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skills.” When Steve left in 1997, Julia
covered his responsibilifies until Heidi
was hired.

In late 1957, Matt left ia pursue
an internship for his MBA. Dick and
Julia spent two to three months inter-
viewing candidates to find someane
wha would represent LFI well o its
clients and whose skills and person-
ality fit with their own. In September
1998, LF| hired Dave to assist Julic
with sales. Dave fielded inquiries from
potential clients and worked with ex-
isting clients 1o sell programs to their
ather depariments. Selling involved a
needs anclysis, recommending a se-
iution, and writing @ proposal. He
recalied ihat his jab wasn’t that nar-
row: “There was a line in my job de-
scripfion that read, ‘Lots of other stuff
as necessary,”” an expectatian held
of all LF! emplayees. This included
brainstorming sessians fo tweak exist
ing programs or develap new anes.
“One of the best results of my ex-
perlence was that | realized | had
o creafive side that, unfil then, had
been untapped.” He fried two ideas:
marketing LFl of a trade show and
offering an incentive program far he-
tel managers who referred business,
neither of which paid off. He char
acterized the decision to experiment
as reflective of LFI's culture—"If you
had an idea and felt strongly about
something then yau had leeway to
try it. If you made o mistcke, it was
not the end of the world. | didn’t
think ! could keep making mistakes,
but trying new things was the only
way we were going fo grow, and
the only way | was going to grow
professionally.” He saw that as one
reason why Dick was careful about
hiring: “He's the kind of person who

thinks the quality and characteristics
of people cre just as impartant as
the exact skill set they bring to the
table.”

Revenues daubled from 1999 to
2000, clthough LFl's infrastructure
was litfle changed. Heidi left that
year to hike the Appalachian Trail.
One of the facilitaters, Chris, han-
died iogistics unfil Heather was hired
as the logistics program manager.
Business boomed and Julia warked
sixty to eighty hours every week not
counting fravel to client sites. Her
wark ethic was legendary among
LFI's employees and facilitators. She
scid, “The year 2000 itself was the
most ridiculaus year af my life; it was
just insane.” Dick suggested they hire
a manage:r so Julic could focus on
Total Team Performance Solutions™
cansulting, which she now preferred
over LFI’s other programs. Dick did
mast of the interviewing that resulted
in, Allison’s being hired, albeit more
an chemistry and raw falent than ex-
perlence in the industry. Dick consid-
ered her “a brilliani woman and very
talented in so many ways and a great
quclitaiive kind of persan.” Though
she was hired 1o be the managing
directar she “had only a generadl
idea of what that meant—nothing in
writing ... it was nebuious.” Allisan
took on responsibility for bookkesp-
ing, client invoices, management af
the physical location and staff, and
the day-to-day operatians of the LFi.

Allison also expected to gen-
erate revenues, but the learning
curve for selling LFl's unique training

programs was steep. Dave noted
that # couid take a while, especially
when coming from a different indus-
fry: It required actually going fo the
programs and seeing them cnd un-
derstanding haw they benefited the
client organizatians so you could sell
them.” Allison agreed, “There was so
much confent ta learn ... early on
it was a lot of watching Julia and
lisiening and trying fa really get up
to speed on the programs so | cauld
mcke clieni calls and write propas-
als. There really wasn't any archive
of information 1o access that would
give me all the stuff I'd need to know
to say confidently to a corparate cli-
eni, ‘here’s what we can offer, here's
what it looks like, and here’s what
it's gaing ta feel like.” Given the
exigencies of a busy office with few
fulltime warkers, Allison was soon
fielding client calls and trying 1a fig:
ure it out as she went along.

