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TO: Lallah Banks
FROM: Fioger Hammings
DATE: Saptember 28, 2018

SUBJECT:  Acdressing Qur High-Priority Personnel lssuas

As you raguastad aftar last month's State of the Warkfarce mesting, I've baean exploring
potential responses to the top thres personnal issues the team idantified: job satisfaction,
position readiness, and succession planning. We were all concarnad abaut the cost and
tima commitment reguired to tackls thase big issuas, so the consansus reached at

tha mesating was to prioritize tha issuas and addrass them ana at a time.

Heowevar, | belisva thers is a managsable way to address all thresa issuas at once.
Areas of Concern: Finding Common Threads

The "big three” issues definitely feel overwhalming whan wea consider the changeas
needed in arder to make meaningful improvements in all of them, There is hope in the
datails, howsavear, Common threads nun through all three areas, and we can addrass many
of the problems with a single solution,

To review the three issues:

. Job salistaction: Fesults from the last four internal surveys show a disturbing
pattern of dissatistaction, with many employees adpressing uncarainty about
where thalr careers are heading, confusion abaut how thay fit into the big picture,
and angar about nat beding given fair consideration for promations.

. Position readiness: Managers fraguently complain 1o us that aur emphasis on
prometing fram within is difficult for them 1o adhers 1o because thay can't Tind
enough amployees who ara ready ta move info positicns of greater responsibility.
Employees usually have the technical skills, bul managers say that many lack the
Viskon 1o sae how their individual eflorts contribute to the larger affart or lack tha
professionalism neaded to functian at a high level around customers, axeculives,
and business partnars.

. Succession planning: This has been a priorily for several years, bul we never
seam o make much headway toward putting a real pregram in place. We've
sohed cne side al the equation—idantifying all the critical managerial and
professional roles whens wa're vulnerabla to employess leaving or baing
promoted—but we haven't figured cut how fo identify and prepare promising
candidates to move into these pasitions,

As | dug through these issues, two themes kept popping up: a lack of shared
purposs and inadequate relationship building,
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The subject line establishes a connection
io a topic previously discussed without
divulging the main idea of the proposal
{which usas the indirect appraach).

The opening paragraph serves as a
reminder of thair previous discussion, the
task he was given, and the expactations
aboul how ha would approach it

This single-santencea paragraph is the
attention-getter in the AIDA moded; it
promisas a solution that is better tham
expected.

This section summarizes the pravious
discussion while laying the groundwork
for introducing a key reason for the
proposal he is going to make, which is
that he has found a couple of common
themes in the three areas of concern,

He intfroduces those two themes, which
shape the proposal he is about to make.
This works as the interast stage of the
AlIDA maodeal, since It presents an intrigu-
ing and unexplored angls on issues
previously discussed.



The Lack of Shared Purpose

The company has always prided itsaelf on attracting the best pecple in every funclional
specialty, but | believe this has resulted in an overemphasis on hard skills and
individual ocutput, 1o tha defriment of soft skills and an ovearall sense of leamwork and
shared contribution. It's no surprise that so many employees feel adrift and tinues
disconnected, when we don't foster a communal sense of how the company functions propa
as an integrated enterprise.We have some of the brightest employees in the industry,

but many are too focused on the tactics of their own jobs.

Inadequate Relationship Building

After reviewing the employes survey data, | wanted to get & more personal take on
these issues, 5o | interviewed more than two dozen professional staffers and
managars across all divisions, These interviews uncoverad anoclher troubling dynamic;
We're not very good at building professional relationships throughout the arganization,

Employveas and their managers tend to slay isolated within their functional silos and
don’t seem o understand or even care about the challenges faced by their colleagues
in cther depariments. One market analyst described cross-functional meetings as
“strangers forced to cooperate with strangers.” Managers frying to fill promotional
apporunities sometimes don't know where 1o ook because they rarely get 1o know
employees outside their own chain of command, And every professional staffer | talked
to exprassed soma variation of feeling lost, with no one to turn to for confidential career
advica,

Proposed Solution: Employee Mentoring

Clearly, we have some challenges on our hands. The good news is that we have the At this
poetential o solve many of them with an employee mentaring program, Here is a brief i
ovarview of mentoring programs, their benefits, potential stumbling blocks, and a sellir
recommended stratagy for launching our awn program. grodn

Common Features of Mentoring Programs

Herg are the key fealures common fo moest menioring programs:

=  |t's a formal program matchesinteresied employees with managers and
senior professional staff in one-on-one coaching relationships. The coaching
can involve job-specific challengas, work-life balance, workplace conflicts, or This L
anything elsa tha participants decide is useful, ing pr

with b

Emplovees and their mentors meet or at least talk on a regular schedule. B

Continuity is essential.
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*  HRA provides the “matchmaking sarvica® to help find the optimum pairings and
manage damand, but isn't invalved in the actual mantaring.

