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	Quotes That Inspire
"GOOD INTENTIONS ARE USELESS UNTIL THEY ARE EXPRESSED IN APPROPRIATE ACTION
Good intentions may be an appropriate starting point for achievement, but they will go nowhere unless you follow through with action. Many people confuse intentions with achievement; after all, it is the idea that is most important, they reason. In reality, the most mediocre idea acted upon is far more valuable than a flash of genius that resides only in your mind. Developing the habit of action may be difficult at first, but the more you practice it, the easier it becomes.
Join today or learn more about the Napoleon Hill Foundation at http://www.naphill.org.
NAPOLEON HILL Yesterday and Today

101 Ways to have a Great Day at Work by Stephanie Goddad Davidson 
  
" To belittle is to be little" Anonymous

Feedback takes two - When you feel you must give someone constructive feedback , remember to ask the person his or her opinion on the situation first. The next step is to point out where you both have similar positions on the subject. Only then give one or two suggestions that were not pointed out by the person, if any. And, remember to balance your constructive feedback with some positive feedback as well. 


Common Employer Mistakes in Employee Screenings:

Not requesting a Trace Report on individuals when doing employment screening. The Trace Report ( a.k.a. Person Search or Social Security Trace) is a very revealing and inexpensive report. It can help identify names and addresses that an applicant or employee has not revealed to you on the application. And, it can help the Consumer Reporting Agency, who is providing screening reports to you, more accurately determine if the individual on whom you have requested a report is the same individual with adverse information in the report that will be delivered to you.   







	
[bookmark: _GoBack]This free eNewsletter is brought to you by Randisi & Associates, Inc.  Periodically, we'll bring you news and ideas to help you in your business life. If you wish to unsubscribe at any time, please reply to this message with Unsubscribe in the subject line.
We are about providing advice from the REAL WORLD that demonstrate successful tactics to thrive and survive. This month has two great examples of firms walking the walk! 
1. It is very enjoyable to provide this summary of a company that has a no nonsense approach to competing and winning in our economy. Think you need lots of rules and regulations and policies to be successful? Think again after reading this article "Tough Love at Netflix". 
1. Think a "zero-tolerance" policy regarding illegal drug users in your workforce is the best way to deal with illegal drug users? Finally, a firm that provides some hard statistics that shows a different approach makes much more business sense.  
Information in this newsletter is not intended as legal advice. Please consult legal counsel before taking any actions. 
I hope you find this month's newsletter beneficial.
Jim Randisi
410.494.0232

