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OF MANAGERS FAIL

TO HOLD OTHERS

ACCOUNTABILE
EFFECTIVELY

-HARVARD BUSINESS REVIEW




OF THE GLOBAL
WORKFORCE IS
DISENGAGED

-GALLUP 2023



MOST COMPANIES
HAVEN'T CREATED
SOMETHING

FOR



YOU CAN'THOLD PEOPLE
ACCOUNTABLEINTO

. YOU HAVE

INTOIT.

TO




BUILD A COMPANY YOUR
EMPLOYEES

AS MUCHAS YOUDO



CRAFT THE SOUL OF YOUR COMPANY

Empowerment

Tool:
Love o Commander's
Intent

Tool: Personal Roadmap

% A

OWNERSHIP

. ‘ ’ Meanin
Becoming @ k
Tool: ‘ Tool:
' Destination
Hedgehog

Belonging

Tool: Identity
Statement



VISTAGE DECISION MODEL

Intints

(0““’".

Categorizes the decisions a leader must make
to optimize their business and enhance their
leadership.

OUR AREA OF EXPERTISE

Mission, Vision, Purpose | Strateic

Planning | Communication & Alignment
| Organizational Vales & Culture




DESIGN

CADENCE

SCORE



DESTINATION

DESIGN
CADENCE IDENTITY/ETHOS
SCORE PEOPLE




PUBLIC COMPANIES WITH

OUTPERFORM COMPETITOR'S
EPS GROWTH BY

-GALLUP



“COMPANIES THAT EXCEL AT
DELIVER

RETURNS THAN
THEIR PEERS

-MCKINSEY & COMPANY



COMPANIES WHERE EMPLOYEES
FELT EMPOWERED WERE



EMPOWERMENT:
COMMANDER’S INTENT
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TOOL: COMMANDER'S INTENT

? High

Command By Plan

Level of Autonomy

Command By Directive

Low,




TOOL: COMMANDER'S INTENT

? High
e Give godls, resources, constraints
e Decision-making power at points of action
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e Minimize cognitive burden
e Fast and coordinated decisions
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TOOL: COMMANDER'S INTENT

High
e Give goadls, resources, constraints
e Decision-making power at points of action
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T e Decision-making power at mid-level echelons
@ bl A  Minimize cognitive burden
e Coordinated decisions but little agility
Command By Directive
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TOOL: COMMANDER'S INTENT

? High

e Give goadls, resources, constraints
Decision-making power at points of action
e Minimize cognitive burden

Fast and coordinated decisions

— . e Give steps and contingencies

e Decision-making power at mid-level echelons
bl A  Minimize cognitive burden
e Coordinated decisions but little agility

Level of Autonomy

Give steps by step instructions

Command By Directive e Decision-making power at low-level echelons
Maximize cognitive burden

Slow decisions, no agility

Low,




JOB DESCRIPTION EXAMPLE

GUEST EXPERIENCE & SEATING

* GREET AND WELCOME ALL GUESTS WITH WARMTH, ENTHUSIASM, AND KNOWLEDGE OF OUR BEER AND FOOD OFFERINGS.
e MANAGE THE WAITLIST AND SEATING ROTATION TO ENSURE EFFICIENT TABLE FLOW.

e PROVIDE MENUS, INTRODUCE DAILY FEATURES, AND COMMUNICATE WITH SERVERS ABOUT GUEST PREFERENCES OR NEEDS.
e MAINTAIN A CLEAN AND ORGANIZED ENTRY, WAITING, AND RETAIL AREA.

PHONES & TO-GO ORDERS

e ANSWER INCOMING CALLS PROMPTLY AND PROFESSIONALLY, PROVIDING ACCURATE INFORMATION ABOUT HOURS, MENUS, AND EVENTS.
e TAKE TO-GO FOOD AND BEER ORDERS OVER THE PHONE OR IN PERSON, ENSURING ACCURACY AND TIMELY COORDINATION WITH THE KITCHEN AND BAR.
* PROCESS PAYMENTS AND PREPARE ORDERS FOR PICKUP WITH PROPER PACKAGING AND LABELING.

RETAIL & DISPLAYS

e MAINTAIN AND MERCHANDISE BREWERY DISPLAYS, ENSURING PRODUCT SHELVES AND BEER COOLERS ARE STOCKED, ORGANIZED, AND VISUALLY APPEALING.
e TRACKINVENTORY LEVELS OF MERCHANDISE, PACKAGED BEER, AND PROMOTIONAL MATERIALS.
e ASSIST GUESTS WITH RETAIL PURCHASES, OFFERING PRODUCT INFORMATION AND RECOMMENDATIONS.

ADMINISTRATIVE & TEAM SUPPORT

e SUPPORT DAILY OPENING AND CLOSING PROCEDURES FOR THE TAPROOM.

e HELP MANAGE RESERVATIONS OR PRIVATE EVENTS AS NEEDED.

