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Obstacles Communication Pros Face
Survey of 1,100 Professionals

Categories Barriers

Not perceived as 
adding value

Getting leaders and other decision makers to listen
Getting leaders to see value of communication
Communication as afterthought
Selling leaders on the importance of communication
No seat at the table; not brought in early

Wrong Priorities
Lack of Time
Too much on my plate
Too many channels to manage
Role is reactive versus active

Competency
Gaps

Don’t understand business objectives
Lack of business knowledge 
Don’t know what to measure
Lack change management skills
Don’t know business operations



COST CENTER VALUE CREATOR

Communicate 
About Change

Communicate
To Change

“The gain is bigger than the cost.” 



The Call
§ Death and amputation in 11 months
§ Past 5 years…

• 370 severe accidents
• 1,200 OSHA recordable accidents
• $11 million in workers’ compensation costs



10 Months Later

82% 8%
24% 11%

ProductivityAccidents Sales Cost Per Pound



Manage The Communication System
Focus on Results Not Activity

Eliminate Communication Breakdowns

Change 
Communication 

Strategy
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1. Create a sense of urgency around the need to improve

“Get out your watches.”

X
“Put your calendars away.”



Remove 
Complacency

§ Set targets you can’t hit with 
business as usual
§ Expose customer and financial 

weaknesses 
§ Bring customers into the room

Excerpted from Leading Change by John Kotter

1. Create a sense of urgency around the need to improve



2. Build a change team

Position 
power

CEO, managers, first line 
supervisors

Personal 
power

People others admire and 
gravitate to regardless of 
their title or position

Experts
Various viewpoints and 
expertise on key subjects 
and issues



2. Build a change team

Your actions speak so loudly I can 
hardly hear what you’re saying

How you use your time
What you take the lead on

What you recognize and reward
Questions you ask

SAY/DO



3. Create a clear shared vision and business strategy

“We are creating a safe environment where people 
want to work and others come to learn.”

Owens Corning Newark Plant Vision



When we say this… It means we will do this…

The Business Story
Customers are demanding the best 
products and solutions they can get their 
hands on to help solve their building and 
insulation needs and make their 
businesses successful. They want 
products and solutions at lower costs 
than before.
As the largest Owens Corning plant, we 
have a big role to play in meeting our 
customers’ needs for exceptional quality 
and service at the lowest possible cost.  If 
we don’t step up to this role, we’ll lose 
business to competitors.  
All of us need resources to be the best we 
can be. 
When we lose business, our jobs are at 
stake.

The Plan
§ Explain customers’ expectations to 

everyone.
§ Include employees on customer 

contact teams.
§ Open the books. Everyone must 

understand everything. 
§ Clean house.
§ Get rid of stupid rules.
§ Give each other feedback.
§ Celebrate wins.
§ Create an incentive plan for hourly 

people.
§ Include customer and financial 

information in huddles.
§ Link safety to losing customers and 

difficulty in hiring good people.

3. Create a clear shared vision and business strategy



“I like what I hear from Fred at our 
town hall meetings but I don’t know 
how what I do fits into the bigger 
picture. It’s like a puzzle.”

4. Connect people to the vision and strategy



4. Connect people to the vision and strategy

Vision Picture of the Future

Strategy Plan to get “there”

Line of Sight Involvement Information Benefits to Me

How I can affect OI I can affect OI I know how to 
improve OI

I win when OI 
improves



After Six Months…

Category From To %

On Time Delivery 67% 92.3% 38

Total Cycle Time 25.8% 17.4% 31

Gross Inventory 
Turns 6.7 7.9 18

Productivity 7.1

Safety 13 Recordables 0 Recordables



Similar efforts in three other locations



5. Align systems and processes to sustain the gains

Business 
Strategy

Performance
Targets

P e o p l e  E n e r g y

Business Environment



Strategic Priorities 
Reduce Damage

Maintain Productivity
Maintain Safety



Interviews and focus 
groups surfaced mixed 
messages

We SAY safety, 
quality and 

productivity are 
important…

We DO

• Hire people who’ve never run a forklift
• Train only a half a day
• Told to pack damaged pallets
• Focus numbers on productivity
• Re-stage racks multiple times
• Don’t know how to get recognized
• Don’t ask people how to improve 

quality

Question to Carole…



What counts is what you count!

Leadership Incentive Compensation Weighting
Quality Safety Productivity

10% 10% 80%



“You can improve quality 
but not at the expense of 

productivity.”

Carole’s Mandate



Business 
Strategy

Performance
Targets

P e o p l e  E n e r g y

Business Environment

5. Align systems and processes to sustain the gains



After Five Months

65% 16%

Quality

ZERO

SafetyProductivity



6. Create small wins that prove winning is doable

Small Win #2

Small Win #1 

Small Win #3X
X

X

Forced Change
Not Invented Here

Natural Diffusion
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§ Saturated domestic markets
§ International routes opening
§ Outbound aircraft “flying air”

Biggest Strategic Challenge: Grow US Exports



Los Angeles Pilot 4 Barriers

§ International shipments 
confusing, complicated and 
time-consuming
§ Little perception of “stake in 

the game”
§ Incentives discourage export 

business
§ Operations and marketing 

communication breakdowns  



6 Communication Solutions

§ Simple, understandable job 
aids
§ Teach couriers the business and 

financials
§ Train them to sell exports
§ Increase customer 

communication
§ Incentive with prompt rewards
§ Remove disconnects between 

different functions



Revenue Increase: $6.1 million
ROI: 1,660%

§ 16% increase in export sales (goal 
was 7%)

§ Revenue up 23%
§ ROI 1,447%
§ 1,475 qualified leads generated



Why Change Communication Efforts Fail
1. It’s hard work

2. Try to change the culture

3. Changes made without customer input

4. Name the change effort

5. Let “say communication” get ahead of the “do 
communication”

6. Implement the change effort from the top down



GET LEADERS 
ON BOARD

ENLIST A 
TEACHER/ 
MENTOR

PICK A PILOT REPLICATE
MAKE 

STANDARD

Getting Started Tips



Please don’t forget to fill out your session evaluation!