As the “logistics guru,” Heather
ensured that all program details were
attended fo in @ fimely manner once
the cccount executive selected a
pragram and facilitator. She taiiored
her help to meet the facilitaiars” in-
dividua! needs and preferences. She
developed forms to track information
and rudimentary operational systems
to imprave program scheduling and
delivery. She recruited, hired and
trained support staff ta aid these
facilitators onssite. Allisan and Jul
mentored her, pushing Heather 103
gain more knowledge by aiding th
facilitators onssite. “li got fo the pain
where Allison said to me, ‘Do you,

Make cclls? Try menaging @n,
counte’ | could have done anyth _
lt was up to me to say Mo, | woll
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to try those things, or I'd like to do
these things.’ | could do anything
as long as my original job was be-
ing done.” Though the core never
changed, Heather's job loaked «
litle different with each project. In
2000, she dealt with approximately
a dozen programs; in later years
necrly all of iFI's programs were
highly customized. Heather stated:

Alfter the tech crash, my jab be-
came more complicated. No two
programs looked the same; eve-
rything was taifored. Even our
stock programs were customized.
it added ¢ ton of work for me.
By 2004, my job involved so
much because of customization
that ! definitely felt there needed
to be two of me. There were two
levels to my work. One was the
printing and shopping and organ-
izing. Those were my days where
| could take a mental breck; |
could wear my jeans and sit on
the fioor. There was another leve!
of coordination, dealing with the
client facilities and support staff.
And then there were the days |
was at the programs—sometimes
there were three or four pragrams
going on in a week and ! would
send one off but | wouldnt get
to go to it because } was going
to another program. One of the
things we were remiss about s
that | couldnt be at every pro-
gram fa get all the feedback, be-
cause you learn something from
each debrief.

Heather's learning came prima-
rily from Jufia end Allison; she and
Dick didnt have a close relationship.
He confinued to work out of his other

office and go in once a week for the
campany meeting. Fram Heather's
view, "l didn’t know Dick as well
as | did Julia and Allison: he wasn't
arourd as much as they. They were
in my daily life.”

Even though he wasn't onsite
much, Dick felt a strong connection
to LFl and its employees. He occa-
sionally indicated to them that he
“desired to capture the tfacit knowl-
edge that each person had built
through their experience on the job.”
However, it was not “in his nature”
to sit down and document his job
and procedures; therefore he never
pushed others to do so either. At
times he would comment that LFI
needed to document a procedure so
that the next time they wauld have
o checklist of what to do. "It wasn't
that we didn’t want to do it, but other
things were always higher priority,
like dedling with clients or getting «
new project,”

in 2002, Dave decided to move
west, and LFi did not replace him,
By then, Julia was focused on LFI's
top-level operational issues and her
clients. Allison fielded incoming calls
from potential clients and managed
daily operations. Julia said, “Though
I wos sod to see Dave go, | knew
that [his salary] would be better allo-
cated elsewhere. We needed some-
one selling more aggressively.”

The firm was doing well but
needed ta maintain scles. Up to that
poirt, most employees stayed with
LFl for two to five years. Turnover
averaged one employee a year. Dick
and Julic remained and provided sto-
bility as new people came aboard

and others left {refer to Appendix 3
for LFI's employee tenure).

Signs of major changes ap-
peared of the end of 2003. [Fi had
to develop relationships with new
facilitators, as its primary external
facilifator was unavailable while
she had her second child, In De-
cember, Allisan also announced she
was pregnant. A few months Iater,
Heather found out she had been ac-
cepted into a degree program that
started in the fail of 2004 so she
picnned to leave LF! that summer.
For Julia, the year 2004 would be
her tenth anniversary, and she spoke
with renewed interest about leaving
to start her own company and work-
ing for LF! only on a contract besis,

And around this time, Dick un-
derwent a fransformation and en-
gaged in a lot of personal reflection
as a result of his father's death. Al-
lison observed that, “Dick did o lot
of soul searching and concluded
that he needed to have ¢ drastically
different role within LFI. He told us
that he and the company were in a
transition phase, but it was unciear
what that meant.” He didn’t mention
he had thought about increasing his
involvement on-site.