Tough Love at Netflix  
[bookmark: 437]The movie rental company minimizes policies but demands high performance. 
Summary of an article by Robert J. Grossman, a contributing editor of HR Magazine, is a lawyer and a professor of management studies at Marist College in Poughkeepsie, N.Y. 
Netflix has a controversial tough love approach to human capital management. It features a culture governed by few rules and zero tolerance for poor or average performers. Workers earn top-of-market pay but no bonuses or long-term incentives, and they are responsible for their own development. "It’s not the Bible; it’s just our documentation of what’s working for us," Patricia J. McCord, chief talent officer and one of the architects of the company, says of the approach.
Still, it’s hard to argue with success. If it works for Netflix, will it work for you? 
Today, the company delivers movies by mail and video streaming. At the end of 2009, it had 12.2 million subscribers, and revenue for the year reached $1.67 billion. Netflix recruiters have added staff at a rate of more than 20 percent annually. The company has 1,644 employees, about 500 of whom are salaried professionals. 
HR Professionals Leading 
At Netflix, HR professionals serve on the top management team, and McCord and Allison Hopkins, vice president for human resources, set the tone. 
"Most HR people derive their influence through knowledge of rules and regulations," Hopkins says. "Our power comes from influence, from the roles we play in helping the business succeed." 
McCord and Hopkins have recruited staff for the 33-person HR team carefully. "They have to demonstrate interest in and knowledge of our business," Hopkins says. "If they say they solve problems by making a policy, they’re not for us. If they say, ‘I talk to people and look for ways to solve it that will help the business,’ we’re interested." 
Building the Core 
When the business started to click, the challenges and required skill sets began to evolve. " I realized we had the wrong people," McCord admits. They were "still good at what they do. But we weren’t doing that anymore. So, I had to get comfortable with turnover; I had to get used to saying goodbye."
The dot-com bubble burst in 2001, the business faltered. By October 2001, he had laid off a third of the workforce. 
Then, unexpectedly, by Christmas business was surging as the dismal economic climate became an advantage. People were staying home, "and rentals were taking off," McCord says. 
McCord began to rethink her plan to double the employee base to keep pace with revenue growth. "Maybe I don’t need more employees," she recalls thinking. "Maybe I need fewer but better." Attracting them—in a competitive market—was the challenge. 
Let Freedom Reign
Hastings and McCord recognized that elite talent in the Silicon Valley could pick and choose where they worked. What else could Netflix do to recruit? The key to differentiation, they concluded, was to deliver a culture that attracted people who identified with and understood the business, who yearned for a flexible work environment with few constraints, and who—more than anything—wanted to be rubbing elbows with the best talent. 
At Netflix’s modern headquarters in Los Gatos, Calif., the atmosphere is serious but informal. 
Decision-making is transparent, metrics are shared, and strategy and objectives are disseminated through regular meetings and instant messaging. 
There is no policy that tracks vacation time. 
The advantages of trusting people to manage their time are clear, McCord says: "We focus on what people get done, not how many hours or days they worked." 
Employees appreciate the freedom provided by the policy void. "If you hire the right people, it works well," says Walter Stokes, director of information technology operations. "I’ve never had an issue with someone taking advantage of it."
The "creative employee we compete for thrives on freedom," Hastings says. "We’re more focused on the absence of procedure—managing through talented people rather than a rule book." But the dearth of rules does not mean that it’s a free-for-all environment: The few rules are reviewed by counsel and are "in compliance with federal laws," Hastings says. "We try to manage by strong ethics; we’re strong on fairness and equity."
For Adults Only
New hires at Netflix typically have seven to 15 years of experience. "They’re accomplished deliverers," McCord says. "
 And you need to be drawn to the business: Netflix’s ranks overflow with film aficionados. People who are not interested in "the context" of the business need not apply. 
Hiring is the HR priority. McCord heads an internal "boutique" search firm tasked with attracting talent. No one is offered a job until Hopkins or McCord has interviewed the individual and given her blessing. They spend two to three hours each workday interviewing candidates. 
In other companies, Hopkins says, "policies are written for the lowest common denominator. Here, we don’t have to do that. You don’t have to write things down. When someone does something wrong, we tell them it was wrong. After that, either they get it or they’re out."  
Playing Hardball
With freedom comes responsibility and accountability. "We’re more like a professional sports team," McCord says. "Satisfaction comes from the work, not from the cookies." 
"We are a performance culture based on intellectual prowess," Hastings says. "If someone is not extraordinary, we let them go." Based on personal observations, he says the payoff from an extraordinary performer vs. an average one in creative fields is tenfold. 
Leaders are unwavering in their quest for quality and results. If even one person is assessed as mediocre or average during the annual review process but permitted to continue working at Netflix, the elite aura surrounding the workforce will be compromised. Loyalty to people not producing or facing minor setbacks or personal distractions is tolerated, but not for long.
Hopkins says "Too often, really good workers are frustrated at having to work with others who they perceive as average or worse performers. When we ask people why they chose us, they tell us it’s not for the money. It’s the other stuff. [It’s] ‘the places we worked didn’t fire people they should have fired.’ "
Saying Goodbye
Voluntary employee turnover at Netflix is low. When it comes to terminations, managers follow two rules:
1. No surprises. Employees must know where they stand. Annual 360-degree reviews provide "direct and honest feedback," Stokes says. "When they’re done right, they’re better than top-down evaluations." McCord says the number of people who fail the keeper test annually from among the ranks of the 500 salaried professionals is often in double digits. These individuals are ushered out.
1. No-fault divorces. Wherever possible, an amicable departure is engineered. "We want them to keep their dignity," McCord says. "In many companies, once I want you to leave, my job is to prove you’re incompetent. I have to give you all the documentation and fire you for poor performance. It can take months. Here, I write a check. We exchange severance for a release.  
The line manager delivers the news with coaching from HR professionals. "We don’t coddle; it’s not about asking how does someone feel," Hopkins says. "Usually, people find new jobs quickly." To date, no one who has been terminated has sued. 
Develop Thyself
Training, professional development and career planning are off Netflix officials’ radars. Hastings insists that courses, mentor assignments and job rotations are rarely effective. 
Formal training, except where mandated by law, is not offered. Hastings and HR leaders conclude that most training materials are not useful. 
Have-It-Your-Way Pay
Netflix does not pay bonuses or offer long-term incentives, but it does pay salaries at the top of the market. Each year, salaries are adjusted by answering three questions: 
1. What could this person get elsewhere? 
1. What would we pay for a replacement? 
1. What would we pay to keep this person if he or she had a more lucrative offer elsewhere?
Once a salary is established, each individual has the option of taking it in cash or a combination of cash and stock options. Options vest immediately and have the cash equivalent of approximately half the market price. 
Netflix salaries are based on market conditions but not on company performance—a practice shareholders could find vexing if the company experiences a downturn. Hastings says the no-bonus policy does not deter applicants, and he points out that employees who take compensation in stock options will only benefit if the stock price goes up. 
A Better Way?
What types of companies can benefit from Netflix’s laissez-faire approach? If your business depends on creativity—say, advertising or software development—freedom and flexibility would be primary drivers of success. If you’re measured primarily by efficiency, like at UPS, Boeing or NASA, more structure and rules will be appropriate. "This culture would apply to any business whose primary risks are lack of creativity," Hastings says. "On the other hand, if lack of efficiency is the primary risk, a more rules-oriented culture may be preferable." 

