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Guiding Participants Through Align

Areas of Discussion & Key Points of Perspective

When you have received your Align report you'll notice that we’ve highlighted two primary areas:

e Top Misaligned Drivers - where participants have a wide range of responses.

e Top Drivers Contributing to the Value Gap - as an aggregate of participant responses.
(NOTE: Participants other than the original owner who took the assessment will not see
financial numbers. It's therefore recommended that you explain the Value Gap in the
following manner, leaving out mention of the actual numbers: “While all Drivers are
important, these Drivers need the most attention and working on them will contribute the
most to the value of the company.”)

These two areas may not match, and in many cases they won’t. As an advisor, it’'s up to you to work
with the business owner(s) to see what they want to tackle first before heading into your team
meeting.

As you discuss the Drivers you'll usually find that misalignment is the result of a lack of
communication and understanding between team members. Clearing this up goes a long way
toward gaining cooperation and faster implementation going forward. You can help facilitate this by
knowing what “best practice” documentation will be called for forward and asking:

e What do you have in place?

e What needs to be developed?

e  How has or will this be communicated to the entire team?

The following page can help you open conversations and clear up misunderstandings or a lack of
communication. It will also highlight what needs to be done going forward to achieve preferred
documentation and operational excellence.

The 18 Drivers listed on the following page and subheadings under each one are what we’ll be
looking at during business planning down the road. The overall goal is to give business owners and
key people the opportunity to think about what is called for under each Driver from a “best practice”
perspective and develop a documented process surrounding each one. Use this sheet as a
springboard for uncovering the three bullet points above.

EXAMPLE: Suppose the Driver under discussion is “Customer Satisfaction”. Bill has given this
Driver high marks, while Joan has marked it as “not completely sure”. During discussion you find out
that Bill is in close contact with customers after delivery of the product, and therefore is a little upset
that Joan has given it low marks.

1. Explain that scores are not a judgement call. For the purposes of team alignment they are
more of a measure of understanding. Bill has a good rapport with customers, but Joan didn’t
realize he was on top of things and knew how customers were feeling.

2.  Butlooking at the attached page, you realize there are several points that should be
systematically thought about, put into a process and documented for what Bill is already
doing. It should then be pointed out to Bill that “Objectives”, “Plan and Process
Documentation”, and a “Matrix” should all be drawn up, and then a plan for communicating
results on a regular basis should be implemented. This solution satisfies both people and
Joan now feels better about “Customer Satisfaction while Bill’s work is recognized. Your
work is to now help Bill document what he’s already doing. This will be noted in the “Next
Steps” list in the report.
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