¢ COMMUNICATE GUEST FEEDBACK AND OPERATIONAL ISSUES TO MANAGEMENT.
e UPHOLD COMPANY STANDARDS FOR CLEANLINESS, SAFETY, AND SERVICE.



JOB DESCRIPTION EXAMPLE (AFTER)

MISSION:
ENSURE AN EXCEPTIONAL FIRST IMPRESSION AND EXPERIENCE FOR CUSTOMERS

AREA OF RESPONSIBLITIES:
e PHONES
e GUEST ENTRY AND SEATING
* FRONT ENTRY

KPI'S
* CUSTOMER SATISFACTION SCORES
e TAKEOUT ORDER ERROR RATE
e SEATING ROTATION AND ADHERENCE TO OCCUPANCY RESTRICTIONS
e TABLE TURNOVER
e TAKEOUT AND RETAIL TRANSACTION TIMELINESS

*3-5 KPI'S AND RESPONSIBILITIES
** KPI SHOULD HAVE “HARD"” AND “SOFT"” METRICS
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S2 ROAD MAP
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> MEANINGFUL WORK IS

MORE IMPORTANT

THAN SALARY. <




’y
> YOUR EMPLOYEES DON'T

GIVE A S!#@ ABOUT
YOUR REVENUE. NOR
YOUR EXIT




IF YOU WANT TO BE HAPPY, SET
A GOALTHAT COMMANDS
YOUR THOUGHTS,
LIBERATES YOUR ENERGY, AND
INSPIRES YOUR HOPES

-ANDREW CARNEIGE



HOW'S THIS FOR A DESTINATION/VISION

WE WILL STRIVE TO BE RECOGNIZED AS THE INDUSTRY LEADERIN AND WE WILL BE A TRUSTED
PARTNER TO BOTH OUR CUSTOMERS AND OUR VENDORS.

OUR COMPANY WILL BE RECOGNIZED FOR ITS CONSISTENT UNWAVERING EXECUTION OF GREAT CUSTOMER
SERVICE, AND HARD-WORKING HONEST APPROACH TO TAKING GREAT CARE OF OUR CUSTOMERS BY DOING THE
RIGHT THING. WE WILL WORK HARD FOR THEIR BUSINESS AND THEIR LOYALTY BY OUT HUSTLING THE COMPETITION
EVERY DAY.

WE WILL BUILD A TEAM OF EMPLOYEES WHOSE DESIREIT IS TO WORK TOGETHER FOR THE SUCCESS OF OUR
COMPANY AND OUR CUSTOMERS. WE WILL RECOGNIZE HARD WORK AND HOLD EACH OTHER ACCOUNTABLETO
THESE GOALS. WE WILL BE A FINANCIALLY STABLE COMPANY THAT WILL SHARE SUCCESS WITH EMPLOYEES AND
GIVE BACK TO THE COMMUNITIES WHERE WE LIVE. WE WANT OUR WORK ENVIRONMENT TO BE REWARDING AND
FUN, AND ONE THAT ENCOURAGES A LEARNING ENVIRONMENT FOR EACH OF OUR EMPLOYEES TO GROW AS THEY

WORK FOR OUR COMPANY. WE WILL MAKE PROUD TO BE
ASSOCIATED WITH US.



OR THIS ONE

OUR VISION IS TO CREATE, EXECUTE, BUILD AND EXPAND FUN, UNIQUE FOOD CONCEPTS IN THE BOSTON AREA AND
BEYOND VIA OUR DYNAMIC, ORGANIZED AND HIGHLY TACTILE CRAFT CASUAL RESTAURANT GROUP. WE WANT TO
BE RECOGNIZED BY OUR GUESTS AND CRITICS AS THE IDEAL BRAND AND DESTINATION TO GET THE BEST STYLE OF
FOOD WE'RE SERVING; PHENOMENAL GUEST SERVICE & AN EXPERIENCE WORTH SHARING.



ATTRIBUTES OF A GREAT 4
DESTINATION !
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SIMPLE, CONCISE, VISUAL
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ATTRIBUTES OF A GREAT 4
DESTINATION . !

U > ol ~

SIMPLE, CONCISE, VISUAL

DOMINATES OR TRANSFORMS THE
WORLD

INSPIRES SOUL OF EVERY EMPLOYEE AND
CUSTOMER
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HOW'’S THIS FOR A VISION?

WE WILL STRIVE TO BE RECOGNIZED AS THE INDUSTRY LEADERIN AND WE WILL BE A TRUSTED
PARTNER TO BOTH OUR CUSTOMERS AND OUR VENDORS.

