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Great leaders must work
hard to create cultures
BY SHEILA KLOEFKORN
Contributing writer

A growing number of executives today
are realizing that follow-through and
building a problem-solving environment can see tremendous benefits. In
fact, some leaders even say the strategy can change an entire company
and how they do their work on a daily basis.

Where do you begin?
To foster a company-wide, problemsolving culture, managers must first
and foremost serve as mentors and
cultural leaders, developing the systems and atmosphere that support and
encourage team members at all levels
to problem solve efficiently and more
effectively.
So instead of always
being the go-to person when your staff
members encounter a challenge, why
not be a leader who
empowers them
to solve it on their
own? Rather than
allow employees to
leave another problem
on your plate, try giving
them the resources to solve it
on their own.
Embracing a problemsolving work culture
By applying the following three tips,
you can create a work culture that not
only promotes delegating more than
simply basic tasks, but one that inspires
your team members to be active participants in your organization’s problemsolving process:
It starts at the top. The best leaders
show trust in the relationship, create
an environment for problem solving,
make sure the outcomes are clear, and
support diverse views that help the
company reach its objectives. Our primary job as leaders is to reinforce the
company vision, values, culture and
outcomes. Employees on the front lines
are most often in the best position to
deliver on those values and culture.
Make it clear that you expect employees to problem solve on their own and
give them clear direction about where,
when and with whom they are responsible for problem solving. Modeling what that looks like
for new employees can
also be very helpful.
The most productive and engaged
employees need

to feel empowered
to solve problems
and that their solutions
will be heard. It might feel
like losing control but the great
thing about empowering others is that many times it actually creates better, faster and more
effective solutions and it frees you up to
focus on larger issues.
Encourage suggested solutions
when team members point out problems. While trusting your staff to solve
problems on their own is a major step
forward, it is also important to follow
up with a clear message that if they
bring problems or complaints to your
attention, they should always bring at
least one suggested solution.
This process reinforces ownership, accountability, strategic thinking and results
over blame, excuses or
denial. It completely
changes the mindset
of the conversation.
With this approach,
they will not only
have an easier time
Kloefkorn
making the transition to solving problems autonomously, but
they also will appreciate
how capable they actually are
of solving issues on their own.
Show them they can get the job done
(even without you). As leaders, one of
the most effective methods we can use
to encourage employees to reach their
full potential is by empowering them
to not only see that they can come up
with feasible solutions to problems,
but also to support them in successfully implementing their ideas. With
this approach, you can impart a sense
of confidence in your employees that
they can manage on their own, without
having to call upon leadership to figure
out the next step.

Some final thoughts
As today’s organizations continue to
shift from the rigid hierarchical management of yesterday to a more open,
collaborative model, the time is now
that leaders can no longer assume
that they “alone” can address the daily
problems their organization faces.
Great leaders work to create a company culture where delegation goes
beyond simply handing out tasks, to
providing and cultivating opportunities for team members to “take the
lead.”
Sheila Kloefkorn is the president &
CEO of KEO Marketing Inc.
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JDA SOFTWARE GROUP INC.

BRYAN BOYLAN, chief human resources officer and executive vice president
JDA Software Group Inc. has seen several big mergers
and has grown substantially, but the Scottsdale company wanted to do something about the way it was
providing reviews for its employees.
JDA, led by CEO Bal Dail, aims to provide global
supply chain solutions for more than 4,000 customers worldwide. But it faced a tough challenge.
It has more than 4,300 global employees with hundreds working out of the
corporate office in the Valley, and it
had no consistent way to provide
employee evaluations.
In 2014, the company enacted a performance management re-design that moved
away from a traditional midyear and annual performance
review and toward a continuous feedback process and global
talent review — specifically a global
talent calibration that reviewed all
4,300 associates.
This review process previously was only
used for the top executives and managers. But the
company sought a change, and it did the process for
thousands of people in 30 days. It worked successfully for 2015, which was the second year the program
was run.
Bryan Boylan, the company’s chief human resources officer and executive vice president, said the second
year allowed them to ensure all of the reviews were

f

consistent across the world.
“JDA’s talent review process has been completely
modified to ensure the entire organization is aligned
on the performance and potential of each and every
associate,” he said.
The system works by allowing managers across
departmental lines to provide feedback to
employees, meaning that everyone is on

