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      I dedicate this book to Cindy Carver, an incredibly important person in my life who continues to help me develop as a Talent Manager. Since our first meeting, Cindy’s example and counsel has helped me truly care for the people I lead, those that I work with, and the leaders I support. It was a great honor to work with her for years and I feel fortune to continue to rely on her as a friend today.

      Cindy is a world-class human who demonstrated how to care for people while also being committed to delivering business results. As a key leader of our team, she organized countless development sessions for the teams we led together at Walmart. She also served as a critical influence throughout our talent acquisition process. Her keen insights into people, her ability to recognize potential, and her ability to truly listen to candidates were critical as we made key decisions about who should take chances on and who needed more seasoning in role. 

      It seems cliché, but when people talk about “the glue” of an organization, they are talking about people like Cindy. It was an honor to work with her, and seven years later, I still regularly think, “what would Cindy say?” Her nearly thirty years of Walmart service and her never-ending effort to help people like me develop are only part of her amazing professional legacy!

      Cindy, thank you for always being a loyal friend and an inspiration!
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      I am passionate about Talent Management. I mean really passionate about it. It started nearly thirty years ago, when I was a college student. I cared about Talent Management before I even knew TM was an actual business thing. I was just learning life lessons, but in hindsight, they were profound Talent Management lessons that have guided me as a follower, front-line supervisor, a director, a senior leader, as an executive, and as a business owner for nearly thirty years.

      The truth is, I love leading people, aligning teams, and structuring organizations in pursuit of ambitious missions. Setting up organizational structures and systems to help businesses improve how they care for their talent, impact communities for the good, and delivering financial targets is a unique merger of strategy and people leadership. It is one of the most rewarding things I have done through my career as a CEO, COO, military officer, and operator. Talent Management is critical to the success of organizations and the personal fulfillment of their great people. Investing in the growth of team members is one of the most efficient business investments anyone who wants to grow their business can make.

      Over the past few decades, I have been extremely fortunate that leaders and companies have made incredible investments in me as a person and as an ever-developing leader. I could not be more thankful for it, as I know it has helped to unleash a better version of me.

      The first twenty years of my career were spent serving extremely tenured and large organizations that had solid and vetted talent management practices.Their practices were highly structured and sustainable, allowing them to care for teams with millions of people. I used those established practices as the critical foundation upon which I built my personal vision for how to customize and lead integrated Talent Management programs across companies of all sizes. I sampled from some of the best organizations, like the US Air Force, Walmart, Restaurant Brands International, and Newfield Exploration.

      However, in the past decade, I have worked at some smaller, younger, and more agile companies.  As a senior executive, I have been fortunate to put my vision into practice and localize it for smaller companies. I am deeply thankful for the trust given to me by their founders.

      I am not heavy into social media. In fact, for the past decade, LinkedIn has been the only platform I have taken part in. However, I like the free form construct that social media provides. It is a great way to share ideas. There are some great thought leaders who post powerful messages. Sadly, there are some posts that express deep disappointment or pain. The pain seems to stem from a poor relationship with their job, their supervisors, or the companies. As a byproduct, many people share their recommendations. Often, those recommendations lack professional context and are impetuous, so they may lead others to do things that could hurt their personal and professional lives. 

      Hardly a week passes without someone commenting on the topic of who should be taken care of first, the client, or the team member. They contradict each other and go something like:

      
        
        “If you take care of the people, they will take care of the business.”

        Or

        “If you keep the customers first, your business will be fine.”

      

      

      If I were new to leadership, I’d be confused. As I reflect on the need for balance, I know that caring for customers and caring for team members are so heavily intertwined; it is difficult to separate them. In some ways, trying to prioritize customers or team members is as unproductive as trying to decide if a person’s heart or lungs are more important. Failing to serve either group with care or passion will significantly hurt the company.

      Fortunately, there are a lot of influential books available on how to care for customers, clients or guests. Therefore, this book is focused on how to develop a Talent Management program using the Five Pillars of Talent Management that I have crafted from my time working for the government, corporations, and to small businesses.

      The intent of this book is to share, with you, a consolidated look at how I build Talent Management programs within businesses. It is not intended to be scholarly, but practical. In full transparency, I have sourced very few other references. The reason there are very few references is because the model I am sharing is one that I have built and iterated for years. I have been heavily influenced by some truly great people organizations that I have supported and learned from.  I have shamelessly adopted pieces and parts from nearly every company and leader I have supported.

      This book is for you if:

      
        
          	
        You are a small business that is growing and you are looking how to set up a more structured Talent Management program for a team.
      

      	
        You are a start-up and want some foundational guides as you set up your Talent Management program.
      

