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Before we start any engagement, we never make assumptions about our 
client’s	challenges	or	provide	generic	advice	about	what	we	will	do	or	how	we	
will do it. 

This is because, every client, their particular industry or profession has a 
certain set of skills, rules, practices and traditions. 

Organisations are weathered by the length of time they have operated in their 
market and the impacts of good and bad years on the organisation and its 
employees.

The	culmination	of	the	above	impacts	the	organisation’s	culture.	Culture	is	
created by a variety of factors, including the past and current values and 
preferences, industry demands, and strategic goals. The culture is maintained 
through attrition, new employees, leadership, and reward systems.

Therefore, every client has a culture, challenges and opportunities applicable 
only to them. 
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1 It’s about getting more clients, making more sales  
	 and	increasing	profit!

This	e-Book	is	for	SME’s	and	Professional	
Services	firms	whose	primary	objective	is	
sustainable,	profitable	growth.	

We have prepared the content primarily for 
organisations who want to compete on margin 
and not on price

We hope this e-Book is a useful guide for you 
to conduct a fresh analysis of your business, and 
to help you achieve the opportunities you have 
imagined and now want for your business. 

There are seven distinct sections with 
information	that	can	be	used	to	permanently	fix	your	business	challenge	such	as	getting	more	
clients,	improving	sales	performance,	increasing	profit	margins	or	enhancing	strategic	clarity.

The beginning of each section will help you diagnose your current business challenges. Within the 
latter half of each section are lists of warning signs that could imply trouble, and actions to apply. 

You can choose the most effective change options and select the best methodologies to execute 
those changes. 

Therefore,	this	long	e-Book	will	be	a	good	fit	if	your	goal	is	for	scalable,	sustainable	growth,	and	best	
in	class	profit	margins	on	your	products	and	services.	

We are more than happy to discuss in more detail any of the sections discussed below, or 
particular scenarios that are impacting you now at no cost – call us on 1300 280 895 and make an 
appointment.  
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2 The 7 Pillars to grow your business and increase  
	 profit	margins

OK,	let’s	get	started.

An	organisation’s	leadership	team,	depending	
upon that organisations current fortunes - can 
leverage current successes, avoid average 
profits,	or	break	a	cycle	of	just	breaking	even	
if they embrace and master each of the seven 
pillars,	essential	to	sustainable,	profitable	
growth (the ‘Pillars’). 

Research has shown that organisations that 
excel in their application and continuous 
dedication of each of the Pillars can dominate 
their sector. 

The Pillars essential to the success of smart, open to change, and aspirational businesses are:

n Corporate Culture;

n Strategic Planning;

n Execution;

n Performance Management;

n Change Management; 

n Sales Performance; and 

n Leverage

Therefore, the Pillars and their elements provide a strong base for the leadership team to diagnose 
their current business challenges. 

Once	the	prognoses	have	been	made	-	the	leadership	team	can	remove	the	identified	weaknesses	
and vulnerabilities that are now preventing them from achieving their deserved opportunities. 

However,	the	most	important	benefit	comes	from	leveraging	the	Pillars	to	get	more	clients,	make	
more	sales	and	increase	profits.	

It	won’t	be	long	before	the	business	is	competing	on	margin,	not	on	price!
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2.1 Who must use this e-Book?
This e-Book is for business owners, CEOs, CFOs, COOs or Managing Partners, who, from time to time 
have asked themselves one or more of the following questions:

n Why are we spending a fortune on marketing without a comparable return or a visible sales 
process?

n	 Why	can’t	our	organisation	give	itself	the	best	chance	for	success	by	making	the	apparent,		
necessary changes to increase productivity? 

n Why does our business as a whole, rarely meet deadlines and our employees fail to deliver 
an agreed result?

n When did our culture lose the need to be accountable?

n Why is it the sales teams are meeting their performance KPIs, but our revenue is falling?

n	 Why	am	I	still	responsible	for	bringing	in	most	of	the	new	clients	for	our	firm?

n Why do some employees complete their work, but then wait to be allocated new work?

n Why do line managers, and employees who get bogged down on projects, often abandoning 
them and wasting cash, still receive an above average performance review?

n	 Why	are	middle	managers	‘actively’	delaying	completing	the	leadership	team’s	directions?

n How can we grow our business, increase sales and improve margins?

n How do we motivate employees, to perform, and be accountable - permanently?

2.2 It is never just one Pillar that will deliver the Opportunities you 
want!
We	often	see	a	scenario	where	for	years,	two	or	more	companies	have	competed	fiercely,	but	neither	
was able to break away or develop a lasting advantage over the other.

However, when one of the businesses adopts the Pillars, there is a massive change in the balance 
of power. We see one business pull away from it competitors forever when it embraces the Pillars, 
differentiating its business model, evolving and executing its strategy. 

An	organisation	with	a	new	emphasis	on	productivity	is	a	fierce	competitor.	

Adopting all of the Pillars, the competitor implements the following changes: - 

n Continuous improvement focus – now rolling out lean six sigma;

n Leveraged third generation outsourcing to enable existing front-line employees to be more 
flexible	and	more	productive;

n Uses new productivity gains to take on high volume work, and re-enter previously 
abandoned market spaces to take on new work where margins were once too low;
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n Actively empowers employees to be more accountable – go the extra mile; and 

n Fully embracing and implementing a generous performance-based reward plan for top 
performing employees. 

The	competitor’s	payoff?	Correct!	More	Clients	+	More	Sales	+	Better	Productivity	=	Bigger	Profit	
Margins!

Now with better margins, the competitor(s) will be able to: -

n Hire new employees who are better skilled and more productive;

n Purchase new premises;

n Reduce short-term debt;

n Invest in new complementary product lines/services;

n Order better raw materials, increase production capacity, and improve productivity with 
better technology; 

n Expand existing marketing efforts, and start a new marketing campaign/channel(s); and

n Employ a team of sophisticated salespeople, who bring better sales results and their clients 
with them.

As	you	can	see	a	small	ripple	of	change	can	be	the	catalyst	of	a	more	significant	wave	of	progress	
and	profit.
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3 The tale of the business and the 7 Pillars

This e-Book is broken down into sections to 
cover each of the 7 Pillars, with actionable 
steps and suggestions on how, and where to 
make	significant,	meaningful	changes	to	your	
organisation. 

To demonstrate each of the Pillars in more 
detail, we follow a successful transformation of 
a business that exhibited many of the troubling 
characteristics and signals we regularly come 
across in companies and professional services 
firms	who	are	yet	to	leverage	the	Pillars	or	have	
only applied a few. 

3.1 The Joinery Experts Pty Ltd
Meet our typical, thriving, growing company ( just before it was not)!

Joinery Experts Pty Ltd1 (the ‘Joinery’)	has	been	in	business	just	on	seven	years,	and	during	that	
time it established an enviable reputation within its industry for quality, innovation, bespoke options, 
quick and reliable delivery. 

The	management	teams’	decision	to	lease	larger	premises	twelve	months	earlier,	was	seen	as	
a	necessary	investment	to	provide	the	extra	floor	space	to	absorb	the	demand	for	additional	
production capacity needed to accommodate a massive increase in demand. 

After years of hard work, like most fast-growing businesses with a unique product, sales volumes 
were now amazing. However, large, escalating sales volumes required a different approach to 
running the same company.

The	businesses’	reputation	for	beautiful,	quality	products,	was	built	on	the	original	owner’s	skills	in	
production and commercial experience of the joinery industry. 

‘Joinery’	became	well	known,	as	a	result	of	its	excellent	quality,	sound	reputation	and	best	in	class	
service. 

The offering of high quality, unique products with broad appeal attracted new larger clients, whose 
vastly larger order sizes delivered the ability to leverage economies of scale, as well as revel in the 
intoxicating margins they now enjoyed.  

The years of battling as a small team, with no marketing budget were paying off; everything seemed 
wonderful – “too good to be true.” 

1	 	The	Name	has	been	changed	–	Edgeview	enters	into	a	mutual	confidentiality	agreement	with	all	clients.
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3.2 A chilling wind
Always, but always be prepared to get what you wish for!

After years of hard work; the management team were thrust into a new, pressurised, complex 
business	environment.	For	the	first	time	in	a	long	time,	they	felt	out	of	their	depth.	

The	leadership	team’s	management	and	production	skills	and	their	years	of	on	the	job	experience,	
which had served them so well - now fell well short of what was needed. 

Over the years, the leadership team had seen no urgency to enhance their leadership skill-sets, hire 
new leaders, build scale, or focus on productivity improvements. 

The	leadership	team’s	view	was	that	when	it	was	necessary,	they	would	put	together	a	written	plan	
to address weaknesses in, and threats to their business, a task that, never seemed to warrant the 
downtime	and	focus	on	completing	it	because	‘we	are	just	too	busy’.

Years	on	in	hindsight,	when	they	had	time	to	reflect,	they	realised	it	was	their	overconfidence	in	their	
abilities, their failure to keep learning and an unwillingness to seek external advice that hurt them 
the most.

3.2.1 When too much growth is too much growth

Because the leadership team had not encountered such massive growth before, the pressure to 
meet client demand forced them to make critical decisions quickly without thinking about the 
ramifications.	

The	growth	meant	they	needed	new	employees	and	supervisors,	to	fill	the	new	production	line	
vacancies and new senior positions, to manage all of the new shifts. 

To speed up the hiring process, they promoted some of their long-serving production employees to 
the supervisor roles. However, they had no time to train them in the art of leadership; and the other 
long-serving employees, not promoted were not happy to be told what to do by their peers. 

Too much cash, too little time.

The	work	in	the	‘Joinery’	is	not	simple;	it	requires	years	of	training.	Therefore,	finding	new	production	
line	employees	to	fill	new	vacancies,	and	replace	the	employees	who	moved	to	supervisory	roles	
became a bridge too far. 

The business generated hordes of cash. Unfortunately, there was little clarity on costs due to the 
owners being too busy on day to day managing of production to check everything. 

The sales team were proving unstoppable; the volume-based incentives used to attract good 
salespeople were working a treat (or so it seemed), driving consistent sales growth. 

The	business	was	firing	on	all	cylinders	for	a	period,	however	as	growth	continued	and	the	owners	
reached	their	capacity	to	lead	the	company	efficiently,	shortages	of	finished	product	used	to	fill	
client orders started to become more frequent. 
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More and more orders were delayed or shipped with only half the order (this caused more trouble 
later on because they lost track of what had been sent and to who). 

Despite this, the sales staff continued to receive volume-based commissions even when the 
product was in hot demand, placing increasing pressure on the business to deliver within the same 
timeframes. 

At no time did the team seek to raise prices to slow orders and give them breathing space.

Mistakenly, the team thought large sales volumes meant success. The leadership team now found 
themselves in a business environment they had not faced before. 

The leadership team, like all resilient business owners, battled on – making a series of ad-hoc, short-
term	fixes	to	address	the	most	demanding,	underlying	issues	quickly.		

The chickens come home to roost

The leadership team continued as they had always done. Every day the number of serious problems 
increased: -  cost blowouts, vague margins, frequent unclear & contradictory communication 
between supervisors and employees, and blurred responsibilities – leading to poor execution. 

No longer was there the calm of business, as usual, everything became a priority, leaders continually 
moving	from	one	urgent	job	to	the	next.	The	management	team’s	willingness	to	make	decisions	
disappeared, preferring to revert to the owner for decisions on all matters. 

Now,	with	the	owner’s	calendar	always	full,	and	his	energy	nearly	drained,	he	lost	the	willpower	to	
re-engage or, coach the team to be personally accountable. 

The leadership team became the bottleneck in their own business.

It	was	evident	to	the	leadership	team	when	they	walked	the	shop	floor	that	too	many	of	the	new	
employees were not sure of what was expected of them, or the employees just did not know what to 
do! 

There was constant bickering, the odd violent argument and to make matters worse, absenteeism 
for	the	first	time	had	become	a	problem.

The	sales	team	continued	to	sell	rapidly	-	despite	an	inability	for	the	business	to	fill	existing	orders,	
and quality control was no longer practised because it took to long to complete. 

But, wait there’s more!

Progress was halted by poorly led, poorly disciplined staff meetings, just burning time - delivering 
nothing. 

The	firm’s	culture	had	fallen	from	an	organisation	that	had	hunger,	and	pride	for	reliability	and	
quality product, too fast becoming known for its lack of accountability. 

The	once	proud	and	passionate	desire	found	on	the	production	floor,	the	cubicle	and	in	the	field,	to	
deliver the perfect product was gone. Replaced by diminishing mutual trust and lack of respect. 



The Seven Pillars 8

Managers become ineffective, and the best managers who were fed up – were planning to leave, or 
had already resigned. 

We are on a roll here.

Unfortunately, it gets worse, to solve this gridlock, instead of leading, the leadership team stopped 
leading altogether – the team started to do the production work themselves.  

The	team	was	no	longer	efficiently	guiding	the	company,	now	the	business	found	itself	in	a	situation	
that presented the leaders with sleepless nights on how they were going to save the company and 
the jobs of its employees. 

They	realised	this	downward	spiral	of	unharnessed	‘success’	would	not	stop	unless	they	made	drastic	
changes. 

Fighting back

The good news is that most clouds do have a silver lining, and hard work does bear fruit. 

In	the	sections	that	follow	we	briefly	walk	through	each	of	the	Pillars,	identifying	how	using	one	or	
more	of	the	Pillars,	efficiently	and	aggressively	would	have	prevented	the	near	bankruptcy	of	the	
‘Joinery’.	

Also,	how	leveraging	the	Pillars	can	improve	productivity	to	increase	profit	margins	and	build	scale.	
Most	importantly	ensure	the	future	by	influencing	a	new	spark	and	accountability	from	employees	
for exceptional sales performance.

Those Who Do Not Learn History Are Doomed to Repeat It. Really!

The	Pillars	support	the	leadership	team’s	ability	to	develop	a	stable,	scalable	and	profitable	business.	
The Pillars provide a sturdy foundation for an organisation to compete on margin and not on price. 

Without a strong foundation, supported by each of the Pillars most companies are going to be 
susceptible to new competitors, economic downturn, innovation and existing competitors who excel 
in each Pillar. 

