activity

EXECUTIVE"

Definition and Development Activity

LEADERSHIP

Definition and Development Activity

MANAGER

Definition and Development Activity

SUPERVISOR

Definition and Development Activity

E NEW z Marketing Development Organizations that are considering an
expansion of their marketing program are embarkim@ very exciting, and expensive,
adventure. Marketing efforts can reap huge rewatt=n done well, or simply be a drain on
the bottom line when handled poorly. The most sasful marketing programs not only
look at the external marketing elements that velhgrate more business (trade shows and
web marketing, for example) but also understandtihpact these marketing efforts will
have on the organization’s infrastructure. Intrcidg a surge of leads and sales into the
organization is great, as long as the organizatipndcesses can handle to surge. Planning
both external and internal efforts required to nggenne marketing efforts is critical.

E NEW z Competency Development Having an executive position within an
organization carries a tremendous amount of resipititys Leading people, strategic
planning, providing the vision for the organizatiamd growing the human capital of the
organization are just a few of the skills and cotapeies that top-notch executives must
possess. But very often we find that executives@o busy to define and implement their
own personal development plan. The executive'saesibility to the organization and its
staff is that he/she will be a lifelong learnettisg the example for the rest to follow.

E NEW z Competency Development Having an leadership position within an
organization carries a tremendous amount of resipilitys Leading people, leading

projects, strategic planning, providing the visfonthe organization, and growing the

human capital of the organization are just a fewhefskills and competencies that effective
leaders must possess. But very often we findghaple who find themselves in a leadership
position feel as if they are too busy to define anglement their own personal development
growth plan. The leader’s responsibility to thganization and its staff is that he/she will be
a lifelong learner, setting the example for the tegollow.

E N2 z Competency Development Having an manager position within an
organization carries a tremendous amount of regipitits Leading people, departmental
planning, serving as the bridge between senior gemant and the employees, and growing
the human capital of the organization are justadéthe skills and competencies that top-
notch managers must possess. But very often wetist managers are too busy to define
and implement their own personal development plEme manager’s responsibility to the
department staff is that he/she will be a lifeldearner, setting the example for the rest to
follow.

E NEW z Competency DevelopmentBeing a supervisor within an organization
carries a tremendous amount of responsibility. eduiping workflow, leading projects,
hiring staff, providing guidance and direction the department staff, and growing the
human capital of the organization are just a fewhefskills and competencies that great
supervisors must possess. But very often we fiatisupervisors get so caught up in the
daily firefighting of the department issues thatytlare too busy to define and implement
their own personal development plan. The supergisesponsibility his/her staff is that
he/she will be a lifelong learner, setting the egbafor the rest to follow.

“Companies are realizing that people go up through the ranks in the company and end up managing people an
large teams yet they have no training for it.”

Diane Bonneau, Director of Communications, Calgssgociation of Professional Coachésje Calgary HeraldMay 2004
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Activities that Produce Impleme ntation Plans and Management

Roadmaps in Specific Areas

NTITY

Internal Positioning Activity

NTITY

Internal Positioning Activity

NTITY

Internal Positioning Activity

NAVIGATE

= Planning and Preparation Activity

I TEAMS

Workgroup Management Activity

E M2 z Employee Positioning Organizations function because of the people that
fill the various functions in the various departigenit is becoming increasingly important

for employees to clearly understand how they fib imnd contribute to their department and
ultimately to the organization as a whole. By deping a positioning guide for each
employee that goes well beyond the traditionaldebcription, employees are able to
quantify their contributions and develop a sensgriofe in their work.

Departmental Positioning A department cannot easily measure change efforts
without first having a firm understanding of wheihey are. Once all department staff
understand how the department fits into the orgdiun, it is much easier to effect changes
and understand the impact these changes will hatkeodepartment as a whole.
Additionally, a departmental positioning guide desaa sense of belonging and contribution
for the employees as they learn how their dailykawglps the organization reach its strategic
goals.