      	
        You are a large or mid-sized company looking to refine or graft in some new things into your Talent Management program.
      

      

      

      Disclaimer

      This book isn’t intended to be all-encompassing. I’ve purposefully omitted or truncated the discussion about some key topics like:

      
        
          	
        Company benefits like health care, PTO, 401Ks, education reimbursements, and … they are all important topics, but are outside the scope of this book.
      

      	
        HR systems are also outside of the scope of this book. There are many quality ones, but company size and growth trajectory factor heavily in selecting one.
      

      	
        There are many critical elements of talent management that warrant support from employment attorneys. Please consult them.
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      Again, my passion for talent management started when I was in college. As an undergraduate student, I was also an Air Force Reserve Officer Training Corp (ROTC) cadet at the University of Massachusetts (UMASS) Amherst; I served as a Residence Advisor (RA) for Western New England College (WNEC) and was a teacher’s assistant (TA) for chemistry labs at WNEC. Each of the three roles were extracurricular to my studies, and each provided me with real leadership opportunities. They were completely different environments where I was tested in my ability to teach, lead, and influence.

      As an ROTC cadet, I was directly in charge of other cadets. It was my responsibility to prepare them so they could eventually shoulder the rank of second lieutenant and to lead teams of airmen. As a cadet, I learned how to identify talent, lead people, manage projects, write evaluations, and administer feedback. I was humbled by my mistakes and was taught to recover from the experiences. I also learned to balance the unique merits of both leadership and management philosophies. I learned to balance discipline with development. It was there that I first thought about and developed some critical talent management tools that have helped me through my career and served me through all my roles, including when I was a CEO. The ROTC detachment was a perfect place to learn about Talent Management. It taught me countless lessons, but here are five that were foundational.

      1. Organizational Structure Matters.

      Hierarchy can provide incredible freedom and efficiency. It does not have to equate to bureaucracy.  If an organization is set correctly, leaders can lead and develop their teams while achieving mission objectives.

      2. It Takes a Structured Plan to Develop a Freshman to be a Lieutenant Four Years Later.

      In the academic side, WNEC had a structured approach designed to train me to be a chemist. As an ROTC cadet, the military had a structured approach to train me to be a military officer. As a chemistry major, I was given exams and laboratory experiments to assess my ability and understanding of chemical interactions and principles. As a senior, I was a TA and had the opportunity to lead chemistry labs, teaching others the practical application of the chemical principles taught in class. In ROTC, I was given situational leadership exams.  In my first few years, I learned to follow. In my later years as a cadet, I was able to lead cadets to assess their knowledge and situational judgment.

      

      3. Don’t Stop Teaching the Lesson Until the Person has Learned it, but Once They Have Learned it, Stop Teaching it.

      
        
          	
        Lessons can come from successes and opportunities alike.
      

      	
        Leaders need to commit to doing whatever it takes to help people learn and they need patience and professional endurance to do it. With that, leaders need to recognize when a person is mentally or emotionally saturated and can’t absorb any more feedback. Once a person gets it, they need to be left alone with the lesson so that they can really internalize it.
      

      

      

      4. Empowerment Requires Understanding, Resources, Ability, and Accountability.

      Empowerment only comes from when a person understands what is being asked, they have the ability and resources to accomplish it, and they are accountable for the results. That means they embrace the successes and the mistakes.

      Early in my career, I’d regularly see leaders try to empower but then disempower their team. Many leaders tried to give credit to their team when things went well but the supervisor would take responsibility when things did not go well. The practice was well intended, but they actually disempowered their team. Supervisors shouldn’t throw their teams under the bus, but they should not disempower them either.

      

      5. As a Cadet, I Had the Honor of Leading the Recruiting Arm of Our ROTC Detachment.

      My role was to recruit and retain other students-cadets. I quickly learned that recruiting was tough.  It was there that I also took a crash course in marketing. I learned that recruiting was marketing. I also learned it was easier to retain than to attract new people (cadets, customers, team members or…).

      The ROTC lessons were foundational to my developing talent management philosophies and, with four years of experiential education, I learned with a military focus. I was also a Resident Advisor (RA) at WNEC for three of the four years I was a cadet. That allowed me to reinforce similar concepts and ideas with civilians.

      As an RA, I managed the care and environment of a floor in one of the residence halls on campus. The floors had about thirty-two freshmen and sophomores on them. So, there were at least thirty-two personalities to manage at any point. There were standards that had to be enforced, but it was also important that college students could gain social education along with their academic education. The residence hall was also a perfect place to learn more about Talent Management.

      Four such lessons were also foundational to not only how I currently lead, but also the organizational structures I build to support talent.