3.3 Graveyards are full of irreplaceable executives
A classic Sign of potential failure for an organisation is present when the majority of the work 
needed	to	leverage	the	benefits	of	each	Pillar,	rests	only	with	one	of	the	following:

n	 Chief	Executive	Officer;

n Owner;

n COO;

n Managing Partner; or

n CFO
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Too	many	organisations	miss	out	on	their	deserved,	enviable	financial	success	because	they	take	
shortcuts, and forget sales performance is the most crucial part of their business. 

Often	firms,	for	whatever	reason	allow	their	opportunities	for	success	to	be	impeded	by	employees	
who have become jaded, disengaged and uninspired.

Therefore there are no shortcuts to Pillar mastery; the leadership team must be accountable to 
focus, inspire and lead their employees to be personally successful. 

A leadership team must engage, empower and leverage all employees to deploy each Pillar 
effectively	and	efficiently.	Because,	the	advanced	capabilities,	experience	and	value	of	the	leadership	
team must not be diluted when doing the work of others.  

Now	let’s	get	started	discussing	the	Pillars	–	the	first	is	Corporate	Culture.
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4 Corporate Culture

Do	you	agree	that	a	company’s	corporate	
culture	is	beneficial	to	performance,	and	to	
profit?	Moreover,	are	your	views	congruent	with	
the great management cliché that “culture eats 
strategy for breakfast.” 

Yes, we also agree with both statements.

Do you also believe a company with a high-
performance organisational culture will perform 
better than a company whose culture is 
combative?

Yes, of course, a high-performance culture 
is king because a culture where execution is an issue will be doomed to missing the latest 
opportunities, and always trailing its competitors to market. 

High-performance	firms	do	not	take	their	unique	culture	for	granted.	

The leadership team agrees on the nature and behaviours of their culture, plan for it, monitor it and 
actively manages it to ensure it remains aligned with their aspirations. 

4.1 Corporate culture is mega-important. 
Can	everyone	in	your	organisation,	if	asked	to,	be	able	to	explain	your	organisation’s	culture	in	the	
same way? 

We	like	to	use	the	definition	of	corporate	culture	as	defined	in	Webster’s	Dictionary	because	it	is	a	
pure,	simple	version,	untarnished	by	the	flair	of	‘Ted	Talks’,	and	‘blog	speak’.

Corporate culture is: -

n a set of shared attitudes, values, goals, and practices that characterises an institution or 
organisation; and

n the integrated pattern of human knowledge, belief, and behaviour that depends upon the 
capacity for learning and transmitting knowledge to succeeding generations.

4.2 Culture attracts
Corporate culture and employee engagement are vital parts of the employee experience, and 
leading companies ensure their culture addresses their ability to offer employees a place of work 
that provides: - progress, money and empowerment. 

Firms are looking to their corporate culture to attract, leverage and retain the desired employee. 
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Many	features	drive	and	define	organisational	culture,	including	leadership	styles,	policies	and	
procedures, titles of authority, pecking order, demographics and workspace. 

4.3 Warning Signs: Corporate Culture
Here are a few characteristics that are indicative of a negative, unsupportive corporate culture:

n Poor internal communication across all tiers;

n	 Employees	know	they	won’t	be	held	accountable	if	they	don’t	deliver	a	result	on	time,	at	an	
agreed standard and a minimum level of quality; 

n Management condones unhealthy employee competition;

n	 Tolerance	of	bad	habits	from	management	for	employees	who	are	‘favourites’,		or	deemed	
‘good	earners’;

n	 Daily	practice	of	time-consuming,	disruptive	office	politics	for	personal	gain;

n	 Low	office	engagement,	little	loyalty	to	the	organisation;

n Best performing employees who can, are leaving – for competitors; and

n New ideas from employees do not matter. 

4.4 Is Your Business Set Up For Success?
Successful companies create and execute a business strategy to design, communicate, cultivate and 
measure	the	organisation’s	desired	culture	to	drive	business	performance.	

Because	culture	drives	financial	performance,	there	must	be	specific,	measurable	goals	around	
organisational culture, just like other key performance indicators. 

Organisations with a culture that demands and rewards accountability will successfully leverage the 
Pillars to deliver margins better than their competitors. 

4.4.1 Lead by example 

Our	research	confirms	an	organisation’s	leadership	team	demonstrates	strong	leadership	by	
displaying the traits and values expected of their employees. 

We have repeatedly witnessed successful leadership teams make a positive, lasting impact on their 
employees by doing rather than talking. This leads to direct results through improved employee 
engagement. 

Below are a few leadership traits seen as positive by employees:

n Creates trust by delegating appropriate work;

n Acknowledges me when I meet deadlines – will not accept missed deadlines; 
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n Avoids blaming others;

n	 More	interested	in	firm-wide	learning	from	our/my	mistakes,	than	just	finding	someone	to	
blame;

n Actively listens to me, and respectfully learns from others;

n Displays a balance between work and life – the phrase is not just a cliché; and

n Achieves business success, and completes their stated goals. 

4.5 Action Item: -  Core Values

What are the fundamental Core Values of your business?

An	organisation’s	core	values	are	part	of	its	culture,	try	asking	each	member	of	your	leadership	team	
to	individually	answer	the	following	questions	about	your	organisation’s	core	values:

n Have we set values that are core to our business?  

n	 What	are	our	core	values	and	why	do	they	define	our	company?

n	 Would	outsiders	see	our	values	as	genuine,	or	do	they	just	sound	‘nice’	and	aspirational?

n If employees lived the values daily would they line up with our organisational goals?

n Do our employees live our core values daily? 

n Do we reward employees who do live our values and those who do not?

n Are the values easy to understand, and applicable to the performance levels we need?

n Would our employees agree with all the above?

Review	each	member	of	your	leadership	team’s	responses.	If	the	leadership	team	are	not	clear	on	
the	organisation’s	core	values,	and	how	the	organisation	expects	them	to	be	applied,	you	can	be	
sure their teams do not either.

If your organisation does not have core values, or you have them, but you do not use them as part 
of employee performance management you could be missing a vital cog of control.

Establishing a transparent and authentic set of core values must headline your strategic plan and 
influence	all	facets	of	decision	making	within	the	organisation.

It is fair to say a healthy and thriving corporate culture will:

n Establish a foundation for success and progress;

n Attract and retain top talent for the organisation;

n	 Promote	the	organisation’s	brand;

n Increase employee engagement towards their work;

n Drive productivity across the organisation; and

n Distinguish the company from competitors.
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4.5.1 Employee engagement

Culture	has	a	real	impact	on	employee	engagement.	An	employee’s	level	of	engagement	is	an	
indicator of their commitment to their job, team, manager and organisation. 

We know from research and practical experience that an increase in engagement results in an 
increase in desire, or willingness to go “above and beyond” typical job responsibilities. 

Also, active engagement can positively affect employee retention, enhance productivity & loyalty, 
improve client satisfaction and company reputation.

With fast growth, it is easy for the culture to shift if the leadership team is not intentionally driving 
it. Employees will collectively create their own culture and values if none are provided for them and 
consistently reinforced. 

The leadership team is the principal driver of the culture, but it must also empower other team 
members. The leadership team will act as a role model for the right behaviours and ways of doing 
things within the organisation.

4.5.2 Beware of sub-culture

The impact of employees creating culture by default is that it would be rare for it to be a culture the 
organisation would want to nurture.

Also, most organisations have sub-cultures, made up of employees who regularly interact with one 
another, within distinct teams (sales, accounting etc.), sharing the same goals, problems etc. 

Because	sub-cultures	are	spread	throughout	the	firm,	employees	can	ignore	the	needs	of	other	
departments,	and	fail	to	collaborate.	This	can	lead	to	conflict	causing	severe	problems	for	the	
organisation in cooperation and coordination. 

Once	established,	these	disputes	are	difficult	to	manage	because	each	sub-culture	has	different	
goals that sometimes are directly opposed to each other.

4.5.3 Enhancing the culture

Culture	is	engrained	and	doesn’t	change	quickly,	but	leaders	can	manage	it	and	therefore	influence	
it. If the company is to focus on creating a robust culture, the best place to start is with the 
leadership team. 

With careful planning, the culture you have now can evolve into the culture you need. Therefore, if 
you	need	a	firm-wide	change	program,	use	the	best	elements	of	the	existing	culture	to	start	making	
the desired change. 

Organisations adapt and change to meet the demands of new environments. The leadership team 
can decide what type of culture it has now and what it must be in the future. 

The initial exercise mentioned on the previous page regarding core values will give great initial 
insights.
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4.6 Action Item: -  Culture Review and Assessment

4.6.1 Never a problem for the HR department. 

Most leadership teams incorrectly see culture as an HR matter. Your leadership team, not the HR 
team is responsible as to how employees will execute strategy, produce products & services and 
complete the sales processes. 

Corporate culture is as much a creation of the operational side of the business (strategies, models, 
and processes) as it is of beliefs, opinions, networks, and communities. 

Change can only come from the top; all leaders within the business must shoulder the importance of 
building	a	vibrant	culture	that	supports	the	business’s	initiatives.	

There are many ways to achieve this, here is a sample of actions to enhance your organisational 
culture:

n Leadership and management are two different things. The way employees and teams are led 
vs managed, conveys a lot about the organisation and will affect engagement; 

n Successful cultures integrate the mission, vision and core values of the organisation. Ensure 
the organisation has a crystal clear purpose, know who its clients are, and what must be 
achieved by the organisation over the next three years. If the organisation does not have any 
of these elements, then this is the starting point:  

o	 Make	sure	business	goals,	and	employee’s	objectives	are	aligned,	so	the	correct	
behaviours critical to the achievement of the business goals are reinforced and rewarded; 

o Business goals tied to strategy must be assigned to every employee within the 
organisation; 

o	 Develop	policies	(ensure	actively	enforced	and	monitored)	for	rewarding	an	employee’s	
above average achievements as this will drive others to success; 

o Recognise and reward employees in the performance review process for successful goal 
delivery,	as	well	as	those	who	are	role	models	of	the	company’s	values	-	rewards	must	be	
dependent upon excellence in both areas;

o Emphasise learning and development at all levels of the organisation. Knowledge must 
be a strategic, continuous process for each employee - delivering value and ROI over 
time. Ensure it is written into your strategic plan. Moreover, part of the performance 
objectives of the leadership team;

o Reward the behaviours and actions needed - if continuous improvement is a priority, 
reward	an	employee’s	contributions	to	enhancements	to	existing	processes	or	other	
material areas of focus. Incentive compensation must drive employee behaviour, with 
results aligned with core values; and

o Promote trust by operating with transparency - take proactive measures to ensure 
employees know strategy, and expect employee driven feedback. Make asking for 
feedback	a	part	of	each	employee’s	performance	expectations.
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4.7 Example Company: - Culture Improvement

4.7.1 The Joinery: -  Pillar: - Corporate Culture

The leaders of the business realised they had a plethora of issues they needed to address. However, 
they	weren’t	clear	on	what	those	issues	were.	

To their credit, they decided to review how each of the Pillars was represented in their company. 

The leadership team quickly realised they had deep cultural issues after a quick review/due diligence 
was completed to identify their culture warning signs:

n Poor communication between all levels of employees and leadership teams – comments such 
as “we have no idea what is happening day to day” was the norm;

n Tolerance of bad habits because of the fast-changing nature of the business;

n	 New	employees	and	long-term	employees	did	not	have	the	benefit	of	any	guidelines	or	
manuals	that	defined	how	to	complete	work	or	complete	operational	tasks;

n	 An	‘us’	and	‘them’	mentality	existed,	not	only	between	different	levels	of	management	but	on	
the	production	floor	between	different	teams	–	massive	tall	poppy	action;	and

n No new ideas were encouraged or acted on.

What became clear is that when the business was small, struggling, and unsuccessful everyone was 
clear as to what was their role, and what work was necessary because of their daily interaction with 
the owner. 

The leadership team had laid the foundation for their future problems because they were mega-
micromanaging the company because they had too much spare time.

The	first	significant	change	undertaken	by	the	Leadership	team	was	to	select	five	Core	Values	
representing the critical elements that, when religiously followed, would ensure they were able to 
restore order internally. 

The	leadership	team	leveraged	the	Core	Values	to	transform	the	business’s	current	culture	to	
smoothen	the	change	process	as	they	adopted	the	other	pillar.	This	represented	their	first	significant	
effort to transform their business. 



The Seven Pillars 16

5 Strategic Planning

We agree - strategic planning is time-
consuming,	gets	in	the	way	of	‘real	work’	and	
is frustrating, but we can assure you, it is a 
necessary corporate practice. 

Many strategic plans, however, remain in the 
top drawer or make a good tool to raise the 
computer monitor up off the desk.

More often than not, organisations do not 
have a written strategic plan that is shared with 
employees. 

Also, many leadership teams do not use a 
Balanced Scorecard (BSC) to communicate across the organisation the performance status of four 
key areas of the organisation. 

5.1 Is strategy obsolete?
With	many	management	teams	not	finding	the	time,	or	support	to	do	strategy	well,	there	often	talk	
that strategic planning is not required. 

Of	course,	that	is	not	the	case	–	most	leaders	we	work	with	just	don’t	have	the	time,	or	the	skilled	
support to prepare a strategic plan – therefore the whole process becomes a challenge. 

Strategic planning is how the leadership team decides what they will do in the future, and how they 
might do it. 

The	leadership	team	develops	a	vision	for	the	company’s	future	and	selects	important	priorities,	
procedures, and operations to realise that vision. 

Included are measurable goals that are attainable, but challenging; importance is on long-term goals 
and strategy, not short-term (annual) objectives. 

A strategic plan is imperative, and organisations who delay in developing a robust strategy are 
limiting the organisation's ability to compete on margin instead of price. 