have objective discussions about our employees’ performance and potential, as well as a sincere desire to
provide employees with the feedback and roadmap
necessary to grow their careers with JDA.”
The program is unique because it is cross functional and there is departmental contribution to the process. That means managers in other departments can
recognize talent across the organization.
“Typically, the talent-management process in other companies that I have worked
for stops and starts with the employee and
“JDA’s talent review process has
his or her manager, Boylan said. “The process at JDA involves the entire ecosystem in
been completely modified to
the company. It truly does take a village to
ensure the entire organization
develop an employee, and that is precisely
is aligned on the performance
what we are doing at JDA.”
In 2015, the company went out to managand potential of each and
ers to see what they liked. They found that
every associate.”
70 percent of managers agreed that participating in the program was valuable to help
recognize talent, and that the company was
the same page in providing similar feed- able to achieve more accurate distribution of merit and
back to employees. It also ensures that multi- bonus pay to employees.
ple managers can recognize talented employees within
This type of program makes it clear to employees
the organization, Boylan said.
and applicants alike that JDA is committed to investing
That has benefits not just for managers, but for in their career development and growth, Boylan said.
employees, Boylan said.
The company believes that as the rate of change and
“This opens up additional career growth opportu- the skill level required of employees in the workplace
nities for all of JDA’s employees,” he said. “The pro- is ever increasing, the talent management program at
cess works because there is commitment at every level JDA is a clear differentiator when it comes to attractin the organization to provide the time necessary to ing and retaining the best and the brightest.

SECOND PLACE f

PHOENIX CHILDREN’S HOSPITAL
BOB MEYER, CEO

Phoenix Children’s Hospital always is striving to reach new heights in terms of care
for patients and recognizing employees.
As one of the largest children’s hospitals in the country and overseen by CEO
Bob Meyer, PCH has used during the past
decade an employee opinion survey to
research what needs to be done to
achieve greater success.
The hospital’s program is
called PERC, the Positive Employee Relations Council,
and comprises a group of
employees who bring issues
within the hospital to the
attention of administration
officials. Employees apply to
be a member through PCH’s human resources department, where
they’re interviewed and selected. There
are 15 members on the council, and onethird are replaced annually to ensure new
perspectives.
Some ideas developed by the council
include a formal communication policy,
an improved annual performance review

process with a simplified form based on
employee feedback and a focus on management accountability.
The hospital also created and implemented an employee-recognition program that regularly awards employees
up to $550 for their positive contributions based on supervisor nominations. Additionally, it developed
an employee-assistance fund
designed to help employees experiencing a financial
hardship. About 70 employees have been helped
through the program.
PCH encourages staff to
use its break rooms and the
hospital’s rooftop garden to
decompress during a work
period. In addition to resting, the
hospital offers a comprehensive
wellness program that encourages employees to stay fit with incentives provided for employees
to participate in group activities.

f
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G&A PARTNERS

AARON CALL, vice president of operations
G&A Partners is a licensed professional
employer organization that has grown
into a comprehensive human resource
outsourcing and administrative services
provider.
While its headquarters are based in
Houston, G&A has additional offices in
other Texas cities, as well as Arizona,
Utah and Minnesota. Vice President of Operations Aaron Call
oversees a large portion of
the 183 local employees in
Utah and Arizona.
Not only has G&A grown
its human resource services
and geographical reach, it
has increased its client base.
G&A’s Professional Employer Organization division employs
more than 20,000 people in more
than 20 states, and the human resources division provides support to another 46,000 employees.
G&A’s approach to wellness is
more than increasing physical ac-

tivity and eating more vegetables. To assist its employees in staying healthy, the
company implemented monthly wellness
challenges with the goal of paying attention to every dimension of wellness: physical, social, environmental, intellectual,
occupational and emotional.
Each month, employees are given a handout on a chosen topic.
They have a challenge tracker
to log progress in the monthly
challenge.
The concept is for people
to take small steps that will
help them change lifestyle
behaviors over the long term.
As well as creating these
challenges, the company offers gym and Costco membership
reimbursements to support these longterm lifestyle changes. Additionally, G&A
Partners also offers health coaching to all
employees where they can meet with a
certified personal trainer and nutritionist
who can educate, motivate, aid in goal
setting and encourage accountability.
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INTERNATIONAL CRUISE & EXCURSIONS INC.
JOHN ROWLEY, CEO