«  Mentoring relationships are conficential, giving bath sides the freadarn 1o talk
cpenly.

Potential Benefita of Mentoring Programs

Mentaring can go a long way toward salving these problems of shared purposa and
relationship building, but companies report an even wider range of banalits from thair
rmentanng programs:

« Employass can leam how to professionally navigate the corporate
environmant, from subtle issuss such as business stiquette to broader
guesticns such as how they confribute 1o company grawth,

. Employaas can discuss problams and worries with & trustad advisor, without
fear of retribution.

o Managers gain inskghts into the challengas employees ane tacing, Beyand the
tactical damands af thair jobs, which will kalp tham manages and lsad mora
efiectively,

. Managers and amployess leam abaul the chalanges and centrbuticns of
oihar functional araas, which will foster belier cooperation betwasn
dapariments,

" Thraugh thair manions, employsas can maal athar managers, axaculivas,
and influsntial saniar staff, expanding thair natwarks within the company and
opening more carser doors,

s Managers can monitor the progress of promising employeas and guide tham
inta new oppartunifies.

» A3 an emploves benedit, mentoring can help us attract a wider and mare
divarse poal of outsicde job candidates.

. Mentoring can boost productivity by helping employees find the best ways to
imvast their tima and creative energy.

] Proactive mentoring can help the company gat tha full patential from
employess who don't feel like they are part of the “in crowd™ within the
COMMpAEny,

*  Through "reverse mantoring,” sanior staff and managars may have
opporiunities to leam about digital madia use and ather valuable skills they
haven't had to ambrace in their careers

The bottom-lire Impact of mentoning programs isn't always easy to measura, bub my
resaarch found some compelling figuras, For example, companies hawve sean
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Here he presenis the geners

——— meniorng programs in a wa
nects them o the two theme
fied aarliar.
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ser drop by as much as 20 percent in the year after mentoring was launched,
e majorty of employees and mentors alike report mproved job satisfaction as
it of being invelved in mentaring.

: and Potential Challenges

anafits of mantoring do need to be welghed against costs and some potantial
Nges.

Many companies find themselves with more interested employees than their
programs can support, so we need o manage the demand in a fair and

transparent way.

There will be some direct and indirect costs, including training for mentors, an
automated system for matching mentors with employees as the program
scales up, and clernical and supervisory workload for HR.

Mentoring raquires ime and energy, so mantors' workloads will nead to be
adjusted accordingly.

Mentoring can create conflicts with employeas’ direct supearvisors, so HR will
need to offer mediation.

an pradict some of these costs and complexitias, but the most accurate way to
5 them will be to run a pilot program, as | proposa in tha next saction.

t Steps: Develop a Business Case and Launch a Pilot
jram

psaarch makes a clear case for mentoring, provided it is planned carefully and
ged wall. | proposa that we develop a formal business case for a mantoring
am and present it to the Executive Council. We nead top-down support and the
ipation of executives themselves as mentors, 50 C-level buy-in is essential.

i than launching companywide, | think wea should start with a limited pilot
am, with perhaps two or three dozen paricipanis, This will let us fine-tunea the
am and get a clearer estimate of costs in order to refine budgets before scaling

ugh estimate is that the pilot program will require one full-ime staff member in
' facilitate matchmaking, mediate conflicts, analyze resulis, and plan the
anywide rollout. This new position will have a loaded cost of approximately

| shouldn't have any problem clearing out this much in my oparating budget,
bly by canceling the lowest-ratad training courses (as we've beaan discussing

anyway].

get on your calendar sometime next week to go over the potential structure of
agram and answer any quastions or concerns you may have?
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sharing the positive o
companies have expe
heighten his boss’s ds
possibility of starting

He is open about the
mentoring programs, |
some patential objecti
maintain his cradibility

“Mext steps™ signals hi
phase of the AIDA mo
brief plan to move fan
by asking for a meetin
rolling.
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