Also, they are adding to their workload because it is challenging to empower employees to execute 
actions to meet strategic goals – if those goals are not communicated or clear. 
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5.2 Warning Signs: Strategic Planning
Below	we	have	a	list	of	warning	signs	that	indicate	if	an	organisation’s	strategic	planning	or	strategy	
needs some work:

n The company does not have a properly constructed strategic plan, developed with 
representation and input from all areas of the business;

n	 The	business	goals	are	not	defined	or	known	by	all	members	of	the	organisation;

n Employees do not have performance targets and objectives aligned with the strategic goals 
of the organisation;

n	 The	strategic	plan	was	developed	many	years	ago	and	hasn’t	been	followed	or	renewed;

n	 Business	units	within	the	organisation	operate	in	‘silos’;

n The leadership team is unable to articulate their strategic objectives, the organisational 
culture,	their	vision	for	the	business,	or	progress	towards	the	company’s	vision;

n The obligation as to who is to prepare the strategy, and the responsibility for execution is 
unclear;

n Management of the performance metrics of each business unit and the relevant employees 
are	not	aligned	with	the	company’s	goals;

n The leadership team acquiesces the use of unreliable ad-hoc processes to manage and 
monitor strategy execution;  

n No agreed governance, or risk monitoring policy and procedures are in place to address 
possible operational/market risks etc.;

n A mismatch between the skillsets the organisation has now, and the skillsets needed to 
support the expected future growth;

n	 Organisational	department	heads	and	line	managers	promote	‘their	view’	leading	to	the	
expansion of ineffective silos and sub-cultures; and

n Impact of matrix management – it is a challenge to manage deliverables without authority 
over employees who are on multiple projects, but not a direct functional report.

5.3 Putting strategy to work
Strategy execution offers the organisation new chances to create a competitive advantage. Strategy 
execution is part of a leaders' role. It is a crucial building block – a leadership essential.

Regrettably, and for many reasons, some leadership teams see strategy execution as something for 
others	to	do	so	that	they	can	work	on	something	‘more	important’.

A written, shared strategy is essential to long-term business success, and it is the ‘something more 
important’	that	leadership	teams	must	focus	on.	
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The strategic planning process must be structured and thorough, the strategic plan will ensure:

n The organisation will know how it will be more successful in its market;

n The organisation will know how it can increase its sales and productivity;

n	 The	organisation	will	have	defined	the	benchmarks	for	success	for	its	employees;

n	 The	organisation’s	performance	rewards	will	be	aligned	with	the	strategy	ensuring	its	
success; and

n There is a clear business outcome; because there will be uniform and consistent decision-
making.

When developing an organisation's strategic plan, the leadership team must ensure they know:

n Precisely what the needs are of their existing & potential clients and markets;

n	 The	best	way	to	grow	their	business	profitably,	and	the	obstacles	to	growth;

n Who are now their strongest competitors – and why;

n If the employees now have the ability and resources to execute the strategy;

n The milestones necessary for executing the plan and when they will be achieved;

n How the company will make money, and how sustainable their model is now; and

n The opportunities that will be available once the agreed changes are made.

5.3.1 Sharing responsibility

In	the	process	of	completing	the	organisation’s	strategy,	the	leadership	team	will	set	clear,	persuasive	
targets	with	specific	measures	and	rewards	to	motivate	employees	to	achieve	the	strategic	goals.	

When the strategy is shared with employees, they will be part of the process, making the burden of 
executing	the	firm’s	vision	a	shared	responsibility	for	all	employees,	managers	and	the	leadership	
team. 

It would be strange not to have employees working collectively every day, week after week, month 
after	month	and	year	after	year,	towards	delivering	the	firm’s	aspirational	goals.

5.4 Preparing the strategic plan
The most common, and the most frustrating element of strategic planning is trying to placate the 
many competing internal interests, and their real priorities. Also, various proposed methodologies 
on how to progress the strategy, and of course the many unknown unknowns.

While a vision statement is framed without reference to present events, the strategic plan must work 
in the real and immediate market.  The leadership team must consider the variety of ways existing 
and future events could evolve into valid opportunities. 

The strategy must be vigorous enough to survive the time frame set, e.g. three years (or shorter if 
adopting Agile methodology), despite the inability for the team to predict the future. 
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5.4.1 There will always be problems

While problems may surface in developing the vision for the organisation, there are even more 
challenges in strategic planning. 

The	strategic	plan	must	recognise	and	address	those	areas	where	the	firm	cannot	deliver	on	the	
vision in its current form. These will become the developing agenda for the company (process 
improvement, skill acquisition and so forth).

A standard issue in strategic planning is that of change vs stability. 

Remember	the	power	of	corporate	culture;	the	organisation’s	culture	must	form	part	of	the	strategic	
thinking process because it can make or break most plans. 

If it is agreed your strategic plan will include a change in standard practices, the planning must take 
on the rules of change communication and change management to facilitate the transition to the 
‘new’	standard	practice’.	

There are well-articulated practices to support the necessary transition processes; the leadership 
team must take control, and be accountable for the change, along with all levels of employee 
interaction – it will require more than a well-scripted one-off announcement – repetition is key.

A typical trade-off for the leadership team to consider in strategic planning is inclusion vs focus. It is 
appealing to actively restrict the strategic planning group to a select few members to secure a swift 
and tight plan. 

While	this	may	seem	to	be	efficient,	involving	a	more	extensive	selection	of	employees	to	be	
engaged	in	the	plans’	development	will	lead	to	superior	buy-in	across	the	organisation	and	better	
anticipation of problems in the execution phases. 

This	group	must	include	representation	from	all	levels	in	the	business,	from	the	‘shop	floor’	to	the	
senior leadership team.

Inclusion also leads to a broader pool of knowledge and experience from which new issues and 
concerns can be raised and addressed.

5.5 Action Item: -  Strategic Plan Development
Let’s	be	clear	here;	this	is	a	pivotal	action	item	in	building	(or	rebuilding)	an	organisation’s	
foundations for future growth and stability. 

If the success of the business is of vital importance (as it should be) then the same concern should 
be	afforded	to	the	strategic	plan’s	development;	after	all,	it	will	drive	all	decisions	made	by	the	
business for at least the next three (3) years. 

Here are some useful steps to develop an organic guide to future business success:

n Together with the line managers, develop a vision for where the company aspires to be in the 
future.	The	strategy	must	be	aligned	with	achieving	the	firm’s	vision;
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n Task the strategic planning team with the obligation to develop the strategic plan for the 
next three years. Moreover, to ensure representation from all parts of the company, include  
individual(s) from each level of the hierarchy, e.g.  senior executives, client facing and 
operational managers and select employees;

n As a team, identify and determine the following:

o Precisely what the needs are of existing & potential clients and markets;

o Analyse and decide on the best culture to support the success of the business. 

o Expand on the analysis of the culture, use these insights to entrench the desired culture 
traits	into	the	strategic	plan.	Be	sure	to	retain	the	existing	culture’s	positive	aspects,	as	
well as removing/replacing harmful characteristics with high-performance characteristics. 

o	 What	is	the	best	way	to	grow	the	business	profitably,	and	the	obstacles	to	growth?

o Who are now your strongest competitors?

o Select vital priorities, procedures, and operations to realise the vision.

o Recognise and address those areas where the business cannot deliver on the vision in 
its current form. These will become the developing agenda for the company (process 
improvement, skill acquisition and so forth).

o Do employees now have the skills and resources to execute the strategy?

o How will the business make money in the future and how sustainable, scalable is the 
model now.

o What are the opportunities that will be available once the agreed changes are made?

n Create and display milestones necessary for executing the strategic plan and when they are 
to be achieved;

n Include measurable goals that are attainable, but also challenging; importance is on 
choosing long-term goals and strategy, not short-term (such as annual) objectives;

n Determine what operational and client facing processes must be in place for your company 
to meet its objectives;

n	 Set	clear,	persuasive	targets	with	specific	measures	and	rewards	to	motivate	employees;	

n	 Define	unified	workflows	that	will	cut	across	the	organisation’s	functions	and	remove	‘silo’	
centric teams and business units; and

n	 Inject	strategic	goals	into	required	existing	workflows	of	the	organisation.

5.6 Example Company: – Developing a Strategic Plan

5.6.1 The Joinery: - PILLAR: Strategic Plan

For	the	leaders	of	the	‘Joinery’,	to	know	they	were	falling	short	in	this	Pillar	was	pretty	easy,	like	many	
businesses they did not have a written strategy that the leadership team could refer to regularly. 
Also, the goals and tactics of the business were not shared or made known to middle managers or 
employees. 
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A mildly funny story.

During	one	of	the	many	meetings,	the	leadership	team	was	asked	to	discuss	their	strategic	plan’s	
goals for their company? The answer was - “to make money.” “OK, but what is your main strategic 
goal for the company.” Now slightly annoyed the owner replied, “make a lot of fricken money.” Of 
course	–	‘how’s	that	working	for	you’	was	not	the	reply.

It	was	suggested	a	broader	strategy	was	needed	to	make	‘more’	money	and	to	keep	it.

After	some	internal,	honest	reflection,	they	acknowledged	they	were	not	jointly	aligned	as	to	where	
they were headed. Moreover, as a result, employee performance targets, planned training, and work 
volume hiring triggers leading to new recruitment etc. were not prepared. 

The goal was always to grow the business, but they had not prepared for the growth they wanted or 
contemplated its impact. 

The team had not kept up to date with what their competitors were doing and subsequently realised 
that while they were matching them on quality (initially) and sales volumes, they were becoming less 
profitable	and	their	reputation	was	suffering.	

It was agreed the business must get its house in order, and identify critical success factors 
congruent with a successful organisation; such as entrenched systems and processes, cross function 
communication and an employee performance management framework. 

The process of developing the strategic planning proved to be both time consuming and 
challenging, uncovering many other dormant, unaddressed issues. 

The team sought to create a strategic plan that was thorough yet simple to execute – with deep 
involvement from their employees and subsequently shared with those employees because they 
would be working to achieve their strategic goals. 

In the end, they devised a clear vision, and three strategic goals and tactics. The plan represented a 
significant	amount	of	market	research	and	‘adopting	best	practice’	to	get	to	where	they	wanted	to	
go.

With	the	strategic	plan	locked	in,	it	was	time	for	them	to	focus	on	another	Pillar	–	flawlessly	
executing their strategic plan. 
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6 Execution of the work

One	of	the	most	significant,	and	agreed	
indicators that a company is likely to 
underperform is the leadership team's 
commitment to getting the job done, on time, 
as agreed. 

If	the	firm	cannot	meet	or	exceed	its	KPI,	this	is	
a reliable indicator of the level of accountability 
of both management and employees to 
complete work is unsatisfactory. 

Why is it that companies regularly fail to execute 
– keep their corporate promise? 

Because	it	is	difficult	when	there	are	legitimate	challenges	to	distract	and	delay	a	leadership	team’s	
commitment to deliver a promised result. 

6.1 What is execution?
OK	–	the	first	step	to	mastering	the	science	of	execution	is	to	have	a	clear	understanding	of	what	it	
is. 

We believe execution is the prime discipline that empowers an organisation to accomplish its 
strategic objectives.

It is a methodical process that requires the leadership team to identify and narrowly focus on the 
most	impactful	goals	precisely.	Moreover,	concentrate	their	teams’	efforts	on	high-impact	work,	
visibly share results, make timely pathway corrections, and ensure mutual accountability among 
employees. 

Because execution is a people process, effective execution requires clarity, commitment, translation 
of strategic goals to daily tasks, sponsorship, teamwork, and accountability.

6.1.1	 Why	is	execution	difficult

Execution	is	hard	because	there	many	valid	distractions	that	dilute	an	executive	or	an	employee’s	
resolve and focus. 

Also, sometimes it requires people to change their behaviours – by how much and how quickly that 
will happen depends on each employee. Hence execution needs constant work. 

Often	employees	and	line	managers	lose	their	confidence	when	undertaking	new	objectives,	
especially	when	the	organisation	is	also	completing	new	areas	of	work	-	because	they	don’t	have	
any previous experience or history to guide them. 
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Shifting employee behaviour is never easy, but it is even harder when employees are executing 
change in tandem with their existing priorities. 

Further	impacting	execution	is	the	invisible	influence	of	corporate	culture	when	execution	of	new	
work goes against the cultural norm as to how work must be done.

6.2 Warning Signs: Strategic Planning
If one or more of the following adverse characteristics are present – the leadership team must act to 
prevent it from becoming the norm:

n	 There	is	a	lack	of	a	clear,	well-defined	direction	and	follow	up	on	how	employees	are	to	
complete their assigned deliverables; 

n Poor communication – new silos developing, leaching productivity; 

n Acceptable for teams to frequently miss deadlines for both normal and urgent deliverables;

n Micro-managing - lack of appropriate delegation;

n Bureaucracy is spreading – too many approvers; and

n Low morale caused by excessive changes in strategic priorities.

High performing companies recognise and acknowledge there will be strategy execution challenges. 
They apply and monitor KPI, delivery deadlines and quality of output – execution is monitored. 
Moreover, they seek to place accountability at the core of corporate culture. 

The leadership team ensures there is:

n Cross-organisational collaboration & working across boundaries;

n Innovation & new product development required by the organisation to meet the gap 
between service capability and changing client expectations;

n	 Decision-making	&	real	evaluation	of	financial	trade-offs;

n Role development, continuously building and deploying strategic capabilities;

n Well-organised execution & effective decision making adopted company-wide;

n Operational leadership and continuous improvement; and

n	 Business	analysis	&	recognition	of	the	critical	financial	drivers.

6.2.1 Another challenge

Most organisations believe execution is essential to the success of their business, and therefore they 
make sure it is done well. 

However, an extensive survey of nearly 700 executives across a variety of industries was conducted 
to	determine	management’s	skill-sets	regarding	each	of	execution	and	strategy.	
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The	survey	revealed	only	16%	of	respondents	were	‘very’	effective	at	either	strategy	or	execution.	
Moreover, only 8% were good at both, while 63% were rated neutral or worse on at least one 
measurement. 

6.3 Accountability is crucial
Accountability for our purposes is when an employee is required to deliver an outcome. The 
employee who is accountable has only completed the task(s) in full when they provide the result as 
they promised, in the manner promised, on the date and time promised. 

Organisational	accountability	requires	ownership	and	clarity.	An	organisation’s	employees	must	
know precisely what they are accountable for, and how their success is measured.

