ISS Overview and Debriefing Recommendations

To the larger degree, I have found your staff to be professional and constructive in their comments. To ensure that comments made are most productive, I recommend that the organization provide some guidance to the staff regarding what constitutes constructive comments that will provide the survey recipient with the most effective guidance. For example:

· “Tina rules” – Cotton Candy = non-specific/positive

· “This department seems to have an attitude” – Heat = 
non-specific/negative

· “Tina rules because she always responds to our requests with a great attitude of helpfulness.” – Steak = specific/positive

· “This department seems to project an attitude that they are angry when we call with questions. We feel like an interruption.” – Spinach = 

specific/negative

· It will be very important for each department to follow the outline given to debrief the survey and to develop and implement Internal Service Action Plans. Doing so will provide an excellent opportunity for each department to take actions to respond to the feedback given and improve their internal service delivery. This results in higher scores and improved service throughout the organization. If departments choose not to work toward improvement we have found that the employees will reflect this lack of commitment in the next survey. When we ask employee so provide feedback and let them know that we will be responding with efforts to improve service, they will expect follow through.

· I highly recommend that prior to the next survey the organization create a format that will allow each department to present to all employees of the organization:

1. The identified area of service that is to be improved.

2. An overview of the actions to be taken

3. Service improvement to be expected by the internal member.

4. An offer to provide feedback to the respective department regarding the improvement, or lack there of that has been noticed.

· In our experience, departments that do not follow the previously listed process are seen as uncooperative and unconcerned about internal service delivery. Resultantly, they pay the price on the 2nd survey with much lower scores.

List of Actions to Debrief the Internal Service Survey:
The following details the process of sharing the Internal Service Survey results with the department/individuals. 

1. Review the Internal Service Survey reports. <Target time: within 1 week of receiving the results.>

2. Executive to contact Mike Neill via email at mike@michaelneill.com to set a conference call to debrief the results. <Target time: within 1 week after results have been reviewed.>

3. After debrief call with MNA, Executive will forward the appropriate ISS reports to the SVP, VP or Director. <Target time: day after debrief call.>

4. Executive will schedule a time to review the results with the SVP, VP, or Director and set expectations for next steps. <Target time: 1 week after results have been shared.>

5. SVP, VP or Director will forward the results to the manager of the department. <Target time: day after debrief meeting with Executive.>

6. SVP, VP, or Director will schedule a time to review results with department manager and set expectations for next steps. <Target time: 1 week after results have been shared.>

7. Department manager will meet with the team to review the results and begin developing Internal Service Action Plans. <Target time: 3 weeks for completion of one-on-one meetings.>

8. Department manager to finalize Internal Service Action Plans. <Target time: completed within one month of receiving the results from SVP, VP or Director.>

9. Department manager will schedule a time with SVP, VP or Director to review and approve Internal Service Action Plans. <Target time: to be completed within 45 days of receiving the results.>

10. Executive to follow-up with SVP, VP or Director approximately one month after initial meeting to review progress to date and ensure Internal Service Action Plans have been developed and approved. <Target time: within 30 – 60 days of sharing results with SVP, VP, or Director.>

11. Managers will begin coaching staff on Internal Service Action Plans. <Target time: immediately following the completion of the Internal Service Action Plans and ongoing.>

Using the Internal Service Survey Scores to Set Goals:
The following details the process of sharing the Internal Service Survey results with the department/individuals and setting the goals and coaching. 

Step One: Prepare for the session.

· Review the department scores for each question. Look for areas of strength as well as areas for improvement from the most recent survey (if this is not the initial survey). Note the deviation in scores for the highest rated question and the lowest rated question. If the deviation is significant, this may be an indicator of the area of service that should be improved upon. 
· Highlight comments provided by the respondents. Jot down some of your own observations. Remember to focus on the consistencies in the feedback and invalidate the anomalies. For example, if there are several comments praising an individual or department in one area while there may be only a single comment that is contrary to the majority opinion, disregard the anomaly. This is especially true if the comment does not align with what you know to be true. All information is good, but not all information is valid.

Step Two: Set up a meeting with your department to discuss the results. 

· Emphasize strengths.
Begin by pointing out one or two areas where the department is doing very well.

ASK: “What do you think contributed to our success in this area?”  Focus on the positive.

