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DEDICATED TO

The leaders in organizations everywhere and the people they serve. May we find alignment in our individual and collective journeys.





FOREWORD

BY BOB LOUDERMILK

Entrepreneur and Marketing Strategist

When I first met Clark Ingram at a business networking function, his career history caught my attention. He described himself as a finance guy that got thrown into the human resources arena by the CEO, in an emergency effort to reduce employee turnover.

During our initial visit, Clark told me about three companies that had hired him to implement the systems he had created. His track record was impressive. At each company, he was successful in dramatically reducing their turnover while increasing profits.

Clark went on to tell me about the business he planned to launch to help more organizations take better care of their most valuable resourcepeople.

Several months went by in which I had no contact with Clark. Then one day, while I was enjoying lunch at one of my favorite spots, Clark happened to walk in. (While I use the word happened, Clark later explained why he believed our meeting that day was providential rather than happenstance. But thats a story for another book!)

After a brief exchange of the usual pleasantries, I asked Clark a direct question. Whats keeping you from getting your business successfully launched? Without a moment of hesitation, he explained his problem in one short sentence. Im horrible at marketing.

The 15 minutes that I expected to spend in casual conversation turned into over an hour of insightful discussion. Clark talked about his dreams and goals for his business, why he was launching People Profits, and what he wanted to accomplish. As we finished up our visit and walked toward the parking lot, he casually mentioned, Please take a look at my website when you have a spare moment. And by the way, let me know if you would be interested in taking over my marketing.

A few weeks passed. Even though I was busy with other projects, my mind kept going back to the conversation with Clark. One morning, with a little time on my hands, I opened his website and started digesting some of the information. The more I read, the more I became intrigued and thought to myself, This guy knows his stuff, but very few know him. It dawned on me how much value Clark could bring to a huge number of organizations once they got wind of his work. The possibilities were exciting. And, like a typical entrepreneur and marketing strategist, I started formulating plans.

Clark and I continued to meet regularly over the next several months. I made it a priority to learn as much as possible about his business philosophy and the systems he had created. I also got a glimpse into his character and his passion for serving others.

The deeper I went, the more I was convinced: Clark Ingram will radically transform the lives of numerous leaders and organizations once they implement what he has already proven to work!

I am very proud to recommend this book to every leader interested in making their organization one of the very best when it comes to people. Implementing these principles will bring powerful, profitable results. Expect to experience more clarity, less frustration, a better-than-ever recruiting system, and a culture of fully engaged people.
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INTRODUCTION

The Day I Met The Monster

When I was a small child I had the opportunity to live in Japan. While I was there, my brother and I spent hours watching sumo wrestling and innumerable King Kong and Godzilla movies. One of the bad guys in the films is a monster by the name of Ghidorahhe has one body but three terrifying heads. If you attack one of his heads the other two will chew on you.

As time passed, I received my bachelors degree in finance. I like numbers. My career started and I ended up working in the finance department of an international industrial services company. I had worked on several projects for the CEO with good results. I had shown the ability to figure things outeven when I didnt know a lot about the topic going into the project.

One day the CEO asked me to come into his office for coffee. He asked me what I thought were the three biggest issues facing our company. I said that was easy. The backbone of our organization was our senior technicians, and we were losing them faster than we could replace them. Secondly, we were not recruiting successfully because we had high turnover, and everybody knew it. Lastly, due to our high turnover and our inability to recruit, our skills gap was going out of sight. With the organization trending toward failure, we knew we had to do something, and we had to do it fast!

The CEO asked me to look into it. I reminded him, Wes, Im a finance guy, not human resources. He quickly replied, That might be a good thing.

My charge was to fix the issues Id identified. I felt like David going into the valley to meet the giant Goliaththe problems were so overwhelming. Where do I start? Which problem do I attack first? What are the root causes? How do we fix them?

What I came to learn during my journey is that the three problems of employee turnoverturnover, inability to recruitchronically open positions, and a skills gapare directly interconnected. We did not have three separate problems. We had one monster problem with three heads. My old friend Ghidorah was back! He was trashing our greatest asset. He was firmly in control, and we were bleeding out.

Everybody agreed on the symptoms, and there was one solution everyone seemed eager to implementgive an across-the-board pay raise. This was not financially feasible for the company, and I would later learnto my great surprisethat it would have had absolutely no effect on the root causes. With 20-20 hindsight, I now realize that the very people who were recommending the raise were actually feeding the monster!

The goal of my book is to help everyone fight the monster that is trashing their greatest asset. Turnover, the inability to recruit the people we need, and a widening skills gap are huge problems globally. The good news is that the monster can be killed. I have done it many times in many industries and will detail the overall process for you in the chapters ahead.