Organisations must implement an agreed formal decision-making process to prevent blame shifting. 
Moreover, restricting employees from unproductively delegating their decision making responsibility 
upward. 

A	leadership	team	gains	traction	when	all	employees	know	the	goals	and	the	specific	outcomes	they	
are accountable for, the decision rights they are allocated, and they apply these decision-making 
rights. 

6.3.1 Ownership of the work

All employees must be instructed and empowered to take ownership of their work because 
ownership is an act of taking the initiative. 

All	employees	must	be	personally	responsible	for	their	team’s	results,	never	assuming	it	is	a	
colleagues responsibility. 

Ownership is taking the initiative, and accountability is delivering on the promise. 

6.4 Accountability is essential
If	employees	do	not	believe	they	will	be	held	accountable	for	not	doing	good	work	–	maybe	there’s	
a tendency for leniency and forgiving employees for missed targets, execution will suffer. 

If it happens once, it will become an acceptable practice. The organisation is unwittingly developing 
a culture where employees believe the real deadline is a week away from the published one, and it is 
OK to do mediocre work. 

When	employees	do	not	hold	themselves	accountable,	the	impact	is	exponential.	The	individual’s	
delay	becomes	the	team’s	delay,	and	the	team’s	delay	is	the	division’s	delay.	This	continues	on	and	
on. 

Moreover, the impact of regular delays becomes a severe problem for any company. Accountability 
is a crucial ingredient for successful execution.
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6.4.1 Goals are central to accountability

A	crucial	execution	step	is	to	segment	work	and	allocate	specific	goals	and	measurable	metrics	for	
all employees. Without suitable goals, it will be challenging to impose accountability for results 
successfully.

Goals provide clear expectations for all employees as to what is expected of them. In a team 
environment,	shared	goals	are	necessary	because	of	the	dependency	on	each	others’	work	and	the	
impact of not meeting expectations.

6.4.2 Metrics are a must

Metrics agreed by the leadership team track performance, such as the ‘number of units produced in 
one	hour	that	meet	quality	standards’.	

Appropriate key metrics create workplace accountability, displaying the metrics declares ownership. 
Every goal must be measurable and sharing this with all members of the team is a smart way for 
employees to commit to the result.  

Displaying goals ensures employees are reminded of their priorities. All employees can be distracted 
by new projects, problem-solving etc. Therefore, posting goals reminds employees what they are 
accountable for, and helps others hold them accountable.

6.5 Supporting execution
Executing new strategies, and getting the strategy work arranged is crucial. To do this well and have 
a better chance of success:

n Make an open promise to encourage company strategy at every level of the organisation, 
not just at the executive levels;

n	 Work	methodically	with		employees	to	confirm	everyone	is	persuaded	the	strategy	will	
provide	a	direct	benefit	to	them,	a	better	work	setting,	and	lead	to	overall	success;

n Identify the importance of buy-in from the supervisory level - encourage collaboration with 
peers outside of their areas of responsibility;

n	 Document	defined	expectations,	reward	exceptional	work	with	a	diversity	of	incentives	such	
as bonuses, career growth (not just promotion), awards and acknowledgement, and new 
responsibility and skill-sets opportunities; and

n Embed in all policies the obligation to mine all forms of employee feedback actively, create 
an environment where all employees know their ideas and opinions matter.

The	benefits	of	this	approach	to	strategic	buy-in	are	substantial,	building	faith	and	knowledge	of	the	
company’s	direction	at	all	levels	translates	to	a	more	accessible	path	towards	execution.
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6.6 To delegate or not to delegate
The critical indicator we look for to gauge the performance of a leadership team is – has the 
leadership	team’s	responsibility	for	getting	‘material’	work	done,	been	delegated	to	their	
subordinates? 

It	is	common	for	an	organisation’s	leadership	team,	conscious	of	not	wanting	to	be	seen	as	micro-
managing, incorrectly delegate their responsibility for:

n performance management;

n	 conducting	significant	internal	change	projects;

n completing new IT projects;

n recruiting new senior hires;

n addressing regularly missed performance KPIs; or

n rolling out new products or services.

We	firmly	believe,	whenever	there	is	material	work	to	get	done,	the	leadership	team	must	stay	
involved, and be responsible for the result! 

Because the leadership team is always responsible for execution – it must follow a process to ensure 
their	influence	remains	constant,	expected	and	unexpected	changes	will	be	made	-	effectively,	and	
efficiently.	

6.7 Action Item: - Execution

How to make sure the organisation becomes known for top-notch execution?
n Decision Mapping. Take the time to look at what decisions the leadership team is required to 

make – has made recently. What decisions can be delegated, and what guidelines must be 
executed to support the decision-making practice.

n Make sure employee decision-making capabilities are aligned with performance metrics. 
Not	following	the	decision-making	process	will	result	in	negative	impact	on	an	employee’s	
performance review.

n Permanent Record. Make sure all meetings are documented - who is doing what, and when, 
and list the agreed/promised results. 

n	 Keep	the	Promise.	Execution	is	the	leader’s	responsibility;	leaders	must	follow	through	and	–	
deliver	what	they	promised,	or	follow	up	to	confirm	their	instructions	were	followed.	If	not,	
line managers and employees will soon work out whether or not the leadership team will/will 
not hold them accountable.

n Lead through Questions. Have challenging questions prepared for strategy update meetings: 
-	“What	did	you	find	when	you	looked	at	the	new	numbers?”	“Once	live,	what	goals	have	you	
set your teams to focus on?” “Who are the new clients, where will they come from?” “How 
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do you propose to change the onboarding process?”, “Do we have the right skill-sets?”, “Can 
we handle the new volumes?”, “How, and why have  views changed?”, “How did each of you 
come to this conclusion?”

n	 Dashboard.	Create	and	check	daily,	an	online	‘Performance	Dashboard’.	This	dashboard	
must capture the KPIs for the business for clarity, status on initiatives and performance. The 
Dashboard is shared, to reinforce the leadership team is paying attention. 

6.8 Example Company:  – Executing the Plan

6.8.1 The Joinery – PILLAR: - Execution

Execution	for	the	‘Joinery’	was	a	major	issue,	particularly	in	the	early	stages	following	the	
development of their strategic plan. 

How	does	a	business	that	is	already	struggling	to	keep	up	with	the	‘day	to	day’,	find	time	to	create	
and implement new processes, implement new employee performance management frameworks 
or go about enhancing the culture, and effectively communicating the ‘new way of doing things 
around	here’?

Because	the	‘Joinery’	ran	the	business	without	a	strategic	plan	or	roadmap	to	follow,	they	had	not	
contemplated the impact of the changes that would be caused by an expansion would have on the 
business. Therefore, they had not planned/prepared for the impact and were caught offguard and 
unprepared.

One critical thing central to their successful transition was the support from the executive level of 
the business. 

A	fresh	approach	by	the	leaders	of	the	‘Joinery’	was	to	adopt	tactics	to	change	the	existing	culture	
to a culture of accountability. Because, in the past when the company grew and mistakes started to 
increase,	the	leaders	believed	that	to	ensure	the	work	was	finished,	they	must	control	all	decisions.	

This	approach	caused	inertia,	work	could	not	start,	move	forward,	or	be	declared	finished	without	
the	leadership	team’s	approval.	

The	new	processes	to	adopt	a	culture	of	accountability	defined	the	new	decision-making	
capabilities, not just for managers but for all employees. 

The format of these new guidelines was carefully designed to ensure they did not put the business 
at risk but also alleviated all unnecessary bottlenecks in the decision making process. 

The simple changes resulted in an increase in accountability by each employee to take ownership of 
their work and decisions made. They were empowered to make decisions, aligned with the values 
and goals of the company while also having their performance bonuses measured by the outcomes 
of their decisions. 
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How	did	the	‘Joinery’	find	the	time	to	implement	the	required	changes	to	their	strategic	plan	when	
they	were	already	flat	out?	

The	leadership	team	first	changed	their	approach	to	making	decisions	and	eliminated	the	blockages	
that were causing most of the delays – such as duplication of work, and approving additional 
unnecessary work. 

This	freed	up	their	employee’s	time,	allowed	them	to	make	decisions	on	the	fly	without	stopping	for	
approval. 

Over time they found that although they had more to implement due to the changes outlined in 
the strategic plan, they had clarity of what was required and were able to make decisions quickly, 
thereby dramatically improving their productivity. 

They essentially created time by removing waste (work clients would not see as value or be willing to 
pay for) which allowed them to transition to a culture of accountability and execution. 

Work started getting done without the need for follow up, and an exciting forward productive 
momentum in the business developed as a result.  
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7 Performance Management Framework

The leadership team can no longer afford 
to have employees in management and 
supervisory roles that need to be overly 
managed.  

What’s	required	is	employees	who	look	at	their	
role	in	the	firm	as	stewardship	in	which	they	
take complete ownership of the results they are 
accountable for.  

Do you know what the leading mistake that 
is made by most leadership teams in their 
approach to performance management is? 

If you said delegating employee performance conversations down to their managers and HR, then 
you are 100% correct.  

This	mistake	impacts	the	organisation’s	success	because	it	limits	the	leadership	teams	influence	
in communicating performance expectations and culture. The ability to shape, and explain the 
expectations for solid growth and accountability for the next twelve months is lost. 

The organisational performance will only improve when there is a visible commitment to exceptional 
performance management, fast-track strategy execution, promotion of the right attitudes, and 
development	of	must-have	skills	to	achieve	the	organisation’s	aspirations.

7.1 Warning Signs: Performance Management 
Here is a short list of heads-up indicators to highlight that sometimes certain performance 
management practices may be doing more harm than good:

n Line managers or HR are responsible for all performance management responsibilities;

n The performance measures are generic, or too vague to challenge, and hold employees 
accountable;

n	 Performance	obligations/targets	are	an	extract	of	the	employee’s	job	description;

n The performance management framework is half-baked, or non-existent;

n Employees have no clear performance metrics, or the performance metrics are just a ‘tick the 
box’	exercise	and	are	never	discussed;

n Performance reviews involve employees being told a week before their performance review is 
due, with no mention of performance measurement throughout the year; and

n The performance management process involves one meeting annually and no framework for 
the performance discussion with employees  – line managers make it up as needed.
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7.2 performance management framework 
An	organisation’s	performance	management	framework	ensures	each	employees’	activities	(what	
they do, and how well they do them), are in sync while maintaining a motivated and engaged 
workforce.

The primary purpose of a top-notch performance management framework is to guarantee everyone 
in the organisation knows:

n	 What	the	firm	must	achieve	to	prosper	each	year;

n How they are to support the business to achieve its goals;

n The standard of work required to be deemed a top rater – there is no mystery;

n	 The	skill	levels	needed	to	fulfil	each	role;

n The improvement needed in skill levels to retain their current position, and what is required 
for promotion;

n The standards of performance expected;

n They must continuously improve their performance to advance the organisation;

n How they are performing and how to improve their performance; and

n	 They	are	responsible	for	fixing	performance	problems.

7.3 More important matters to address
Often	clients	tell	us	it	is	a	struggle	to	find	the	time	needed	to	resolve	pressing	business	matters,	as	
well as maintain robust performance management. 

We agree with them!

To	fit	the	other	essential	matters	into	their	day,	the	leadership	teams	will	cut	back	on	performance	
management efforts, or delegate it, or only concentrate on performance management during the 
performance review process. 

By then it is too late! 

The organisation has just suffered another twelve months of less than average employee 
performance, which more than likely will be repeated for another twelve months. 

Often,	line	managers,	without	the	accountability	of	supervision,	are	keen	to	avoid	the	conflict	(and	
the	extra	work	to	meet	‘Fair	Work’	requirements	for	poor	performers)	that	comes	from	confronting	
poor	performers.	To	avoid	the	conflict,	they	often	give	the	employee	a	‘good’	rating	–	to	save	time,	
avoid	conflict.	

To	be	fair	to	the	line	manager,	it	would	be	hard	giving	the	poor	performer	a	‘needs	improvement’	
rating	because	they	probably	got	a	‘good’	rating	last	year	for	the	same	low	standard	of	work.
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This	is	one	of	the	most	significant	hurdles	leadership	team	face;	they	need	good	employees	to	assist	
the company in fast-tracking strategy, innovating and meeting its growth aspirations? However, 
down the line of command, they are let down by poor performance management. 

Will these employees wow clients? 

We also know the best salesperson, the most innovative line managers, the most passionate and 
dedicated employees will leave.  

They	leave	because	their	value	to	the	firm	is	not	recognised,	there	is	no	investment	in	their	career,	
and their compensation is below the market benchmark. It is also common that their departure 
comes as a surprise to the leadership team because their exceptional performance was not reported, 
or rewarded. 

7.4 Performance management is serious
Performance	management	must	be	the	central	pillar	of	the	leadership	team’s	mandate	because	all	
revenue	depends	on	the	‘performance’	of	line	managers	and	their	employees.	

To achieve the level of engagement needed with employees, there must be a focus on:

n How to envision, create, sustain and measure the remuneration strategy;

n Adopting a pay philosophy and agree what that must include;

n	 Why	it	is	critical	to	define	value	creation	for	the	business.

n How to ensure the business has the right balance between wages and bonuses.

n What a complete and compelling pay strategy looks like.

It is performance management that dictates the level of performance in which an organisation - 
produces, builds, prospects, closes, sells and services clients. 

Therefore, the impact of neglecting performance management, for whatever reason, is toxic because:

n Over time, the focus shifts to the process, not on the quality of discussions and outcomes;

n Leadership teams delegate their responsibilities to line managers who do not have the 
motivation, ability or training to engage in effective performance conversations; 

n Line managers are not willing or able to assess and differentiate performance objectively; 

n	 Line	managers	and	employees	see	performance	management	as	a	‘box-ticking’	exercise;	

n	 Poor	performers	remain	in	the	system	with	‘good	performance’	ratings	because	line	
managers	prefer	to	avoid	conflict;

n Good performers realise their talent will not be recognised, and because there is an 
artificially	high	number	of	‘good	performers’	the	bonus	pool	is	diluted;	and

n Line managers do not prioritise performance management conversations and feedback.
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7.5 Successful performance management focuses on the individual
The relationship between employee engagement, client satisfaction and business results are realised 
by managing a balance between the individual and the team. 