International Cruise & Excursions Inc. has implemented several strategies in the past year to help better focus
its workforce and implement strategies for employee
engagement.
ICE co-founder, president and CEO
John Rowley oversees more than 1,200
employees in the Scottsdale and Phoenix call centers and corporate office.
In 2014, ICE created its first
employee engagement survey
to engage employees and create positive internal change. The
effort was undertaken because as
ICE continued to grow it became
more difficult to get an accurate
reading on what employees felt
about the company.
As a result, the human resources
department partnered with the marketing department and created a branded campaign called “Raise Your Voice” that featured a rock-n-roll
theme to encourage participation.
ICE brought in a third-party vendor to go over the

results, and worked to ensure employees understood the
surveys were confidential and sought to build trust to get
the most candid and accurate responses from its workforce, a prime goal of the project.
Upon completion, the results were branded
as “VoICE” to convey the company’s commitment to hearing from employees.
Two action groups were formed to
help implement the recommendations. One group was comprised of
senior leaders and HR called the
VoICE EmpAct Committee to monitor and drive initiatives, Another
set of employee focus groups by
department called the VoICE Committees allowed employees to work
through items and bring forward other ideas.
The company said based on two years’
of responses, ICE implemented “Executive Facetime,” a gathering open to all employees and featuring a
company executive taking feedback. It also implemented “ThinkTanks,” where the company’s vice president of
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human resources leads roundtable discussions on specific topics.
ICE addressed various needs including developing
better communication and implementing fun activities
for employees and their families. In response, quarterly
events are held at places such as CrackerJax, AMF Bowling and Big Surf.
The company is not just dedicated to improved communication. It has worked to keep its employees engaged
in their jobs with recognition of birthdays and anniversaries, holds loyalty and leadership luncheons and spirit
rallies on the third Friday of each month.
In addition the company created several awards such
as the People’s Choice Award, where employees are nominated by their peers, and the Chairman’s Challenge,
where employees are rewarded for innovative suggestions, are aimed at boosting morale.
Additionally, ICE has on-site concierge services such
as dry cleaning, fitness center, salon and spa services,
mobile car wash and detail, discount movies and event
tickets, company merchandise, discounted nutrition system to promote wellness. They also provide car service
and oil change benefits on the premises.

Ryan is setting the
industry gold standard for
workplace innovation.
Guided by our values and an unwavering commitment to client service
excellence, Ryan’s internationally recognized work environment is setting
the industry gold standard for workplace innovation.
At Ryan, your talent is encouraged, your abilities are challenged, and your
expertise is rewarded. Learn more about exciting career opportunities with
Ryan at ryan.com/careers.
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Congratulations and
thank you to our Arizona
employees for leading
the way in providing
the blueprint for the
workplace of the future!
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SECOND PLACE f

RYAN LLC

JON SWEET, principal-in-charge
Ryan LLC sought a way to keep its pulse on
what its employees are thinking.
The global tax services firm is the seventh largest corporate tax practice in the
U.S. It has more than 2,000 employees who
provide services for more than 12,000 clients in more than 40 countries.
Based in Dallas, the company has
a Scottsdale office with a team of
corporate tax advisers. Ryan’s
Principal-in-Charge Jon Sweet
said in terms of human resources, the goal has been to
keep communication flowing.
“At Ryan, we believe an
abundance of opportunities
for communication is critical
for keeping employees motivated, and morale high,” he said.
The company launched a series of systems and programs that together provide
real-time opportunities for recognition and
feedback. The system is called RyanPride
“Our RyanPride platform allows peerto-peer recognition in a social media-style
newsfeed on our intranet,” Sweet said. “Em-