Jim Shaffer
Jim Shaffer Group

jimshaffer@jimshaffergroup.com
www.jimshaffergroup.com

410-268-7050



Leadership Report

The Right Communication 
Measurement is a CEO's Best 
Friend 

Communication. That soft, touchy-feely stuff. 
You can’t really measure it, right?  Wrong!

We use many ways to measure organizational 
effectiveness, but if there’s one best tool to 
measure communication inside an 
organization, it’s the value to cost assessment 
(V2CA). More than one CEO has likened it to 
portfolio management--managing a portfolio of 
communication activities just as they would a 
portfolio of companies or business units. It can 
be a CEO's best friend.

Sign up for Jim Shaffer’s popular 
twice monthly Leadership Report—
a commentary on real issues facing 
all leaders…
Name:___________________________________________

Position:_________________________________________

Company:________________________________________

Email address:____________________________________

Comments:_______________________________________

Please complete the information requested above, tear this page from 
the handout and give it to Jim after the session, or send your contact 
information in email to annaroach@jimshaffergroup.com – subject 
line: Leadership Report.  For more information, go to 
http://jimshaffergroup.com/category/leadership-report/. 

Thank you.



Suggested Reading List

More Stuff

§ Foundational Works: Classics that lie at the core of leading a successful organization. 
§ Strategy: The what and why of business strategy formulation and execution.
§ Leadership, People and Communication: The softer side of business. Soft is hard. 
§ Transformational change and Lean Six Sigma: Core thinking, processes, tools and 

techniques got managing change and large and small scale performance improvement. 
§ Specific concepts and disciplines such as marketing, organizational research and creativity.



Reading List Continued
Category 1: Foundational Works
• The Human Side of Enterprise, McGregor; The first work about our fundamental beliefs about 

people-where Theory X and Y started.
• The Practice of Management, Drucker; A Drucker foundation book on the basics of business.
Category 2: Strategy
• Competitive Advantage and Competitive Strategy, Porter; (These are two books)

Both represent a solid grounding on business strategy, the first focusing on the difference 
between low cost strategies and differentiation or value adding strategies. If you only want to 
read one, read Competitive Advantage.

• Competing for the Future, Hamel and Prahalad; Current thinking around strategy and the 
competitive landscape.

• Good to Great, Collins; As Jim Collins says, “Good is the enemy of great.” And that’s why so 
many institutions only get to good--because they don’t strive to be great. Collins uses a lot of 
examples of companies that successfully became great companies and how they did it.  

• The Experience Economy; Pine and Gilmore; Moving from commodity to differentiation to 
selling an experience. Think Starbucks.



Category 3: Leadership, People and Communication 
• The Soft Edge, Karlgaard; One of the best arguments since In Search of Excellence for 

balancing a great strategy, a hard edge (precise execution) and a soft edge (people 
values)

• The Leadership Challenge, Kouzes and Posner; Along with Warren Bennis’ On Becoming 
a Leader, the best and most enduring discussion about leadership.

• The Great Game of Business, Stack;  Jack Stack is the pioneer of open book 
management, the practice of creating businesses of business people. 

• Open Book Management, Case; Examples of companies that practice the concept of 
open book management. 

• Why the Bottom Line Isn’t, Ulrich and Smallwood; This is one of Dave Ulrich’s better 
books in that it lays out an approach to building capabilities that build value through 
people. 

Reading List Continued



Reading List Continued
Category 4: Transformational Change and Lean Six Sigma
• Out of the Crisis, Deming; The guru of quality management and its principles. The 

foundation of lean. 
• Lean Six Sigma, George; Combining Lean and Six Sigma in one book–what they mean 

and how to apply them.
• Leading Change, Kotter: The simplest discussion of what impedes and drives change in 

organizations. The book I wished I’d written before John Kotter did. 
• The Progress Principle; Amabile and Kramer; A focus on evidence-based management 

and an argument for “the big things are the little things. Superior research. 
Category 5: Specific Concepts and Disciplines
• The Balanced Scorecard, Kaplan and Norton; Translating business strategy into action by 

focusing on financial, customer and people goals and action
• Marketing Management, Kotler; A foundational textbook about marketing as practiced 

by P&G and the other marketing engines.
• Drive: The Surprising Truth About What Motivates Us, Pink; A compelling discussion 

about intrinsic rewards. It’s not all about the money.



Reading List Continued
• Hard Facts, Dangerous Half-Truths & Total Nonsense, Profiting from Evidence-Based 

Management, Pfeffer and Sutton; Why you should always question conventional 
wisdom. A model for thinking about problems and causal relationships.

• Made to Stick, Chip and Dan Heath; How to design ideas that people will remember to 
act on.

• Orbiting the Giant Hairball, MacKenzie; The best book on creativity ever written. Gordon 
MacKenzie’s love and warmth are on every page. 

• Creativity, Inc., Catmull; Perhaps the second best book on creativity (after Orbiting the 
Giant Hairball) and an excellent book on leading people—both techies and creative who 
are on the same team. 

• Practice What You Preach, Maister; Excellent book on organization research and 
causation between employee research scores and financial performance.