Most organisations, over time, are lulled into mistakenly allowing line managers to inadvertently, or 
deliberately	skew	the	influence	of	productivity	drivers	to	the	role	of	the	team,	and	the	importance	of	
the	team’s	contribution.

Mediocre employees remain because only the performance of the team is visible. Of course, the true 
potential	of	the	team	is	never	met	(KPIs	are	‘manicured’),	and	the	pool	of	future	leaders	is	weak.

Therefore, organisations without robust performance management must be cautious, because teams 
are led by individuals, and made up of individuals approved by, and loyal to their line manager. 

Often when performance management is not essential to the leadership team, line managers are 
promoted to roles they are not suited to, because promotions are triggered by events (departure of 
good employees) and circumstance, not merit. 

Put simply; an organisation is vulnerable when the leadership team is not engaged, capable of, or 
committed to, exceptional performance management.

7.6 Action Item: - Performance Management Plan

7.6.1 Delivering an effective performance management framework 

Successful performance management begins with a strong foundation; leadership teams must lay 
down a robust framework to ensure there is a constant improvement in the calibre and commitment 
of line managers.

A robust performance management framework guarantees an organisation will possess effective 
performance management. 

The following is an excellent start to accelerate performance management:

n Continuous Performance Management: ensure that performance management is 
contained in all job descriptions, annual objectives, and actively combined with daily, on-the-
job actions;

n Leadership Accountability: the leadership team and employees meet weekly to discuss 
the	purpose,	goals,	results	achieved,	specific	on-the-job	skills	and	behaviours	that	best	
influenced	successful	outcomes;

n Training for Execution: the leadership team to monitor and score the effectiveness of 
line	manager’s	coaching	capabilities	–	business	coaching	is	proven	to	increase	employee	
engagement, productivity and accelerate the achievement of planned results. 
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n Only Results Matter: the leadership team, line managers and employees to meet each week 
to discuss and review the results achieved, bottlenecks and expectations for the coming 
week. 

n Well-organised, Recruitment:	the	leadership	team	to	monitor	the	line	manager’s	
compliance with internal recruitment policy.  The policy will accelerate productivity, improve 
retention, increase bench strength, and increase employee work satisfaction because it 
requires	all	new	and	replacement	hires	are	an	upgrade	to	the	organisation’s	capabilities,	fill	
identified	skills	gaps,	are	more	experienced	and	qualified	than	existing	team	members.	

n Business Insight: through recruitment and coaching, ensure the leadership team 
(individually and collectively), line managers, and employees, possess the know-how and 
business knowledge to make critical business decisions that underwrite the overall business 
goals. 

7.7 Example Company: – Performance Management

7.7.1 The Joinery – PILLAR: Performance management framework

Until	undertaking	this	transformation	initiative,	the	‘Joinery’s’	performance	management	was	ad	hoc;	
there was no framework. 

Performance management entailed making sure sales teams were hitting volume targets, and 
production teams were hitting their volume production targets. 

There was little to no recognition for individual performance and no performance reviews as they 
were seen as unnecessary. The view of the managers was that if employees wanted to keep their job, 
they would do the work. 

The environment nurtured some toxic issues that ultimately contributed to weak corporate culture:

n Employees were not engaged in their jobs – they just did what was necessary;

n The supervisors focused on the wrong performance measures, played favourites and 
adopted bullying tactics and threats of physical harm as a form of old-school production line 
leadership;

n Two key employees had recently left, leaving a big hole in the essential roles because the 
business	was	unable	to	fill	these	vacant	roles,	further	impacting	the	business’s	performance.

The leadership team implemented drastic changes in this area to both support the execution of their 
strategic plan and improve the engagement and productivity of their whole workforce. 

The	first	item	of	business	was	for	new	job	descriptions;	individual	performance	metrics	were	
designed for each role – aligned to the goals of the strategic plan and then incorporated into the 
company’s	new	performance	management	framework.	
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The responsibility of the performance review processes was conducted by the applicable division 
leaders in conjunction with line managers and followed a set framework: 

n daily performance meetings commenced;

n the company-wide performance results were discussed within these meetings, and

n performance reviews planned for every six months - with a discretionary bonus system 
implemented. 

Bonuses and performance metrics were changed to support the goals of the business; sales teams 
were	moved	to	a	profitability	metric,	production	staff	had	specific	measures	of	quality,	continuous	
improvement, innovation and output implemented also.

The supervisor's performance was measured against employee engagement scores, core values as 
well as strategic goals.  

There were departures as well.

7.8 Communication plan
The most critical action for the leadership team was how the program would be communicated and 
rolled out to their employees. Moreover, become entrenched – not a ninety-day novelty there must 
be a change in culture as well. 

Given the change from an ad hoc performance management approach to robust regular monitoring, 
the changes were executed in stages. 

The leadership team ensured there was regular communication to the whole business, detailing why 
the changes were necessary, the impact on the company if the changes were not made on time and 
as	required,	as	well	as	the	benefits	of	change.	

The changes were made in three stages:

n Stage 1: - the introduction of new job descriptions and the performance metrics. However, a 
grace period of six months was provided to allow employees to get up to speed;

n Stage 2: - the introduction of new performance targets and reporting along with daily 
performance meetings; this was different from the regular toolbox meeting – it focused only 
on performance results and subsequent actions; and

n Stage 3: - the performance reviews commenced, a performance bonus scheme was 
introduced, as well as performance management for underperformance. 

The company immediately saw marked improvement in engagement, but it was not without 
considerable pushback from some employees. 

The changes shone a light on who was doing the work and how it was being done. It also brought 

clarity as to who was not delivering results that were needed to maintain a productive team.
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8 Change Management

A famous manager once said, “the world hates 
change, yet it is the only thing that has brought 
progress.” 

Moreover, it has often been said by many a 
successful leader that “culture does not change 
because we desire to change it. Culture changes 
when the organisation is transformed – the 
culture	reflects	the	realities	of	people	working	
together every day.”

Therefore,	an	organisation’s	change	process	
starts with accepting and committing to the 
proven methodologies of change management 
as	the	best	way	for	the	firm	to	make	change	happen.	

Of course the larger the organisation, the more prolonged the change process will take – change is 
not easy. It requires execution and accountability – especially when the novelty wears off.

The leadership team will use the disciplines they use now - leading performance, providing clarity 
of	outcome,	relentless	grit	to	finish,	a	commitment	to	creating	capabilities	and	scale	to	make	the	
change happen. 

A conscious effort to link change to the engagement of employees is essential; as is raising the 
employee’s	aspirations,	passion	and	driving	off	the	back	of	their	innovation.	

The nine key principles of change are -

n The movement towards a new vision that is better and different from the how things stand 
currently;

n Communication of themes employees can relate to, and how they will make a difference;

n Framing the issues to engage the energy and will of employees to shift to the end state;

n Mutually reinforcing change across multiple business teams, and levels of authority;

n Continually refreshing the story and attracting new, active supporters;

n Developing, planning and designing based on monitoring progress and adapting as we go;

n Many employees contribute to the leadership of change, beyond functional boundaries;

n Transforming mindsets, leading to sustainable change; and

n	 Maintaining	and	refreshing	the	leaders’	energy	over	the	long	haul.	

Planning	questions	to	test	motives,	making	sure	the	need	for	change	is	necessary	and	not	a	reflex:

n What is our goal for the change? 

n What will it look like after the change is made – tangible and cultural? 
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n What key themes will make sense to employees, and they can feel passionate about? 

n What are the various processes and systems that will need to change? 

n Who are the employees, who, if properly engaged, supported and rewarded will lead the 
change efforts?

n Do we have the employees with the necessary skills to effect the change?

n Will we have the necessary skills post change?

n	 What	is	the	financial	benefit	of	the	change?	

n How might we frame the issues to engage each of these?

8.1 Warning Signs: Change Management

8.1.1 Do you recognise any of these behaviours in your organisation?

We know every company is different, but here are some common signs that can indicate a non-
productive corporate culture – urgent actions are needed when:

n	 Employees	are	always	on	edge	because	they	fear	they	will	be	fired,	made	redundant;	

n The leadership team is continuously focused on adverse outcomes, or reminding employees 
of	the	problems	that	exist	within	the	firm,	rather	than	proactively	looking	for	results;

n	 Daily	occurrence	of	in-office	politics	is	one	of	the	most	significant	challenges	many	
organisations face leading to gossip, bullying and absenteeism;

n Poor communication from leaders who are not willing to openly communicate with their 
employees. Employees are suspicious because there is a lack of transparency, which impacts 
loyalty;

n Employees have job descriptions, but they are unclear as to what is expected of them 
regarding	their	performance	of	their	work	–	they	don’t	know	what	a	top	rater	looks	like;	

n Most employees are engaged in multiple projects at one time, but not provided with a 
transparent map of how to prioritise those projects;  

n	 Managers	have	arrived	in	their	project	role	because	of	‘years	served’,	internal	politics	or	lack	
of budget to attract external hires; 

n New projects are quickly rolled out because an urgent result is needed, but the proper 
planning is lacking;

n New change initiatives are often started, but abandoned because a problem arose that 
required extra effort to overcome it, e.g. “we tried outsourcing, but it did not work”;

n	 Employees	expect	that	a	new	change	initiative	is	just	the	latest	in	series	of	quick	fixes	that	will	
ultimately be cancelled;

n There is no approved change management plan or framework to use when implementing 
new change initiatives;
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n The business completes a change initiative but fails to monitor its improvements after 
implementation; and

n Changes are successfully implemented, but no corresponding change in operational policy & 
procedures, KPIs, and performance management - over time employees go back to the old 
way of doing things.

8.2 Why change is postponed or avoided 
Most organisations will encounter the following common impediments to the leader-ship teams 
desire	to	deliver	the	anticipated	new	benefits	from	their	strategic	plan.

A common occurrence is “change fatigue,” the exhaustion that sets in when employees are involved 
in regular organisation wide change programs. One or more leaders will launch their new project. 
However, the teams who must execute the change are usually impacted by each project. Moreover, 
often the projects are not planned or coordinated, and there are too many changes at once.

Of course, some organisations must change dramatically, quickly to survive a major impact on their 
business.  To make sure the required change occurs and is effective - it must be done well, tightly 
planned and well communicated. 

All employees impacted by the change, or the employees who must carry out the change must 
know	what	will	happen	if	the	change	does	not	occur,	as	well	as	the	benefits	for	them	when	the	
change initiative is successful.

Experience shows that change initiatives struggle if the planning team has neglected to complete a 
skills gap analysis to ensure the required skill-sets are available within the organisation to provide 
the desired change. 

The project team must also ensure they have the right skill sets available after completing the 
change program.

Failing	to	plan	change	efficiently	can	trigger	a	waste	of	employee	time,	projects	are	delayed,	and	
opportunities for speed to market gains are lost because projects are cancelled, and cash is wasted. 

Finally, when poorly planned, or unsponsored change efforts are kicked off with little thought of the 
outcomes caused by the impact of change, e.g. there was only a focus on delivering an immediate, 
low-cost result with no plans for integration. 

8.3 Slow is smooth. Smooth is fast.
Often, when the project team does not, or cannot provide an immediate solution to deal with the 
change initiatives problems, attention is focused elsewhere. 

For example when the initial targets set by the project team turn out to be impractical; blame is 
incorrectly directed towards either one or all of the following - new technology, employees, or the 
change tools. 
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An	efficient	way	to	prevent	most	problems	caused	by	change	is	to	take	the	time	to	plan	thoroughly	
and engage widely on how to complete operational improvements, such as process design and 
training. 

It is easy to do but does take a strong will to force all parties to take the time to instal new practical 
approaches and give employees the knowledge and cultural support they need.

A common problem caused by tight deadlines or client driven change is the change efforts are 
decided upon, planned, and executed with minimal input from those outside of the management 
top team. 

8.4 Get everyone involved. What do you mean “everyone”? EVERYONE!
The	impact	of	change	on	employee	workflows,	and	the	dilution	of	teams	as	employees	are	pulled	
in	to	support	change	efforts	for	key	projects,	acquisitions	etc.	can	lead	to	various	forms	of	conflict	
within the organisation. 

However, the adverse effects of change can be mitigated or avoided and disruptions reduced. 

Most importantly the leadership team must broadly communicate to the organisation - what is 
coming,	when	it	is	coming,	the	impact,	why	it	is	happening,	what	will	happen	if	we	don’t	do	it	and	
the	benefits	to	the	employees	after	we	do	it.	

8.5 Change management Plan
Formal, strategic use of change management practices enables companies to execute new processes 
quickly	to	improve	the	realisation	of	business	needs,	e.g.	increase	margins	and	profit.	

The change management plan involves devising change initiatives, generating employee buy-
in,	implementing	the	initiatives	as	efficiently	as	possible	and	producing	a	repeatable	model	for	
continued success in the next change effort. 

The practical use of change management practices allows leaders to help employees win, providing 
indicators for recognising potential problems and delays with a strategy for mitigating risks and 
monitoring progress.

Further challenges occur because change initiatives are not a favourite pastime for line managers 
and team leaders because:

n It means more work for them – hiring new employees, retraining existing employees and 
retraining teams;

n	 Updating	relevant	policy,	procedures	and	confirming	compliance	with	the	new	KPI;

n Onboarding new vendors;

n	 Must	advise	clients	of	the	proposed	changes	and	impacts,	and	fielding	client	queries	and	
complaints on the change;
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n New accountability and responsibility requirements to learn new processes; and

n They were not involved in the change process, do not agree with it and have decided to 
prove their view correct by delaying or preventing success.

8.5.1 Know your culture  

The	leadership	team	must	understand	how	their	organisation’s	culture	responds	to	change.	This	
understanding	will	determine	the	employee’s	attitudes	in	times	of	change.	

Without a robust and productive culture, it will be hard to deliver the planned change, as desired, on 
time, on budget and to make it stick.

In	a	recent	business	survey,	84%	of	managers	said	their	organisation’s	culture	was	essential	to	the	
success of how they managed their change process, and 64% saw culture as more critical than 
strategy or an operating model. 