      
        
        1. Identify Talent.

      

      

      
        
          	
        It was incredibly easy to see high potential in students. Disciplined people had discipline across their social, fitness, and academic lives. Undisciplined people rarely had substantial discipline in even one category.
      

      	
        As an RA I often had to speak on behalf of other students, write recommendations for scholarships, and recommendations for jobs they were applied for.
      

      	
        I was also responsible for identifying and evaluating future RAs
      

      

      

      
        
        2. Fair Trumps Consistency but Strive for Both.

      

      

      
        
          	
        In RA training, I was asked if it was better to be fair or consistent. The answer the administrator offered was that consistency was better. I loved the idea of debating the two but came to realize he was wrong. When I acted in a way that was fair, it allowed me to be compassionate and truly consider multiple variables when assessing situations. When I tried to prioritize consistency, I was robotic and despite being easy to defend, it rarely led me to the optimal solution.
      

      

      

      
        
        3. Be Authentic.

      

      

      
        
          	
        Talent Management requires tough conversations. Authenticity was critical to deliver those conversations with credibility and compassion.
      

      	
        As a peer authority figure, it was critical to be authentic, and compassionate in what I did.  I was slightly more knowledgeable than my peers, so I could lead. However, we were all still college kids.
      

      

      

      

      
        
        4. Gain Exposure to Diversity and Inclusion Initiatives and Learn to Leverage Mental Health Resources.

      

      

      
        
          	
        As an RA, I needed to understand how to include people from a variety of backgrounds.  Some differences were socio-economic, some were racial, and some were intellectual.
      

      	
        As an RA, I needed to recognize when people needed help, and I had to know how to put the resources in front of them in the right way.
      

      

      

      My undergraduate experiences were important first steps in learning about Talent Management.  I was exposed to Talent Identification, Talent Assessment, Talent Development, Talent Acquisition, and Talent Retention.  They were all present but disjointed.  For the past 5 years, I have built and led Talent Management programs that are highly integrated with those Five Pillars.
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      For the first decade after I graduated from college, I remember my peers frequently talking about their student loans and the debt they incurred during college. They also spoke poorly of the multiple jobs they had during college that were needed for tuition and spending money. It was weird because they almost seemed resentful for how college caused debt and how their jobs were such drains on their lives and time. I was empathetic to what they shared because it genuinely seemed rough for them.

      On the flip-side, I felt very fortunate to complete my undergraduate degree and my first graduate program without a loan and completely debt free. I also remember talking with my peers and sharing how fortunate I felt I didn’t have to work multiple jobs in college to fund it. Then, twenty-five years later, I had a moment of clarity. I was a sitting in my office during my 3rd COO role when the clarity struck. I was talking with someone on my team about school and how I thought the investment in college was the right choice for me. I shared the benefit of the degree, the classes, the social engagement, and the great leadership opportunities I had been given.

      In the middle of that conversation was the first time, I realized that for twenty-five years, I had a completely distorted memory of my college experience and how I funded it. For the first time ever, I realized I had actually worked a lot of “jobs” in college.  Looking back, it seems funny to think that I truly didn’t believe I had to work to put myself through college because I completely did. In my moment of clarity, I reflected on college and realized that I:

      
        
          	
        funded my first three semesters straight from my savings account.
      

      	
        worked for our city the summer before I started college.
      

      	
        worked for a moving company, and a farm the summer after my freshman year and again during my sophomore winter break.
      

      	
        participated in a competitive program and earned a scholarship that ended up funding my tuition for my last two and a half years of school.
      

      	
        took another position job at my college that covered my room and board for my last three years.
      

      	
        worked at my college over summer and winter breaks while taking classes.
      

      	
        worked three different jobs at a neighboring college for two years over the summers and throughout the year.
      

      	
        worked as a Teaching Assistant for the chemistry department during my senior year.
      

      

      

      

      After my moment of clarity, I figured out something truly important. My memory was distorted because I didn’t think of those things as jobs.

      I thought of them as leadership opportunities and extracurricular activities that I loved doing. I loved how they challenged me to think differently and how I got to apply a lot of leadership principles daily. I loved what I did, and I was so appreciative of the opportunities that I was given. It really wasn’t until after I finished my MBA that I thought about the idea of what fair compensation and benefits were. College was a truly amazing four years that set the bar high for job satisfaction and Talent Management. And, as I look back, I never worried about how much I got paid or the benefits I received. My ignorance was really bliss.

      As you read this, I challenge you to deeply and honestly think about your team. Try to think about how they view their relationship with you and your company. Would they say they have a job?  Would they say they have a career or is it simply a place they work so they can pay their bills? Does your team feel that your company is a place where they can blossom into their best version of themselves? Do they feel that the company invests in their future?