E M) z Organizational Positioning As an organization grows and adds staff
and layers, it becomes increasingly important suemthat all of the employees have a firm
understanding of how the organization strategigadigitions itself in the marketplace. This
information creates a clear vision and directiontfie individual departments and the
employees to follow. Without a top-level positingidocument to educate the staff, an
organization risks having people stray from thénpatasting time and resources along the
way.

Planning and Preparation Many times you know about upcoming changes i tim
prepare your people, processes, and training in awgay that the change is efficient,
effective, and as painless as possible. Or per@psvant to conduct a strategic planning
session with your senior staff. In either caseplegee buy-in is increased substantially
when employees are involved in the preparationganing process.

NEW

z Team Building: High-performing teams within an organization proe
extraordinary results time and time again. Howgsemany teams and workgroups that are
put together for short projects fail to produce diesired results. So often, the problem is not
in what the team was expected to accomplish, llberahat the team was not organized for
success from the beginning. Proper planning aaggration should be the first order of
business for the team members if they want to diiaadly improve the success ratio of the
team.

“NAVIGATE allowed our management team an opportunity to get back on the 'same-page'sinyg attention on company-
wide goals and objectives - and the change required to achieve them. We cametlaaatiomi plans that once
realized, could be implemented immediately."

Mike Cellucci, "Lean Manufacturing Champion”, SkaeDMorton Grove, lllinois
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Programs that are Implemented Outside of a Facilitated

Environment

Employee Recognition Ask any manager and they will say that they sthguéaise their
employees more than they do but don't provide r@grgdcognition because of lack of time or
lack of creativity. Many employees take this latkecognition as a sign that their manager
doesn’t care or doesn'’t pay attention to the emgdsycontributions. Bridging the gap by
introducing a monthly employee recognition progtat focuses on accomplishments with
ready-made awards solves both issues in a costtigfeand efficient manner.

A few examples of the more
than 100 award cards to
choose from

E MIERY z Supervisor Development Creating and promoting a mentorship and
personal improvement program between a supervisbhis/her immediate manager is often
talked about but, unfortunately, equally oftend$ acted on. By using a ready-made
supervisor development program that facilitategiooous improvement of over 100 key
supervisory and managerial mindsets, skills, atidities, the supervisor and his/her
immediate manager can spend time setting developgeats, developing actions plans to
meet the goals, and tracking progress toward thésgostead of trying to develop a program
from scratch.

Log Sheets allow the
supervisor to map progress
toward their goals

Employee
Relations

5 Effective
Mindset Communication -~ Skill Delegation

Avoid “My Way or the Highway" Delegate, Don't Dumj

Activity

Don't Drop the Ball

notmean L | | performance
simply dumping
those tasks that you

don't want to do onto meetings to assess
somebody else in the the person's
d ] proy
an = enc o
d the corre lan.
e challenged in their

Topic Sheets provide an
explanation for the supervisor ity —
need them m

ost.

“If you create a positive work environment, people want to come to work @éagignd do a good job — but they also want to
enjoy what it is they do, and they want to be appreciated."

Bob Joyce, CEO, Westfield Group, National Assooiafior Employee Recognition 2006 Best Practices
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Facilitated Activities Designed to Engage Employees in the

Process of Connecting Organizational Strategiesto E ~ xecution

Innovative Management Tools activities
create focused sessions using the
following process:

Assemble the appropriate participants,
planning for a four-hour, methodical
brainstorming and communication session.

Facilitate the session, engaging all
participants. Because the content is
provided by the participants, each session
is inherently tailored to the specific needs
and situations of the group .

Create well-defined action plans, based on
the session results. Move forward efficiently
and effectively while you implement your
plans.

“When asked what managers needed to improve most, 47
percent of the Human Resources people [surveyed] said
‘engaging people in strategy.”
Right Management Consultants survey of 133 org#inizs
Miami Herald October 2004

Whatever the size of your organization or the
type of industry, Innovative Management
Tools has facilitation services, kit purchases,
and facilitator training options to fit your
needs.