Among	the	survey’s	respondents	whose	organisations	who	could	not	sustain	change	over	time,	a	
startling 76% reported management failed to contemplate the characteristics of the existing culture 
when designing the transformation effort.

Leadership teams must know how the organisation will respond to and execute the necessary 
change. Importantly, they must know how the organisation reacted to change the last time. 
Moreover, have they done anything since the previous change initiative to improve areas where 
there was tension?

8.5.2 One culture – two views

We often hear from leadership teams, “our operational structure is robust – it already has the 
appropriate processes in place to accommodate change.” We agree a focus on formal operational 
processes etc. is, of course, correct and necessary for a well-run, results-driven business. 

However, we are now dealing with change, regardless of the robust processes already in place, how 
will	teams	deal	with	‘this’	change?	How	will	they	accept	‘this’	new	change	initiative?	Will	the	existing	
policy framework require upgrading, or make it redundant?

Change as an event can be planned for – but policy can not control the emotional impact of change. 
How	will	the	teams	deal	with	change	that	dismantles	the	existing	‘robust	processes’?	

8.6 Action Item: - Change Management Plan

8.6.1 Change process

To	limit	the	errors	that	can	flow	from	a	change	project	regardless	of	how	well	it	is	planned,	make	
sure all affected parties within the organisation are involved. 
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Therefore it is necessary to follow a standard, tested - well-organised process: 

n Start at the Apex. The leadership team will never delegate the execution of a project to 
their	subordinates	while	they	focus	on	‘running	the	business’.	Delivering	productive	change	
– is running the business. No assumptions, never rely on past work. Work must be done in 
advance to ensure all relevant parties agree there is a legitimate case for the project, and the 
implementation plan is solid. Once agreed – the leadership team must be involved every day 
– questioning all developments, delays and understanding any unforeseen impact on sales 
and production.

n Leave no one behind.  The	change	process	is	always	more	efficient	if	more,	rather	than	
fewer employees are involved in the planning. The launch of the initiatives may take longer, 
but demanding broader participation prevents time-consuming rework, and costly delays 
later. 

n New thinking & new behaviours. Most project planners mistakenly assume employees will 
begin to shift their behaviours once the new operating procedures, manuals and incentives 
are	in	place.	Start	by	defining	the	type	of	essential	behaviours	deemed	vital	to	the	success	of	
the initiative. Then transact everyday business with those new behaviours front and centre. 
The leadership team must visibly model the new behaviours where applicable because 
employees will only be sure real change is occurring (complied with) when they see it in 
action at the top.

n Repeat the message of change until boredom sets in. Project teams mistakenly believe 
distributing a robust project communication pack at the beginning of the initiative is enough 
for employees to understand and acquiesce the impact of the project. Material change 
always	requires	continuous	explanations,	clear	benefits,	consequences	and	regular	progress	
updates. Moreover, after the plan is in place communication must continue – covering any 
deviations, successes etc.

n Layers of change.	The	change	initiative	has	the	best	chance	of	flowing	through	an	
organisation	when	everyone	with	authority	and	influence	is	engaged.	Often	those	not	
consulted initially, not included in the planning stages, nor kept abreast of new information 
may	negatively	impact	a	change	initiative	post	change	through	various	‘activities’	and	
‘actions’.

n Lead with the process.	Influencing	employees	to	change	their	entrenched	behaviours	
will not occur during a transformation unless the new structure, reward systems, ways of 
operating, and training are adapted to support, drive and reward the new behaviours.

n Assess and adapt. Research shows organisations involved in change programs fail to 
measure	their	success	before	moving	on.	During	the	project,	employees	must	record	what’s	
working	and	what’s	not	and	adjust	their	next	steps.	If	any	of	the	teams	do	not	complete	this	
task, it will deny the organisation of relevant information to support the process of change 
throughout its life cycle.
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8.7 Example Company:  – Managing Change

8.7.1 The Joinery – PILLAR: - Change Management

Like	many	businesses,	affecting	long-lasting	change	was	difficult	for	the	‘Joinery’.	

Given the enormous levels of growth in their company, day to day change was the only constant 
to be counted on. However, planned, effective change management was not practised by the 
leadership team. 

Projects were not sequenced, there was little or no collaboration between leadership team members. 
Projects were started with little to no planning, on an ad-hoc basis, which, over time eroded the 
confidence	of	the	employees.		

Of	course,	the	changes	from	each	project	were	beneficial	to	the	company,	yet	the	employees	were	
kept ignorant of the need for change and saw projects as merely creating extra work. 

The prime driver of the employee's low morale was an absence of instruction and thoughtful 
leadership. 

The	leadership	team	needed	to	continuously	firefight,	and	their	inexperience	in	delivering	effective	
change meant the change was not planned, and there was no change communication plan – other 
than	stating	‘change	must	happen,	get	on	the	bus’.	

Over time the information vacuum on why there was a need for change compounded problems 
leading	to	an	‘us	vs	them’	culture.	

To	bring	about	the	necessary	changes,	the	first	thing	the	leadership	team	did	was	to	review	past	
change	initiatives,	recording	what	went	well,	what	didn’t	and	why.	

They used this data as the basis for developing a change management plan that would become the 
framework for all future change initiatives. 

Now	that	they	had	gone	‘live’	with	their	new	strategic	plan,	Balanced	Scorecard	and	marketing	plan,	
the	company	knew	they	had	to	execute	numerous,	significant	projects	to	achieve	scale,	productivity	
and exceptional employee morale. 

As a result, the leadership team ensured the answers to the following critical elements were 
incorporated into their change management plan:

n	 What	are	the	benefits	of	the	project?

n	 Who	will	benefit	and	how?

n What can go wrong with the project?

n Who will be affected by the project?

n What happened in the past that we can learn from? Moreover, how will we capture errors 
made in this project? 
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n How will we communicate the various elements of the change?

n How will we engage with all affected employees before commencing a new change plan?

n How will we include the change in daily work practices to ensure it becomes entrenched?

The business did not have overnight success, but what they did experience was a new enthusiasm 
for their change initiatives from their employees. 

Continuous feedback proved vital in maintaining ownership for the change from all stakeholders. 

‘Joinery’	has	been	careful	to	make	sure	the	company	has	successfully	adopted	or	is	managing	all	
change stemming from existing projects before they undertake another new project. 

The business now consistently seeks to maintain open and robust communication with all 
employees, reinforcing the broader vision and strategic goals of the organisation and how each new 
change project is moving them and the business towards those goals.  
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9 Sales Performance Management

Of course, we are all familiar with the classic 
phrase	–	‘those	who	fail	to	plan,	plan	to	fail.’	

There is a similar famous phrase when it comes 
to sales performance – ‘those who fail to sell 
will go out of business - fast!’

In most organisation's, sales are won or lost 
based on one key factor: salespeople. Often, 
when a transaction is lost to a competitor, it 
is not because the competitor's products and 
services	are	significantly	better	than	their	own.	
No, they win the deal that day because they 
delivered a superior sales experience. 

9.1 Warning Signs: Sales Culture

9.1.1 Skill matters

A	company’s	sales	team	must	master	the	essential	skills	within	the	sales	process	to	have	the	best	
chance of success to close sales opportunities. 

Here are some common indicators the sales team may not meet their quota: 

n They do not receive regular sales coaching, or conduct weekly sales performance discussions 
with management;

n They do not follow a known, repeatable well-rehearsed sales process to win sales; 

n The leadership team does not measure/test compliance with the sales process; 

n They do not follow a measured process to ensure they are prepared to develop and lead 
successful sales conversations; and 

n They have not been set realistic, regularly monitored stretch targets to grow existing 
accounts.

9.1.2 Standard sales process stages include:

Identifying and following a sales cycle is critical. Of course, every company and every salesperson 
are	different;	there	are	specific	phases	that	each	client	will	move	through	from	the	first	contact	to	a	
finalised	deal.
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The	organisation’s	salespeople’s	ability	to	fully	understand	how	their	clients	move	through	the	sales	
process	will	improve	the	firm’s	sales	process	management.	

Therefore, the organisation must collect the relevant information to improve sales numbers. For 
example – the leadership team can use the information to take early remedial action, alter any issues 
in the sales pitch, forecast sales correctly, and rectify operational procedures; or determine that it is 
the	salesperson’s	behaviours,	skills	impeding	the	sales	process.	

9.2 Sales Leadership
Successful sales leaders help their team members target and close the most promising prospects. 

In this section, regarding salespeople – the discussion will also apply to individuals who must 
sell, but their sole responsibility is not sales. For example, engineers, lawyers, architects, medical 
professional and accountants must also be adept in the sales process, marketing and selling/
business development. 

However, it is common for sales leaders to incorrectly assume their salespeople are operating 
productively and following a strategic plan for reaching the best opportunities.

We know results are what counts, the goal is for each salesperson to move from good to excellent, 
and excellent to remarkable. Therefore, sales leaders must ensure their salespeople plan and 
prospect strategically.

Managers must coach their team members to examine whether the accounts they are pursuing offer 
the best opportunity to close new business. 
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The sales leader must have readily available, up to date data to ensure the salesperson is building a 
profitable,	growing	pipeline,	and	not	unproductively	recycling	old	leads	and	uninterested	prospects.	

The	sales	leader	will	assist	in	the	sales	process	to	ensure	each	salesperson’s	ability	to	close	a	sale,	
and manage accounts is effective? 

Moreover, the sales leader will ensure all client relationship management work is up-to-date, to 
ensure the organisation has the opportunity to extract value from expensive leads.

9.3 Skills & Value
Of course, salespeople must have the resources they need to do their jobs, with the expectation that 
they	become	highly	proficient	in	the	use	of	social	media	and	the	best	professional	sales	tools,	tactics	
and strategies. 

It must be mandatory for regular role-playing (daily), to enhance the ability of each salesperson to 
ask probing questions, make excellent presentations and role play handling objections.

There must be evidence salespeople are prepared, ready for sales calls and adequately equipped, 
e.g.: -

n There is a process in place, and the process has been followed to ensure they researched 
their	prospects	sufficiently	in	advance	of	a	sales	meeting;	

n There is a process in place, and the process has been followed to ensure they know how to 
solicit	the	prospect’s	‘input	and	buy-in’;	and

n There is a process in place, and it is followed to ensure they have the right set of questions to 
get the sales conversation going. Moreover, most importantly close it efficiently and quickly.

9.3.1 The sales team must role-play a sale with the leadership team every month

The	first	client	meeting	introduction	ritual	and	sales	process	must	be rehearsed and role-played until 
it is second nature. 

When the sales process is based on successful planning and testing, the mistake of ad-libbing or 
inadvertently leaving out planned language can hurt sales numbers. 

Most organisations invest considerable funds in acquiring prospects, failing to close the sale at the 
final	step is costly. 

All salespeople must be armed	with	a	good	sales	story	to	secure	the	clients’	attention,	demonstrate	
why and how the offering solves their problems, validates pricing, differentiates the offering, and 
positions all salespeople as experts.
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9.4 Sales Performance Culture
Experience tells us that salespeople create problems for a business when they concentrate on 
services	and	features	rather	than	on	their	clients’	concerns,	and	when	they	fail	to	push	for	new	
business.

Common sales-management problems include: 

n coping with new or ineffective sales compensation plans; 

n working in unsupportive corporate culture; 

n dealing with leaders who judge salespeople by how busy they seem to be, and not by how 
much new business they create;

n Sales leaders must manage multiple tasks unrelated to selling while also responding to 
hundreds of daily emails;

n	 CRM	–	is	often	an	annoying	distraction	because	it	is	not	fit	for	purpose,	and	

n Excellent salespeople with no known leadership abilities, promoted to sales management. 

9.5 Action Item: - Sales Process
n	 Develop	your	company’s	ideal	sales	process;

n Provide regular training, ensure the sales process is rehearsed daily becoming second nature;

n Make sure KPIs for salespeople are aligned with strategy, and employee reward systems to 
encourage the correct behaviours;

n The organisation will operate an appropriate reporting and monitoring system. Salespeople 
are not rewarded for being busy, but paid when results are in line with the values of the 
organisation;

n Ensure the CRM is supporting and enhancing all salespeople not hindering them and wasting 
time,	fighting through a complicated process;

n Implement an Annual Sales Plan for all salespeople. The sales leaders must strictly monitor 
their salespeople to ensure they stick to their sales plans;

Salespeople are more likely to succeed when they are required to write their goals in advance. 

A	detailed	sales	plan	assists	management	to	monitor	salesperson’s	performance from month to 
month. 

Sales plans must include these components:

n “Goals”	–	Set	defined	objectives,	choose metrics such as total revenue, or gross margin, and 
goals for the year, e.g. x number of new accounts per month, new transactions booked per 
week,	as	well	as	specific	product-mix	goals;
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n “Strategies” – Salespeople must have a blueprint and a set of tactics they are going to use 
to achieve their goals;

n “Actions” – Positive steps include calls, initial face-to-face meetings, presentations, number 
of times they have followed up on a prospect and so on;

n “Obstacles” – Sales leaders and their teams regularly must overcome inadequate training, 
a	learning	curve	about	their	clients’	needs,	expectations,	restrictive	corporate	policies,	poor	
onboarding	experience	for	new	clients,	insufficient	travel	funds,	outdated	technology,	and	so	
on; and

n “Personal development, growth and motivation” – Salespeople	need	specific	motivation,	
tools and techniques for continuous learning and improvement.

Besides creating sales plans, salespeople must (daily, weekly or monthly) report their sales activities, 
results and identify which are new and old prospects in their pipelines. 

Sales leaders must actively monitor these reports, to gather the information they need about their 
sales	team’s	performance.

These	reports	form	a	large	part	of	the	employee’s	performance	review.	

9.6 Example Company:  – Creating a Sales Process

9.6.1 The Joinery – PILLAR: - Sales Performance Management

If	there	was	one	thing	the	‘Joinery’	was	good	at	it	was	sales,	but	there	were	also	significant	
opportunities for improvement. 

Of course, there is always room for improvement in all areas of running a business – every week.