Dick reflected, “1 did ¢ lot
of thinking, and had a lot of con-
versations with people outside [Fi
who had very rich points of view. |
reached out fo seven different high
leve! executives and consultants,
some in this industry, some in re.
lated businesses, and some whose
opinion | just respect.” One of these
individuals was Dick’s longtime
friend, Court, who reviewed profit
and loss statements, asked questions
about LF¥s structure, assessed how
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things were run and the challenges
Dick faced. After helping Dick think
through all these, Court pointed out
that the future of the company and
wheo should be hired were decisions
that were ultimately Dick’s responsi-
bility to make—but they ali hinged
on what Dick wanted the scope and
facus of his own role to be and how
he wanted to struciure the company.

The outcomes of these conversa-
tions had not been shared with the

employees. According to Allison,:

in ecrly 2004 “lulia, Heather, and
| were frying fo create a plan that
would allow us ta phase out and not
disrupt the company. We were defi-
nitely struggling with who we should
hire and what they would be respan-
sible for ... there was a fair amount
of confusian about whether or nat we
were looking to recreate the model
that already existed [hire new people
to take on the existing roles] or we
were breaking that model and start
ing all over again.” Their canversa-
tions revolved around what the skil
sets of new hires should laok like and
whether jab descriptions reflected not
just responsibilities but the LF's cul-
ture, too. .
They focused first an replacing
Heather. Allisan explained, “There
always nesds to be a pragram man-
ager and it was prefty clear what
the program manager needed ta do.
And regardless of what happened
with the direction of the company,
that jab was preity clear.” They de-
bated filiing the “Heather of 2000”
role or the “Heather of 2004” role,
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the laiter reflecting the more complex
job that had developed around her
skills and interests as well as the
additiona| tosks she had become
responsible for aver the four years.
Her job in 2004 was “meatier” than
what it was in 2000, so it required
a more experienced person, thus a
higher salary. Allison and Heather in-
ferviewed candidates, many young,
recent graduates with the skill level
of Heather when she was initially
hired. They were good with logis-
tics and excited fo shop, pack, and
coordingte program materials, Some
interviewees were a closer match for
the “Heather of 2004” role. Hecther
observed that the process was inter-
esting, “because we described the
job and company, and then said,
‘but nothing is going to look like
this when you cre here. And here
we are, ftwo people interviewing you
who, by the way, waon't be here
when you are here.””

By May 2004, LFl had hired
no replacements. Julia had left in
April and the stress was increas-
ing. Allison’s due date approached,
and she was expected to leave by
July. Heather would go to school
in August. As Allison contemplated
the situation, “! had a clear idea of
what my job description was and
what role needed to be filled. | cre-
ated a long list of all the tasks that
needed to be attended to for the
general aperations of LFl, ranging
from client relationships, IT, market-
ing, finances, office management—
a very long spreadsheet, incredibly

1.72005 Industry Report,” Training Magazine, (December 2005], 14-28.

detailed—and regardless of who
does i, this stuff needs fo get done.”

Yet while Heather and Allison
sought their replacements, Dick con-
tinued to work on o new company
vision and his role within it. The deci-
sions thai would come out of the new
vision would influence the roles that
LFl needed and the responsibilities
assigned to each. He even consid-
ered different business models, such
as doing away with all employees
and instead using a Web site to
broker matches between clients and
autside facilitators.

One thing was clear, though—
if he kept the firm, he would do so
without other investors. This selffund-
ing fimitation meant a fixed budget
for salaries and benefits. If revenues

remained the same, LFl could support.

four employees in addition to Dick.
Although he always held the finan-
cial risks as an owner, his role in the
firm had been limited o only those
tasks that he wanted to do—mostly
the creative work and handling the
larger client accounts. He hadn't
overseen the daily operatians. “If
the computers broke, somebody else
dealt with it. ¥ there was a bunch
of stuff to load into a truck, | wasn't
there.” Dick naw had a decision fo
make. Thinking through all this was
taking fime, though, and there wasn't
much of that left. julia was gone and
the only other two employess would
be out the daor sooner rather than
later. Dick realized i was fime to
decide the future of LF! and his job

as well.
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