Facilitation Sessions

For those organizations without internal facilitation
capabilities, or for those looking to evaluate an activity
prior to purchasing a kit, a four-hour, on-site, facilitated
session is the perfect choice.

Kits

For those organizations with internal facilitation
capabilities and a desire to utilize the activity across the
entire organization, purchasing an activity kit allows them
to run sessions as often as needed in every department —
all for a one-time, reasonable purchase price.

Facilitator Training

When purchasing an activity kit, some organizations select
a team of internal facilitators (training department
personnel, OD staff, supervisors, or managers) and have
them trained on how to facilitate sessions with the
purchased kit. Knowing how to get the most information
out of the participants maximizes the return on

investment.

“You need to find strategies that increase the opportunities for contact among individuals and greempsvhEn
change is young, it is important to find ways to create a shift from independent ideas into a smglevtisiall

aligned.”

Rick Maurer,Beyond the Wall of Resistance
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siness

Pricing Designed with Department Managers, Small Bu

Owners, and Small Budget Organizations in Mind

Simple, Cost-Effective Pricing

At Innovative Management Tools we understand that
budgets are often constrained when it comes to
purchasing tools for internal use or to engaging the
services of an outside consultant or facilitator.

Because of this, we have adopted a simple, cost-
effective pricing model that can fit into even the tightest
of budgets.

Each of ouHalf-Day Facilitated Sessiongan be
conducted at your facility for a me$995. Discounts

app|y for two sessions conducted in the same day. Kits come complete with all material to facilitatesession,

including a facilitator's manual, reusable cardegl sheets,
] ] ] ] ] ] pens, and a tape dispenser.
Organizations interested in purchasing a kit and

enjoying unlimited use of the materials within all of
their departments can purchas8tandard Kit for only
$895 Shipping and Sales Tax apply.

Why Four-Hour Sessions?

We have found four-hour sessions to be very
effective for several reasons.

Finally, for those interested in having their internal corps
of facilitators trained on a specific activityFall-Day
Facilitator Training Sessioncan be brought to your
facility for only $1,995. (Kit purchased separately.)

Organizations that choose a combination of the choices
listed above will enjoy solution discounts. Please
consult our website for individual order codes and our
Solution Pricing.

AWARDS, Employee Recognition Kit, starts at a low
$495andSTOP and GQ, Supervisor Development
Program, is a met®79 per binder.

* Travel to/from facility not included.

Participants are allowed enough time for Guided
Reflection, the cornerstone for making improvemen
Participants are able to get away from the daily
routine and really engage themselves in the agtivit
Participants are not gone from their work areasfor
long that they end up with mountains of work gnegti
them upon return from the session

An organization can allow a department to be gane

this amount of time without causing too much tudma
and backlash

Participants who need time to process information
prior to offering their input aren’t rushed or
overlooked

Four hours allows discussions to go deeper than
would normally be allowed during the day, bringing
up issues that might otherwise be missed

Four hours allows enough time to work out different
scenarios and “what-ifs” without needing to
reconvene the group and repeat the discussions
Participants have time to socialize with and learn
more about their co-workers in a focused manner

“[The] customers’ passion is for improved business performance, at the highest impat¢hentwest cost, and in

the least disruptive manner possible.”

Fred Harburg, Senior VP of Leadership and Managémewelopment, Fidelity Investments Company, Ma26b4
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“Every great leap in the improvement of humankind &s organizations has
more or less come from guided reflection. If thereot time for reflection, there
Is almost no chance for improvement.”

Fred Harburg, Senior VP of Leadership and Managémenelopment
Fidelity Investments Company, March 2004

Innovative Management Tools LLC
912 Merry Lane
Milladore, Wisconsin 54454
USA

Telephone: (715) 340-9606
Fax: (715) 457-2040

iInffo@innovmgmt.com
www.innovmgmt.com
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