One	of	the	main	issues	facing	the	company	was	their	sales	team’s	focus	on	sales	volume	without	
regard	for	current	capacity	or	profitability.	

This was a two-fold problem, caused by poor supervision and a toxic sub-culture. The sales team 
knew there was trouble, but kept on selling to earn their volume bonuses knowing the company 
could collapse. 

Also, because there was a lack of leadership and supervision within the sales team, different sales 
messages evolved. Therefore, at an unacceptable frequency, clients were misled, and orders not 
delivered. 

These	issues	were	rectified	with	the	preparation	and	execution	of	the	strategic	plan,	marketing	plan	
and realignment of performance incentives, tied to corporate values and metrics other than volume.

The leadership team, in conjunction with the sales team, developed a policy backed sales process 
that was adopted by all members of the sales team. 
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The	leadership	team	implemented	a	daily	meeting	protocol	where	the	previous	day’s	successes,	
challenges and learnings were discussed, as well as individual and team budget progress. 

All team members are required to contribute to these meetings, and this forms part of their job 
performance review requirements.

The business is attracting new client in two critical areas – (i) new large clients with a national 
presence	and,	(ii)	clients	who	had	left	the	‘Joinery’	because	of	previous	poor	services.	

With	the	attraction	of	national	accounts	and	new	dynamic	culture,	there	was	an	unexpected	benefit	
for	the	‘Joinery’.		

The organisation attracted higher calibre salespeople, along with an increase in client and 
production team satisfaction as orders and production processes were streamlined. 
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10 Resource Leverage

Why is it, that many companies make it harder 
than	it	need	be	to	increase	their	profit	margin?	

Modern outsourcing has been around for 
decades, so long in fact that it is starting to 
morph into a closer, more sophisticated client 
and vendor partnership model. 

Users collaborate with the outsourcer to 
produce more high-value work – not farm out 
low-value work. 

However, we still read in various publications the 
reason businesses do not adopt leverage from 
outsourcing is that “outsourcing would not work in our business – because we are different.” 

We believe all businesses can leverage a unique aspect of outsourcing to improve margin and better 
compete and leverage the talents of their best people.

We know it is rare for any organisation to create and sustain value year after year successfully. 

With constant changes in client demands, competitive pressures and innovation, it is challenging to 
maintain	motion	and	achieve	continued	profitable	growth.	

Therefore,	adopting	a	strategic	view	to	leveraging	the	benefits	of	tactical	outsourcing	is	not	an	
option, it is a must if a company wants to preserve current margins, or adopt a strategy to leapfrog 
their competition.

Most	confident	leadership	teams	will	not	exclude	any	proven	tools	that	would	provide	the	benefit	of	
increased productivity, and support the organisation to achieve sustainable growth. 

10.1 No longer complicated – it is vanilla and appropriate
In the 1970s, there were many new fads: - disco, the Leyland Brothers, outsourcing, drive-in movies 
and the Concorde. 

Outsourcing became a thing in the 70s when expanding companies needed to cut production costs. 

Now, businesses creating sustained value, leverage outsourcing for strategic ends to gain skills they 
do not have in-house, or to strengthen and leverage the skill-sets they do have. 

Organisations, with exceptional margins, use skill-sourcing strategically for developing highly 
productive teams to bring new products/services to market faster and empower business model 
innovation. 
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These	firms	have	taken	the	next	evolutionary	step	and	are	innovating,	no	longer	just	cost-cutting.

Based	on	our	work	developing	‘Third	Generation	Outsourcing’,	and	executing	outsourced	innovative	
work	streams	we	know	most	companies	can	use	skill-sourcing	to	build	five	strategic	capabilities:

n Take advantage of a broader talent pool of skilled employees; 

n Link with external partners to increase productivity as well as developing stronger risk 
awareness;

n To capture new market opportunities for existing products and services;

n Leverage new skills to create more time to nurture innovation and bring new revenue 
opportunities to market faster; and

n Increase margin and share of client wallet by disrupting traditional business models.

10.2 How outsourcing provides leverage?
Outsourcing	is	a	leveraged	business	model	because	it	provides	the	flexibility	to	use	the	most	
appropriate resources for a particular project, or permanent production feature. 

It can be cost-effective to use outside resources where expertise is only required on an irregular 
basis or is specialised or unique. 

Motives	and	benefits	include	creating	efficiencies,	accessing	costly	expertise	as	needed,	improving	
responsiveness,	reducing	costs	and	increasing	organisational	flexibility.	Companies	need	to	quickly	
find	and	engage	sources	of	knowledge	and	manage	these	resources	correctly	to	achieve	success.

10.3 Leverage is always a must in your business
The choice to outsource may be strategic, or operational. Here are some circumstances where 
outsourcing works best:

n	 The	output	from	employees	with	specialised	expertise	has	reached	capacity	–	the	firm	must	
hire more employees to increase output or reject new work;

n The required unique or specialised expertise is not available in-house, nor cost-effective to 
hire;

n Short timelines necessitate additional, or dedicated resources for a limited period(s) of time;

n Internal suitable knowledge is currently committed to other projects and not available when 
needed;

n The vendor has a reputation that adds particular credibility to an event or project; and

n	 The	vendor	is	geared	to	produce	a	specific	deliverable	at	a	competitive	cost,	or	within	a	tight	
time frame.
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10.4	 We	often	hear	‘the	boat	has	sailed	–	it	is	too	late	for	our	firm	 
 to make a difference with outsourcing.’
From our experience, like most work processes there will always be changes in technology, client 
demand, client expectations and innovation. 

New	entrants	to	outsourcing	can	be	the	first	to	adopt	the	new	best	practices	that	have	developed	
over time. The business is not hamstrung by legacy issues and can avoid the mistakes made by 
competitors. 

You can apply targeted, tested scenarios to increase your output. Also, businesses can address 
existing skill-sets and culture (culture - the behaviours that have prevented the use of outsourcing 
already, and how employees will react when asked to adopt outsourcing) issues at the same time. 

It can be a trap to become complacent. Even with outsourcing, organisations must hold regular 
comprehensive	reviews	of	their	outsourcing	strategy’s	relevance,	verify	it	is	productive	and	effective.	

The	exciting	part	of	outsourcing	is	the	organisation	gets	better	at	leveraging	the	benefits,	and	better	
at looking for new applications to apply their leveraging capability, as well as developing unique 
bespoke actions.

Companies must develop repeatable methods to capture what they have learned from their 
outsourcing work, sometimes by building a new internal responsibility to manage partner 
relationships and transfer experience from one project to the next. 

10.5 Outsourcing is an edge – and a necessity – if done right
Bespoke	outsourcing	drives	value	for	confident,	strategically	focused	and	innovative	organisations.	

Like most business practices, if outsourcing is launched with the wrong approach it will not create 
value, it can instead destroy it, leading to years of recovery and even the fateful abandonment of an 
exceptional productivity tool.

Companies who are good at identifying skills gaps, and learning new skills follow certain well-
accepted principles of: 

n Focusing more intently than competitors on skills that clients genuinely care about; 

n Regularly innovating to ensure performance and value stays ahead of competitors; 

n	 Being	flexible	to	absorb	changing	competitor	pressures	and	opportunities	swiftly;	and	

n Leveraging their prime resources by using the skill-sets and investments of others.

When a company chooses an innovative use of outsourcing as a core competency it can:

n Massively increase margin, by using leverage to improve the daily output of high value, 
complex work produced by their highly skilled employees;
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n	 Re-enter	abandoned	markets	because	margins	were	previously	not	profitable;

n Leverage client seasonal demand cycles by adding and removing skill-sets as needed;

n	 Focus	and	flatten	their	structures	by	concentrating	resources	on	targeted	knowledge-based	
core competencies where they can further develop skill-sets;

n	 Eliminate	inflexibilities	of	fixed	overhead,	bureaucracy,	and	physical	plant	by	conscientiously	
tapping the nimbler resources; and

n Expand knowledge and physical investment by exploiting the facilities and program 
investments of outside sources.

10.6 Third Generation Outsourcing
The	approach	used	in	‘Third	Generation	Outsourcing’	moves	beyond	the	clichéd	activity	of	farming	
out low skilled work to low-cost producers. 

The goal of Third Generation Outsourcing is to develop a unique high-value production process for 
services and products. 

Organisation-specific	innovation	increases	capacity,	with	the	simple	goal	of	selling	more	products	
and	services	each	day	without	the	corresponding	standard	increase	in	fixed	costs.

Third Generation Outsourcing will create more production capacity for highly skilled employees, so 
they	can	increase	margins	and	improve	profits!	

You can leverage the skills of your best employees without increasing their hours or reducing the 
quality of their work.

Most organisations, with guidance, can apply the necessary productivity enhancements to targeted 
outsourced work, by designing bespoke outsourcing processes. 

10.6.1 Change management revisited

Importantly, depending on the behaviours of the existing corporate culture, the leadership team 
must strategise the need to address the issues that may impair the uptake of leverage. 

The need for effective change management is paramount to deliver this process without delay, 
achieve employee engagement, and accommodate culture norms, all within budget.   

Executing the agreed outsourcing framework is hard work, it requires constant attention, and 
employee	learning	until	its	operative,	and	it	will	highlight	inefficiencies	with	the	existing	processes.

The leadership team must be alert to what appears on the surface to be an early acceptance and full 
support for outsourcing by their middle managers. 

However, their support for outsourcing can be short-lived, followed by conscious actions designed 
to prevent the success of outsourcing, until you hear “we must go back to the way we used to do it 
here.” 
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The line managers have decided that heavy users of outsourcing such as Apple, GE, Citibank, KPMG, 
Telstra, Clifford Chance, Westpac etc. – are making a terrible mistake. 

10.7 Outsourcing ain’t easy
As	you	know,	when	organisations	hire	new	employees,	they	don’t	employ	them	on	Friday	and	expect	
them to be operational on Monday? 

Well,	you	would	be	surprised	how	many	first	time	users	of	outsourcing	are	happy	to	invest	months	
of corporate time onboarding new employees. However, expect to do little, or no work to onboard 
their offshore team.  

Often	there	is	an	assumption	the	outsourcing	team	will	know	the	organisation’s	processes,	all	
relevant	employees,	firm	slang,	internal	email	addresses,	phone	numbers	–	on	day	one.	

Moreover, will have explained to every employee how the outsourcing process will work, addressed 
operational changes and updates – all by lunchtime.

To fully leverage the use of outsourcing – the organisation will have to do the hard work to reap the 
benefits.	

It is hard work; it takes new skills and development of new processes and policies and metrics.

The	engagement	of	the	outsourcing	provider	comes	with	the	same	workflow	demands	and	
challenges the organisation would encounter building a new in-house sales team or a logistics team, 
only with the added challenges of managing a remote team. 

The company must communicate broadly and regularly about the new project, and train employees 
how	to	efficiently	execute	(and	accept)	the	outsourced	elements	of	a	process,	to	deliver	a	service	or	
product with a better margin. 

It is a must that relevant employees learn new skills, or understand the concepts for continuous 
improvement (Lean Six Sigma), Agile project management tactics, and virtual leadership. 

Most often neglected in the use of outsourcing, is the need to develop a work plan, change job 
descriptions, set new performance objectives. Moreover, delegate accountability to lead, as well as 
manage	and	train	the	employees	of	the	outsourcing	firm	engaged	by	the	organisation.	

10.8 Value Creation
When an organisations leadership team takes charge of Third Generation Outsourcing, there is 
greater	flexibility	and	control	on	the	part	of	the	client.	

Whether	in	contract	terms,	influence	over	the	delivery	model	employed,	or	interfaces	to	the	
business, the organisation will hold a more direct leadership position, acting from a position of 

strength and experience.
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10.9 Action Item: - Leveraged Outsourcing
Suggested	approach	to	achieve	efficient	outsourcing	execution:

n Align outsourcing objectives “top-down” with overall strategic business objectives;

n Before developing a new outsourcing relationship, or renewing an existing one, develop a 
comprehensive	outsourcing	strategy	that	reflects	the	needs	of	your	business	and	service	
availability. The strategy considers internally vs externally outsourced resources, hardware 
and software procurement and ownership, facilities (data centre) and location;

n Work with and engage employees to ensure the strategy is correct and ownership is shared;

n Before participating in the outsourcing process, evaluate the market focusing on various 
vendor tiers (i.e., Global vendors of comprehensive services vs more focused niche providers), 
on-shore vs offshore vendors, service-only vs service and product vendors;

n	 The	leadership	team	will	engage	the	vendor,	as	well	as	managers	who	will	benefit	from	the	
outsourcing and operational control in the strategy development process, as well as the 
implementation;

n	 Structure	vendor	agreements	for	flexibility	to	handle	changes	in	requirements	and	volumes	–	
prevent volume price creep;

n Holistically manage relationships through governance, vendor management and service 
management disciplines;

n	 Prepare	staffing	models,	proposed	transition	plans	and	ensure	they	are	consistent	with	the	
company’s	culture	(you	may	also	have	to	change	culture),	and	the	culture	of	the	participating	
business; and

n Maintain daily hands-on guidance and execution focus throughout the transition phase.

The leadership team must always be focused on:

n The value of the outsourcing arrangements – measuring performance, ensuring the 
purported value is delivered to the organisation;

n Assessing or declining the use of service level agreements (we recommend never using an 
SLA) ensuring metrics are tied directly to the business outcomes required;

n Smaller, more focused relationships with short-term contracts and scopes, allow for more 
client	flexibility	for	starting	and	ending	relationships,	and	to	accommodate	evolving	business	
needs;

n	 Contract	flexibility	–	ensure	vendor	contracts	have	flexibility	built	in	to	address	changes	in	
platforms, architecture, services, and performance requirements; and

n The shift in geography – India was once the go-to region for low-cost services, (but wage 
inflation,	rising	turnover,	access	to	language	skills	and	time	zone	has	made	India	less	
attractive for Australia) – now look at delivery centres in South Africa, and the Philippines. 
Organisations are also looking more towards near-shore and on-shore options to meet 
specific	business	requirements.
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10.10 Selecting the team who will increase your margins
Once	you	have	clarified	your	outsourcing	objectives,	scrutinised	the	framework	vendors	will	operate,	
select activities and tasks to outsource, now it is time to choose your outsourcing vendor. 