GI

VE

ployees can recognize and give points to
coworkers for their great work, including
for the little things they do on a day-to-day
basis. These points can then be exchanged
for gift cards or thousands of products.”
In 2015, the company added a weekly,
anonymous check-in. Employees click on
five-point scale of emoticons that
range from angry to happy and
excited, with an option for additional (always anonymous)
comments that are shared
with the leadership team.
Ryan also added its RyanMatters reporting and feedback tool last year. Hosted
by a third party, it is designed
help employees communicate
with the company’s leadership,
Sweet said.
This varied, multi-pronged approach works to support the company’s existing open door and town hall
policies, while allowing management
to stay connected in innovative
ways.
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THIRD PLACE f

PENDERGAST ELEMENTARY
SCHOOL DISTRICT
LILY MATOS DEBLIEUX, superintendent

The Pendergast Elementary School District in Phoenix was established in 1885
for a farming community, and it served
about 100 students. Today, the district
covers 20 square miles and provides
an education for the communities
of Phoenix, Glendale and Avondale.
The district serves about
10,000 students from preschool through the eighth
grade. It comprises 12
schools and more than
1,000 employees, led by
Superintendent Lily Matos
DeBlieux.
To promote healthy lifestyles, the district implemented
a wellness and fitness program
during its 2014-15 school year
to educate employees on stress
reduction, encouraging
overall wellness, fitness
and a work-life balance.
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One program implemented was a
free on-site fitness boot camp twice a
week after work hours. Also, its human
resources department partnered with a
benefit provider to create a sleep campaign to encourage better sleep
patterns.
Another program was a
10-week boot camp and
Zumba classes twice a
week. The boot camp consisted of participants being weighed and measured
as the program began.
The success of these programs has led to an increase
in employee satisfaction and
high participation. Each participant of
the boot camp lost an average of 10
pounds and 9 inches. In addition, these
programs have increased morale.
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Make it easy for your employees to unleash their smile power with
Delta Dental. With over 40 years of experience in dental benefits, we
offer the tools, expertise, and exceptional overall value that will help your
employees protect their smile and keep it healthy. Contact your benefits
consultant today. SmilePowerAZ.com
Arizona Dental Insurance Service, Inc. dba Delta Dental of Arizona
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ARROWHEAD HEALTH CENTERS
KEN LEVIN, CEO

Arrowhead Health Centers cares about its people, and
it shows.
The company, founded in 1997 by husband-and-wife
team David Berg and Dr. Janice Johnston, now
employs about 200 people in Arizona. They
are an integrated network of providers
that deliver primary care along with
pain and injury management, diagnostics and rehabilitation.
One of the issues they faced
was the rising cost of insuring
employees, so they decided to
go the self-funded route. While
health care costs have risen substantially around the U.S., Arrowhead has maintained a steady,
predictable level.
“Arrowhead Health Centers offers
the best employee health plan in Phoenix, which includes free health coverage for
every employee and a fully featured private network
with incredible benefits,” said Ken Levin, the company’s CEO. “This unique benefit is available to the entire

staff at Arrowhead Health Centers, including both fulltime and part-time employees as well as their families
starting on day one of their employment. There is zero
cost to employees and their family members for
health care.”
The low-cost, self-funded insurance
is accomplished by partnering with
Redirect Health, which took a strategic look at the relationships with
its own employees, other providers, and even hospitals.
“This has allowed us to become
experts in minimizing waste, inefficiency and health care costs,”
Levin said. “A key focus at AHC is
the triple aim, which is the devotion to the relationship between lower costs, healthier outcomes, and great
customer experience. All three factors
contribute to each other, a focus on this leads
to a more efficient and productive system.”
Free health care is a rarity for American companies. Not only does it make a world of difference for the

employee, but Levin also noted that with a national average of more than $440 for individual insurance with a
similar level of coverage, it saves employees money they
now can put toward their passions, families and futures.
“Not having to pay for incredibly convenient and efficient care is a blessing to our employees,” he said. “Most
people don’t believe how easy it is until they have to
call the 24/7 line to get a prescription for their child’s
earache at two in the morning. In that moment it truly
sinks in that this is a game-changer.”
In part, it gives employees one less thing to worry
about and enables them to be more productive, Levin
said.
“This is just one example of a system we have working
incredibly well for our employees so they can focus on
being helpful and friendly at work and another would
be our story book, which has been created over the past
several years to clearly define every person’s role in the
company, and how it relates to the triple aim,” Levin
said. “Our focus on process and streamlining makes
AHC stand out to potential employees as a place that
allows them to succeed based on very clearly defined
goals and procedures.”
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DIGITAL AIR STRIKE