      Now, think about your relationship with your company.  What would you like to say about it that you can’t?  Those are probably the things to focus on.

    



OEBPS/images/weeks-leadership-color-3.jpg
0y,

WEI

LI

EWARD





This Font Software is licensed under the SIL Open Font License, Version 1.1.
This license is copied below, and is also available with a FAQ at:
http://scripts.sil.org/OFL


-----------------------------------------------------------
SIL OPEN FONT LICENSE Version 1.1 - 26 February 2007
-----------------------------------------------------------

PREAMBLE
The goals of the Open Font License (OFL) are to stimulate worldwide
development of collaborative font projects, to support the font creation
efforts of academic and linguistic communities, and to provide a free and
open framework in which fonts may be shared and improved in partnership
with others.

The OFL allows the licensed fonts to be used, studied, modified and
redistributed freely as long as they are not sold by themselves. The
fonts, including any derivative works, can be bundled, embedded, 
redistributed and/or sold with any software provided that any reserved
names are not used by derivative works. The fonts and derivatives,
however, cannot be released under any other type of license. The
requirement for fonts to remain under this license does not apply
to any document created using the fonts or their derivatives.

DEFINITIONS
"Font Software" refers to the set of files released by the Copyright
Holder(s) under this license and clearly marked as such. This may
include source files, build scripts and documentation.

"Reserved Font Name" refers to any names specified as such after the
copyright statement(s).

"Original Version" refers to the collection of Font Software components as
distributed by the Copyright Holder(s).

"Modified Version" refers to any derivative made by adding to, deleting,
or substituting -- in part or in whole -- any of the components of the
Original Version, by changing formats or by porting the Font Software to a
new environment.

"Author" refers to any designer, engineer, programmer, technical
writer or other person who contributed to the Font Software.

PERMISSION & CONDITIONS
Permission is hereby granted, free of charge, to any person obtaining
a copy of the Font Software, to use, study, copy, merge, embed, modify,
redistribute, and sell modified and unmodified copies of the Font
Software, subject to the following conditions:

1) Neither the Font Software nor any of its individual components,
in Original or Modified Versions, may be sold by itself.

2) Original or Modified Versions of the Font Software may be bundled,
redistributed and/or sold with any software, provided that each copy
contains the above copyright notice and this license. These can be
included either as stand-alone text files, human-readable headers or
in the appropriate machine-readable metadata fields within text or
binary files as long as those fields can be easily viewed by the user.

3) No Modified Version of the Font Software may use the Reserved Font
Name(s) unless explicit written permission is granted by the corresponding
Copyright Holder. This restriction only applies to the primary font name as
presented to the users.

4) The name(s) of the Copyright Holder(s) or the Author(s) of the Font
Software shall not be used to promote, endorse or advertise any
Modified Version, except to acknowledge the contribution(s) of the
Copyright Holder(s) and the Author(s) or with their explicit written
permission.

5) The Font Software, modified or unmodified, in part or in whole,
must be distributed entirely under this license, and must not be
distributed under any other license. The requirement for fonts to
remain under this license does not apply to any document created
using the Font Software.

TERMINATION
This license becomes null and void if any of the above conditions are
not met.

DISCLAIMER
THE FONT SOFTWARE IS PROVIDED "AS IS", WITHOUT WARRANTY OF ANY KIND,
EXPRESS OR IMPLIED, INCLUDING BUT NOT LIMITED TO ANY WARRANTIES OF
MERCHANTABILITY, FITNESS FOR A PARTICULAR PURPOSE AND NONINFRINGEMENT
OF COPYRIGHT, PATENT, TRADEMARK, OR OTHER RIGHT. IN NO EVENT SHALL THE
COPYRIGHT HOLDER BE LIABLE FOR ANY CLAIM, DAMAGES OR OTHER LIABILITY,
INCLUDING ANY GENERAL, SPECIAL, INDIRECT, INCIDENTAL, OR CONSEQUENTIAL
DAMAGES, WHETHER IN AN ACTION OF CONTRACT, TORT OR OTHERWISE, ARISING
FROM, OUT OF THE USE OR INABILITY TO USE THE FONT SOFTWARE OR FROM
OTHER DEALINGS IN THE FONT SOFTWARE.



OEBPS/images/the-five-pillars-of-talent-management.jpg
TALLNT MANA(;EMENT





OEBPS/images/weeks-leadership-color-2.jpg
@

WEEKS LEADERSHIP

SERVICE IS THE REWARD






OEBPS/images/lakeview-publications-logo.jpg
LAKEviEw