To assist you in launching your selection measures, think about whom you want to be working 
closely with during the learning phase, the improvements phase and beyond because of the need 
for continuous improvement. 

Here is a short list of discussion points for the leadership team to raise with vendors: 

n Management style – how will they manage their relationship with you?

n What are the security methods used for your data?

n How are decisions made and communicated to the leadership team? 

n	 Information	flow	-	how	often,	and	what	methods	will	be	used	-	in	each	direction?

n	 What	are	the	vendor’s	project	management	planning	processes?	

n	 Specific	project	management	tracking	software	–	will	there	be	a	cloud-based	dashboard?	

n Who will update and maintain the dashboard?

n Previous work within your industry – how long and what level of engagement?

n Experience with the design and delivery of training between both teams? 

10.11 Example Company: –  Leverage the existing workforce

10.11.1 The Joinery Experts Pty Ltd – PILLAR: Leverage

Mistakenly the leadership team had believed a mid-sized manufacturing company that operated 
complicated	refinement	processes	would	not	be	compatible	with	the	use	of	outsourcing.

However, the real reason the leadership team had not engaged a business process outsourcing 
(BPO) vendor was that they had not experienced it before, nor had the time to understand the 
features,	advantages	and	benefits	of	BPO.	

Also,	they	were	too	distracted	keeping	the	company	afloat	to	investigate	what	is	to	be	fair	a	
complicated	process	to	find	the	right	vendors,	engage	and	assimilate	them	into	their	organisation.

Therefore, in their view, they dismissed the need for outsourcing because:

n It was not good for our local economy (they nearly went bankrupt, and now hire more locals 
than before); 

n	 Was	something	only	for	the	‘big	boys’	(but	they	compete	against	the	‘big	boys’);	

n	 Our	work	is	highly	specialised	–	(“just	because	large	multinational	companies,	law	firms,	
accounting	firms	and	banks	use	it	does	not	mean	we	should	–	we	are	unique”);	and	

n	 We	do	not	have	enough	work	here	in	the	office	to	keep	them	busy!			
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10.11.2 More than just a productive alternative

The	company	adopted	a	standard	BPO	‘package’	to	facilitate	better	productivity	and	cost	reduction:	
–	IT,	finance,	accounting,	HR,	legal,	and	online	marketing.	

One of the advantages of BPO is an introduction to best practices as well as continuity of work 
practices and processes. 

The	business	was	also	able	to	leverage	the	data	that	flowed	from	its	day	to	day	operations	assisted	
by their BPO vendors.

The	analytics	capabilities	built	on	the	data	from	the	BPO	realised	significant	benefits	for	the	
leadership team: 

n A new source of data about the performance of their processes and functions. By 
outsourcing	finance,	accounting,	marketing	and	HR,	the	leadership	team	can	analyse	the	
performance of a production process end to end. Moreover, across both client and provider, 
discovering	where	demand,	production	inefficiencies	and	risks	exist,	then	working	to	drive	
time and waste out of their processes and standardise wherever possible;

n Able to track data across different parts of the organisation – e.g. develop a compromise 
between making early payments to get discounts from suppliers or holding cash as long as 
possible.		With	the	new	analytics,	the	‘Joinery’	was	able	to	agree	on	a	point	that	delivered	the	
best result, helping to generate value by improving cash management;

n Generate innovations, to improve speed to market, increase revenue testing and assessment 
processes to increase productivity. The analytics capability enabled the company to collect 
and	analyse	data	faster,	shaving	significant	time	off	approvals,	identify	earlier	when	products	
are	showing	signs	of	coming	to	the	end	of	their	‘style	trend’	lifecycle,	products	most	suited	to	
specific	markets,	and	seasons;	and

n Leveraged the BPO to embed analytics into their business processes, providing a chance to 
reduce	costs,	improve	process	efficiency	and	generate	insights	that	can	lead	to	new	product	
launches faster and with greater assurance. 

10.11.3 Full-Service Outsourcing

The leadership team in the past attempted to conduct all HR work themselves, as well as most of the 
accounting	and	finance	work.

When	the	‘Joinery’	adopted	full-service	HR	outsourcing	-	it	provided	the	resources	to	oversee	the	
company’s	needs	without	the	cost	of	hiring	a	full-time	HR	specialist(s).

The HR team worked closely with the payroll team to handle compensation. Also, the HR team 
conducted	the	first	stages	of	the	recruiting	process	(not	interviewing	or	discussing	compensation).

The HR functions now outsourced:

n HR strategy
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n Recruiting

n Background checks 

n Payroll 

n Compensation program development/implementation

n Independent contractor compliance

n Talent development support

n Succession planning

n Performance management

n Annual leave

n	 Benefits	administration

n Creating/updating employee handbooks and policy manuals

10.11.4 When saving money, costs more money

The	leadership	team	had	not	visibly	logged,	or	regularly	monitored	their	employee’s	outstanding	
annual leave. Therefore, it came as a shock when they realised how many of their long-serving 
employees had accrued eighty days, and as high as one hundred days of annual leave. 

If it were just one employee that had an extensive amount of extra holiday pay owed - not an issue. 
However, when you have more than ten employees who had not taken holidays for years, it is 
dangerous.

The leadership team were also unaware of the statutory rules on the minimum and maximum 
amount of days of annual leave employees can accumulate – no mandatory holiday solution was 
available.

10.11.5 Time to think

Another	benefit	for	the	leadership	team	that	followed	from	adopting	BPO	is	that	it	freed	up	time	for	
the leadership team to focus on growing their business. 

The leadership team now had more time to focus on business growth; and when prudent in the 
control of day-to-day operations. 

Also, the extra time the leadership team had each day, removed the need for them to micro-manage 
their line managers because they had better data and more time to interact with line managers to 
gain	confidence	in	their	ability.

Of course, this further enhanced their mission to develop a culture of accountability; they were 
following up religiously.

The leadership team and line managers, now unshackled from time-consuming tasks; could support 
other vital areas of the business such as continuous improvement, sales, marketing, and customer 
support. 
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10.11.6 Pre-work – preparation for outsourcing:

The leadership team, new to outsourcing sought guidance to understand what was possible and 
available to them, and how to engage and embed the right BPO.

The material points they considered:

n Business Legitimacy

o Understanding the current baseline of services, service levels and costs;

o Understanding the business objectives: costs, services, service levels, access to 
technology and resources, changes in business requirements;

o Developing a request for proposal document with business requirements, performance 
requirements, business terms and conditions and pricing requirements;

o Developing the evaluation criteria to rank the potential vendors objectively; and

o	 Evaluating	BPO	candidate’s	proposals,	presentations,	reference	checking	and	site	visits.

n Conducting due diligence 

o Aware of a vulnerability in the areas of strategic, reputation, compliance, transaction, 
operational, social media, credit, and other risks; 

o	 The	leadership	team’s	risk	mitigation	plan	and	how	to	address	new	risk	and	issues	when	
they occur;

o Risk register: - potential risks, their source and possible effects on operations; 

o	 Verification	of	application	of	vendor’s	documented	risk	safeguards;	and

o Scenario testing to eliminate the surprise that a risk becomes a reality. 

n Governance

o Negotiating pricing (careful of volume ratchets and annual pricing reviews), the scope of 
services, terms and conditions and completing a legal contract;

o	 Planning	the	efficient	transition	to	the	outsourced	state;	and

o Establishing the governance processes, reporting and contract management 
requirements.
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11 We work onsite to remove your business challenges & Free your time  
	 to	grab	new	opportunities	to	compete	on	margin,	not	on	price!

Is your organisation now facing any of the 
business challenges that could be addressed 
with more focus on the Pillars?

If you believe your business now has one or 
more material challenges that are holding back 
your aspirations, or as with most of our clients – 
you want an early edge over your competitors, 
please now book your free 60-minute 
Discovery session with our team. 

Imagine what it would be like to have a 
specialist team to support you, and guide your 
teams to address your challenges and grab your 
best opportunities? 

Edgeview	Consulting	is	a	national	management	consulting	firm,	serving	small	to	medium-
sized	businesses	and	professional	services	firms.	We	help	our	clients	make	planned,	ongoing	
improvements to their productivity and sales goals to achieve their aspirations.

OK,	I	know	what	you’re	thinking,	but	this	is	different	–	you	get	onsite	support	–	not	just	a	report,	and	
a list of well-meaning suggestions.

Together we develop a plan to build a high-performance organisation - identifying the skills that 
must	be	deepened	and	expanded	to	grow	sales	faster,	improve	productivity	and	increase	profit.	

High-performing organisations are:

n	 aligned	with	the	company’s	strategy;

n capable of executing a strategy with the right talent, processes and tools;

n effective in making and executing critical decisions;

n adaptable in the face of rapid change;

n	 efficient	in	realising	the	benefits	of	scale	and	scope;	and

n engaged to go the extra mile.

So, what does this mean for you?
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11.1 A new approach to getting more clients and increasing sales
Edgeview Consulting provides a fresh, independent analysis of your business to help you achieve the 
opportunities you have imagined and now want for your business. 

The	first	step	is	to	help	you	diagnose	your	current	business	challenges	and	new	opportunities.	

Together	we	agree	a	plan	to	permanently	fix	each	business	challenge	such	as	getting	more	clients,	
improving	sales	performance,	increasing	profit	margins	or	enhancing	strategic	clarity.	

We leverage the new positive momentum that quickly develops when we tackle each business 
challenge to realise your unique business opportunities.

But	wait	there’s	more!

The momentum does not stop, and execution of the work is guaranteed because we support you 
and	your	teams,	onsite	to	make	all	of	the	changes	and	improvements	to	fix	each	business	challenge.

If	your	goal	is	for	scalable,	sustainable	growth,	and	best	in	class	profit	margins	on	your	products	and	
services we help you choose the most effective change options and select the best methodologies 
to execute those changes, and we work with you to complete each task.

Growth	flowing	from	new	sales	and	better	productivity	will	accelerate	when	you	leverage	the	
benefits	of	your	improving	margins	to	win	new	accounts,	purchase	better	equipment	and	hire	
better-skilled employees.

From experience, when you transform your business by removing business challenges and 
leveraging new ways of working, your employees are converted into a productive and innovative 
force.

11.2 We know this all takes time – mostly time you don’t have  
 that is why we do it for you
The	following	are	some	of	the	expected	benefits	when	engaging	Edgeview	to	transform	your	
organisation with the primary focus of closing more clients, increasing sales and with better 
productivity - to compete on margin, and not on price:

n Revitalise sales performance, with your sales teams, improving their sales skills in-house 
without the need to incur further external training costs. One key area is to work with teams 
that have intensive client interaction but are not seen as salespeople, e.g. lawyers, engineers, 
accountants, architects and medical professionals; 

n We guide employees to leverage our bespoke culture design work to create a high-
performing corporate culture. Moreover, executing the agreed catalyst to change the 
organisational culture; 
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n Improve the client experience by designing, producing, and install new sales performance 
tools – scripts and objection handling (as well as conducting roleplays), policies & procedures 
and guidelines to embed the enhancements to corporate culture, continuous improvement, 
and execution. 

n Start outsourcing across your business – missing all of the traps and disappointments others 
have encountered along the way;

n	 Achieve	sweeping	changes	in	firm	performance	as	measured	by	margin	percentage,	quality	
and service;

n	 Full	value	stream	mapping	to	determine	the	organisation’s	cost	to	produce	each	unit	
of production; or one hour of billable time, then improve each step to lower the cost of 
production of products and services every quarter;

n Increased competitiveness with straightforward, leaner, productivity-driven processes 
including a dynamic approach to sales performance;

n Bespoke transformation model for problem-solving and adopting innovative thinking – 
entrenched in the culture;

n Avoid the trap of slow incremental improvements impacting speed to market leverage. 
Edgeview supports clients to make break-through operational improvements to change the 
pace and quality of their response to client expectations;

n Onsite support to transform, the business from a rule-driven, job-centred organisation to a 
focused marketing structure that focusses directly on the client;

n	 Organisation’s	culture	will	evolve	from	its	current	state	to	one	that	expects	change,	knows	
how to deal with it, practices accountability for task delivery, thinks about continuous 
improvement, looking for opportunities every day to create a competitive advantage.
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12 Our work is guaranteed

OK,	I	know	what	you’re	thinking	this	all	sounds	
too good, and it could be a waste of money.

If you and your teams are committed to change 
- we guarantee our work – if we do not deliver 
the agreed result we work until the result has 
been achieved, for no fee!

We work closely with our clients, with regular 
onsite visits; we provide each client with a 
cloud-based project metric and accountability 
dashboard for task monitoring as well as virtual 
working conferences. 

This includes the creation of all plans, policies, guidelines and other required procedural documents 
referred to in this eBook.

12.1 Part of our work guarantee to you
We take responsibility for the execution of the agreed change plans to ensure you are building or 
enhancing	a	foundation	for	increased	profit.

Businesses	who	work	with	us,	expect	us	to	improve	their	profits	by	enhancing	and	improving	their	
margins.	If	our	client’s	sales,	profits	and	margins	do	not	increase	we	have	not	been	successful.
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13 Conclusion

We listen to you to understand what got the 
business to where it is now, and the real impact 
existing issues are having on your organisation. 

It is from this informed position we collaborate 
to suggest, negotiate and agree on the best 
options to effect the necessary changes to 
achieve your desired end state and to achieve 
new opportunities. 

Most importantly, we execute the changes 
onsite with our clients – train nominated 
employees and provide new strategy, marketing 
plans, sales scripts, policies, procedures and of 
course, build a robust, high-performance employee performance management framework.

Make an appointment now, call us on 1300 280 895  or contact us via email at enquiries@edgeview.
com.au to arrange your free consultations. 

Edgeview Consulting 
Level 54 
111 Eagle Street 
Brisbane QLD 4000

Edgeview Consulting 
Level 25, Aurora Place 
88 Phillip Street 
Sydney NSW 2000

Edgeview Consulting 
Level 28  
303 Collins St  
Melbourne Vic, 3000