JOSEPHINE SVENBLAD, vice president of people

CHERYL SHUMATE, associate vice president for human resources
Digital Air Strike is a digital company that
wants to make sure its employees don’t
get overloaded on screen time.
Based in Scottsdale, Digital Air Strike is
a communication company that employs
more than 140 people in Arizona. It provides social media, reputation management, lead response and digital engagement for businesses.
Much of its work is computer based, so employees spend
a great deal of time in front
of a screen. To combat lethargy, screen overload and
general sitting around, the
company has taken action.
Josephine Svendblad, vice
president of people at Digital Air Strike, said the company is taking charge to keep its workers healthy.
“As a social media company,
we are a social group, but also very
tied to our computers,” she said. “Because of this, we’ve created programs that encourage activity

$2,250 and family coverage qualifies for
up to $4,500.
The foundation created a wellness
committee that creates educational
opportunities for employees to make
healthy lifestyle choices as well as provide physical activities.
One of the more unique programs the foundation has is a
dedicated “quiet room” to provide a place for employees to
experience simple silence.
The room was converted
from an existing space and
was given comfortable seating and neutral color.
The room was designed
to provide a place for relaxation and meditation. It is a “no cell
phone” zone as well as a place
where dining and conversations
are avoided. It was created to be a
sanctuary and is a place for people
to relax, reflect and to recharge
themselves.

The Arizona State University Foundation
has been busy working toward finding
philanthropic pursuits for the state’s largest university since 1955.
While searching out ways to advance
giving at ASU, the foundation also has
worked under Cheryl Shumate, associate vice president for human resources, to make sure
its employees are motivated
and the university has the
incentives to attract top talent. Foundation officials believe it is important to have
a variety of incentives to
motivate, retain and reward
employees.
Some of the ways the foundation does so is by tuition reduction for
its employees and immediate family. Another is a health plan as well as a health
reimbursement account for employees
after three years of full-time employment.
This account is fully funded by the foundation. Single employees qualify for up to

and interaction.”
That includes fit desks — ones that include bikes with desks for laptops as well
as bikes that can be checked out for rides
around the Old Town Scottsdale area,
Svendblad said.
“We also have weekly yoga classes, two
ping-pong tables, a ‘chill’ corner in
the office and Wii,” she said.
The company makes a point
of promoting from within and
helping staffers find their
right career.
“We want our employees
to understand that working
at Digital Air Strike is a career,
not just a job,” Svendblad said.
“We provide generous benefits including medical, dental and
vision insurance, as well as partial reimbursement for pet insurance and tuition.
To ease the stress of a high-paced field,
Svendblad said the company has casual
dress, free lunch one Friday per month,
half Fridays during the summer, group hiking and monthly events for the team.
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financing and forecasting. All in one place. All from experts in their fields.
Learn more at srpbizresource.com.
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“Highest Customer Satisfaction with Business Electric Service in the West among Large Utilities”
Salt River Project received the highest numerical score among 13 large utilities in the West in the J.D. Power 2016
Electric Utility Business Customer Satisfaction Study, based on 21,852 responses, and measures the experiences and
perceptions of business customers surveyed March-November 2015. Your experiences may vary. Visit jdpower.com.
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ASHTON TIFFANY LLC
JOHN ASHTON AND MIKE TIFFANY, founders

Ashton Tiffany LLC is at home making sure its clients can properly assess their business risks.
Part of what it is doing internally is making sure
its employees feel welcome and part of the company through a revamping of its human resources practices.
The Phoenix-based risk management firm,
founded in 1995 by John Ashton and
Mike Tiffany, wants to make sure
those coming into the company
not only understand the basics
of the company — from parking
policies to where to find coffee
— but the history as well.
“We want them to feel like
they’re part of that culture
from the very beginning, said
Tiffany, the company’s president. “Our approach blends the
formality of the new hire process
with the true spirit and experience
of working at Ashton Tiffany. When
you’re finished, you’ll know exactly what
you’ve signed up for. And if you’re not excited about
it, we’ve done something wrong.”
Upon being hired, the new employee is welcomed with a lunch so they can meet as many
of their immediate teammates as possible. Then,
upon returning, the new hire is shown his or her
new work space, which has been set up by the IT
and operations teams and includes any tools and

f

resources needed, right down to a personalized
nameplate.
“First impressions are everything,” Tiffany said.
“Although new team members get to know us
somewhat through the interview process, once
you’re here, on-site, that’s when you start forming