As a finance guy, I brought my world of numbers to a world of relationships. I applied fundamental business and continuous improvement concepts to the issues. I also learned what works, and why current conventional wisdom fails at times to provide the results we want and need.
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ARE YOU MANAGING YOUR GREATEST ASSET OR IS IT MANAGING YOU?

There is a three-headed monster chewing on your greatest asset. The monster is creating chaos, using deception and distraction to damage you, your organization, and your people.

When I first ventured onto the battlefield, I had no clue that the monster even existed. But he introduced himself soon after I arrived, and he easily won the first few rounds. As the fight wore on, I began to learn some things about this ferocious beast. Implementing the strategies that I have recorded in this book, the monster eventually lost his grip on our organization and our people.

Allow me to be your guide as I share how the fight started, what I learned about the monster, and what finally brought about his death in those companies where I have worked.

To get started, lets take a look at your greatest assetyour people.

Simply put, if you are not proactively managing your greatest asset and getting the results you want, then your greatest asset is managing you. If your people are managing you, then they are not your greatest assetyou are THEIR greatest asset.

All labor laws, whether federal or state, are a low bar. The much higher bar is that of good employersthe collective practices that good employers have and do not violate. As you go through this book, you will see multiple examples of these practices. Most of them cost little to nothing.

The cost of good employer practices is much less than the cost of constantly replacing your people.1 They are the mindsets, values, and standards that good employers have. Good employers focus on things of substance, not the flavor of the month. Things of substance include integrity and sincerity when they relate to their employees. Employers need to triple down on these issues. Most employees dont care about Ping-Pong tables, food trucks, and other engagement activities. In my experience, flavors of the month are expensive, time consuming, and do not yield results.

So, lets focus on those things I have found that yield the results we need. By giving us the results we need, the return on investments (ROIs) for these practices are off the chart. Lets start with a review of a key word that I used above, proactively. I see a lot of organizations fighting fires, running on the recruiting treadmill, onboarding as fast as they can, and then doing it all again when they have the inevitable turnover.

If you are like many of the company leaders I have worked for or consulted with, you probably feel like you spend a lot of time, money, and effort on your people. And you may be questioning the ROI for all that you do.

There are so many other things you would rather spend your time on

The monster is the obstacle between your greatest asset as it is today and what you want it to be. You want to build your business, grow revenues, and expand into new geographic or sales areas. You dream of spending more time with your family and friends and enjoying your hobbies. You have personal goals that you want to pursue but keep putting off because you dont have time. You feel boxed in, with no way out and no room to maneuver.

A recent survey shared in Fortune magazine states that workforce management is the biggest issue that CEOs worry about.2 They worry, but they dont see real sustainable solutions to the problems they fight every day.3 

All organizations have strategies and plans for most of their functional areas such as marketing, sales, finance, and operations. However, when you ask for their written human capital strategy and plan, they have nothing to offer. Almost always the response is we try to hire the best people.

When I was first thrown into people management many years ago, the company I worked for had 50+ offices scattered all over the country and thousands of highly skilled technicians. Having no cohesive people strategies or plans, we were a classic example of a firefighting, reactive organization. Not surprisingly, our main symptom was high employee turnover, which was bleeding us out and threatening the very survival of our business. I was trying frantically to get my arms around what was going on.

On one particular morning, as I sipped my coffee on my commute to work, it dawned on me what was happening. We had a litany of symptoms because the monster was chewing on several parts of our organization. Our compensation plan was not well understood and was not motivating our employees. We did not know how to recruit qualified people or even why people worked for us. We had never developed a cohesive, well-thought-out, value-based compensation plan. Instead, we followed the outdated method of merely paying for time served.

We had received many complaints from our technicians as they left to work elsewhere regarding how their compensation did not match their value. But we had no clue how to make that better. We invested heavily in training our techs to be highly skilled, but there was little coordination between the training department and operations. The result was that we were training our competition!

We had no workforce plan or coordination between our offices regarding our work crews, which made us unbelievably inefficient. When we looked at cross-training our techs, we learned that they could retain the skills necessary to perform three separate service lines. This led to our ability to respond to our customers while keeping our techs busy. Both our customers and our techs loved it!

The point here is that solutions are organizationally specific. What works in one company may not work at the next. Cookie-cutter approaches do not work, but they are encouraged by conventional wisdom.

I cannot overemphasize the importance of this mindset. What works at one organization may or may not work at your organization. The goals, values, demographics, and many other elements are different at every organization.





	You need to gain control of your workforce.

	Meeting the standard of a good employer is a stretch.

	Talent optimization is the number one worry of the C-suite.

	Your strategies, plans, and processes must be organizationally specific.
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