Case Study from First Advantage - The Value of a Successful Back on Track Program - 

The following is a summary of a case study published by First Advantage presenting how a retailer that had strong beliefs in the concept of rehabilitation and a drug-free and safe workplace successfully accomplished both with significant cost savings.

http://firstadvantagecorp.com/Post-Hire/Back-on-Track/

With more than 200,000 employees, one of the nation’s largest retailers reached out to First Advantage for a comprehensive substance abuse assessment and monitoring program.  

After the retailer instituted their substance abuse program, which included pre-employment, random, for-cause and follow-up testing, they decided to add First Advantage’s Back on Track program to offer long-term employees the opportunity to sign a “Last Chance Agreement” (LCA) rather than be terminated for a positive drug and/or alcohol test or for self-identifying a substance abuse problem. While the retailer has strong beliefs in the concept of rehabilitation, they are determined to maintain a drug-free and safe workplace. 
The Program 

When an employee has a positive drug test result or self-identifies to a company representative, they are asked to sign a “Last Chance Agreement” or be terminated. If the LCA is signed, the First Advantage program takes over beginning with a series of employee communications, referral to a qualified mental health professional knowledgeable in addictions for a substance abuse assessment, and a level-of-care recommendation with resources provided. 
Strict compliance with the recommendations is required, including a post-program evaluation. Based on successful program completion and reassessment, the employee is provided a ‘Readiness to Return to Work’ letter and is required to keep in daily contact with First Advantage for notification of random testing.  
The employee is then required to comply with random testing over the next four years. All aspects of the program are monitored, and employees may be reported as non-compliant for not completing tasks in a timely manner or due to a second positive test. 
The Results 

Since program inception, 2,460 of the retailer’s employees have participated in the Back on Track program and 1,056 employees have successfully completed it. By retaining these employees rather than recruiting and training new workers, the organization has saved more than $8.4 million over just three years. 
Program results also reveal that the successful completion rate is increasing year over year. 
Summary 

The financial and employer good-will gains are considerable. Over the last few years, the retailer did not have to spend the time and effort to hire and train 1,056 new employees. In addition, the rehabilitation of this employee group has had an impact on health care costs, as unidentified substance abuse problems can cause a considerable increase in health care expenses*. 
There is also a benefit to the community in which these employees live, as this employer has given experienced employees with substance abuse problems the chance to get back on track and remain employed. The rehabilitated employees can continue to be productive members of society and not a strain on community resources. 
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