· Identify areas to be improved upon
Review the deviation, if any, in the highest rated question and the lowest rated question. Summarize the comments provided by the respondents into similar categories of praise or concern. Use this discussion to begin to identify the service gaps that may exist. 
Recognize those who were individually identified as top performers. Meet with those who were consistently singled out as under-performers and share the OVERVIEW of the comments. Do not share the individual comments. Use the information to coach the employee to improvement. E.g. “What are your plans to improve in this area?”

Step Three: Set up a meeting with your team to develop Goals and Action Plans.

· Gain agreement on a goal area.
Ask the team members to begin to brainstorm what can be done to improve the identified service gaps. Facilitate them to avoid the attitude of, “What can we do?  That’s just how it is.”  Do this by continually asking; “Let’s don’t discuss why it can’t be improved. Let’s focus on how we can improve it.”  Don’t be afraid to add your own observations and feedback. The area should be mutually agreed upon. 

· Gain agreement on a measure of success.

Ask the team members what score or total he/she would like to achieve in the next reporting period. If you think the target is too low, negotiate a higher number. Do not be afraid to set interim goals that may be indicators of improvement. E.g. Reduced number of complaints about a lack of timely response or we will conduct an interim focus group of the departments we most often interact with to gauge our improvement.

· Collaborate in writing individual action plans for attaining the goal. 

Ask the team members to work with you to develop an action plan that details what will be done to help achieve the improvement goal. 

· Tips for Writing Action Statements

1. Personal: Keep your action statements focused on your department. You cannot affirm for others. 

2. Positive: Say what you want to accomplish, not what you want to move away from. Paint the picture of the change you desire. 

3. Present Tense: Your action statements should be stated as if you are already living the desired vision. You are already there; it is not in the future. 

4. Use Action Words: Use words that create pictures for you. Breathe life into your action statements...fill them with your desire to achieve your plans.

5. Balance: It is important to see balance in your departments. 

6. Realistic: When making action statements, it is important that they are realistic. Realistic for one person may not be realistic for another. What we see as unrealistic today may be within our reach tomorrow. 

Step Four: Commit yourself in writing to actively coaching the process.
· Department

Ensure that the progress with the action plans is reviewed at each department meeting. Employees know what is important based on what we talk about most often.

· Individuals
If you have individuals who have been noted as under-performers, assure the person that you will support him or her as an active coach. Develop a Coaching Commitment with the employee and ask for them to develop an individual action plan. Ensure both you and the employee follows through.

Here are some ways a coach can support the department/employees in reaching a sales and service goal:

· Do on-the-job training and practice with the employee.

· Send the person to a class.

· Discuss results weekly or daily.

· Observe the person’s actions and hold him or her accountable.

· Observe the person in action and suggest way to improve performance through transactional coaching

· Role-play sales and service skills with the person.

· Assign another person who has experienced success in the goal area to work with this person.

Step Five: Monitor progress and provide feedback.

· Use the action plan as a basis for your coaching with the department or individual. Be sure to monitor progress regularly, so that you can assist in changing course if the action plan is not working.

Step Six: Review Internal Service Action Plans with SVP, VP, or Director.

· Once you have developed the Internal Service Action Plan with the team, forward a copy of the results to your direct report for review and approval.

Here are some Guidelines for Writing Action Statements

7. Personal: Keep your action statements focused on your department. You cannot    affirm for others. 

8. Positive: Say what you want to accomplish, not what you want to move away from. Paint the picture of the change you desire. 

9. Present Tense: Your action statements should be stated as if you are already living the desired vision. You are already there, it is not in the future. 

10. Use Action Words: Use words that create pictures for you. Breathe life into your action statements...fill them with your desire to achieve. Here are list of potential Action Words: 
Empowering Words Good Feeling Words 

· Enthusiastic 

· Cooperate 

· Profit
· Proud
· Success 

· Needed 

· Secure 

· Ownership 

· Confident 

· Sharing
· Trust
· Pride  

· Stability
· Important 

· Empowered

11. Balance: It is important to see balance in your departments. 

12. Realistic: When making action statements, it is important that they are realistic. Realistic for one person may not be realistic for another. What we see as unrealistic today may be within our reach tomorrow. 
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