Tiffany

“We want
them to know
that they made the
right choice, so, from day one, we
communicate our appreciation of
them, and we get them excited about
the journey they’re taking with us.”
MIKE TIFFANY, Ashton Tiffany LLC

SECOND PLACE f

ALLISON+PARTNERS

DAN ANDREWS, Phoenix vice president of human resources
Allison+Partners, a global communications firm with a major office in Phoenix,
had a challenge many companies face:
keeping its employees productive and
inspired.
Phoenix Vice President for Human
Resources Dan Andrews helped to lead
the San Francisco-based company’s
local office in changing up practices in order to accelerate the
public relations and marketing firm’s growth in the region.
In addition to finding a
way to motivate its employees, Allison+Partners wanted
to recruit and retain the best
possible talent in an environment where employees can thrive
and expand their expertise.
To motivate and keep its staffers happy, Allison+Partners’ human resources
programs range from a month-long
sabbatical after five years of employment, to a new business commission
structure to incentivizing employees.

Ashton

The company also has a mentor
program where employees can find
someone to help them adjust to a new
position, serve as a sounding board and
assist in professional growth.
Allison+Partners offer monthly webinars with experts. Topics include “Presenting Challenges to Your Client” and
“Managing Your Boss.” The company also is supportive of its
employees taking workshops
or attending a conference
for professional development purposes.
Additionally, there is
global exchange program
that allows employees to travel to offices in other countries
to immerse themselves in a new
culture.
Finally, the firm also has a
recognition program honoring
people for entrepreneurship,
enthusiasm and collaboration.

lasting impressions. We want those impressions to
be great, so we involve a lot of people — from the
owners on down — in a personalized experience for
each new hire.”
Ashton Tiffany goes through a selective hiring process, and believes the people it chooses to
employ had many other options.
“We want them to know that they
made the right choice, so, from day
one, we communicate our appreciation of them, and we get
them excited about the journey
they’re taking with us,” Tiffany
said. “People seem to respond
well to that.”
The welcoming atmosphere
also is combined with making
every new member at the company know their opinion matters. About a month after they
start working for the firm, they
meet with the two principals, Tiffany
and Ashton, where they spend time learning about the company and about one another. It is
also an opportunity for the new hire to give feedback, suggestions and recommendations.
The camaraderie at Ashton Tiffany is strong, and
John Ashton adores his company, its employees and
the work they do.
“Having the opportunity to work with Mike Tiffany is a dream come true,” he said.

f

THIRD PLACE f

NATIONAL PEO

ANNE CALDWELL, senior human resources manager
National PEO isn’t as much about the company, but about the 400 other businesses
the human resources consulting firm does
work for throughout the state.
The Scottsdale-based professional employer organization, founded in 1999, provides payroll, worker’s compensation and
employee benefits packages as well as
other services.
National PEO spends time
interviewing its clients and assessing their operations, as
well as looking into team morale and employee productivity to craft unique solutions for
each business. Once they have
all the necessary information,
National PEO identifies challenges
and helps create new protocols
for the company they are advising.
Anne Caldwell, a senior human resource manager at National PEO, has
developed HR solutions specifically for
millennials as the workforce changes
make it critical for business owners to
mesh well with a new generation.

While National PEO helps other companies, it also has developed best practices for
themselves by having strong, open, two-way
communication standards and creating a
collaborative environment and hierarchical
structure among employees and leadership.
Additionally, they have flexible schedules
and telecommuting options, as well
as flexible and personalization of
office hours and seasonal office
hours.
Since its research has
shown
millennials
value
perks that promote a healthy
lifestyle, the company created benefits packages that
include offerings such as employer-funded massages, fitness
classes, dry cleaning and incentive
programs.
Its custom benefits package services
implements a variety of options such as
free gym membership, team outings such
as rock climbing, hiking, and dance lessons
and complimentary in-house yoga and Pilates classes.
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