OUR COMPANY WILL BE RECOGNIZED FOR ITS CONSISTENT UNWAVERING EXECUTION OF GREAT CUSTOMER
SERVICE, AND HARD-WORKING HONEST APPROACH TO TAKING GREAT CARE OF OUR CUSTOMERS BY DOING THE
RIGHT THING. WE WILL WORK HARD FOR THEIR BUSINESS AND THEIR LOYALTY BY OUT HUSTLING THE COMPETITION
EVERY DAY.

WE WILL BUILD A TEAM OF EMPLOYEES WHOSE DESIREIT IS TO WORK TOGETHER FOR THE SUCCESS OF OUR
COMPANY AND OUR CUSTOMERS. WE WILL RECOGNIZE HARD WORK AND HOLD EACH OTHER ACCOUNTABLETO
THESE GOALS. WE WILL BE A FINANCIALLY STABLE COMPANY THAT WILL SHARE SUCCESS WITH EMPLOYEES AND
GIVE BACK TO THE COMMUNITIES WHERE WE LIVE. WE WANT OUR WORK ENVIRONMENT TO BE REWARDING AND
FUN, AND ONE THAT ENCOURAGES A LEARNING ENVIRONMENT FOR EACH OF OUR EMPLOYEES TO GROW AS THEY

WORK FOR OUR COMPANY. WE WILL MAKE PROUD TO BE
ASSOCIATED WITH US.






REMEMBER THIS?

OUR VISION IS TO CREATE, EXECUTE, BUILD AND EXPAND FUN, UNIQUE FOOD CONCEPTS IN THE BOSTON AREA AND
BEYOND VIA OUR DYNAMIC, ORGANIZED AND HIGHLY TACTILE CRAFT CASUAL RESTAURANT GROUP. WEWANT TO
BE RECOGNIZED BY OUR GUESTS AND CRITICS AS THE IDEAL BRAND AND DESTINATION TO GET THE BEST STYLE OF
FOOD WE'RE SERVING; PHENOMENAL GUEST SERVICE & AN EXPERIENCE WORTH SHARING.












GREAT STATEMENTS

- K-8 school

- Low Voltage Company

- Private equity developer and operator of workforce housing



MAP YOUR DESTINATION




© YEARS FROM NOW:



Work alone on worksheet
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Large group sharing
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ONLINESS
STATEMENT

What sandbox do you play in?



ONLINESS
STATEMENT



ONLINESS
STATEMENT



“RICHES AREIN THE
NICHES

-PAT FLYNN



ATTRIBUTES OF A GREAT
ONLINESS STATEMENT

SIMPLE, CONCISE, CLEAR

COMMUNICIATES WHO YOU SERVE (AND

DON'T)

UNIQUE TO YOU
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ONLINESS STATEMENT

Who are our top 2-3 competitors?

Why do your customers hire you over
them?

Key Differentiator
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HEDGEHOG

Your power lies at the intersection of these
three important questions:

e What can we be the best in the world at?
e What are we deeply passionate about?
e What drives our economic engine?
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Brainstorm some ideas for your
hedgehog

... « T L

Large group sharing
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HEDGEHOG STATEMENT

Passion: What gets you up in the
morning?
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THE ONLY WAY TO DO
GREAT WORKISTO LOVE
WHAT YOU DO

-STEVE JOBS



YOUR CUSTOMERS
WON'TLOVE YOUR
COMPANY UNTILYOUR
EMPLOYEES LOVE IT FIRST




THREE EASY WAYS TO MAKE EMPLYOEES
FEELLOVED

15 MINUTES A WEEK - 3 QUESTIONS

e HOW ARE YOU GOING?
e WHAT ARE YOU WORKING ON?
e HOW CAN I HELP

20% OF THEIR TIME ON WHAT THEY LOVE

QUARTERLY PERSONAL ROADMAP
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UNLOCK THE BEST VERSION OF YOUR

COMPANY

Unforgettable Exponential
Customer Value

Experiences Acceleration

A Compan Radical
Peopleplovz Strategic
Clarity

Confident,
Aligned
Execution

COMPLIMENTARY

e COACHING SESSION

e STRATEGY SPRINT WORKSHOP

e WHAT'S THE VALUE OF YOUR GREATEST ASSET?
* PERSONAL ROADMAP



WHAT WAS YOUR A-HA
MOMENT TODAY?

Elr

WHAT ONE
COMMITMENT ARE
YOU GOING TO TAKE
TODAY?



LET'S CONNECT

SCAN

FOR TODAY'S RESOURCES AND
TO CONNECT ON LINKED IN

JON CHEN
ELIMINATE CHAOS AND UNLEASH THE BEST VERSION OF
YORU COMPANY

JON@BLUETIDECATALYSTS.COM
—Q1_29E_21C9



VISTAGE SPEAKER FEEDBACK

Your feedback 1s important to everyone in the Vistage community.,
Please take a moment to share your feedback about today's session.
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