Transition Activities for a New Manager

Internal Process Improvement 

· Re-established service request process for documenting and prioritizing client discretionary requests.

· Established ongoing status and prioritization meetings with clients for all major active applications.

· Set up weekly status meetings between Director and Project Managers for all active projects.

· Set up status reporting process to maintain visibility with our clients about the overall state of work from our group. 

· Started collecting metrics on how we are fulfilling service requests, including the number of requests opened and closed each month.

Workload Management

· Worked with major clients to ensure we understand the work they want us to do and the timeframe. This ensures we will be able to provide the level of work they expected from us when they budgeted funding for our group.

· Started high-level time tracking so that we can manage the amount of work being spent on behalf of the divisions, and validate that we are supporting them at the right level.

· Changed management hierarchy on projects to report to Director instead of Team Leaders.

· Established Access workload database as the common repository to hold all discretionary and project work for the department.

· Established workload planning process to ensure that staff is assigned to highest priority work over the next 60 days.

· Established process of planning out major projects over a six-month window to help ensure resources are available when needed.

· Calculated an internal chargeback rate to ensure that we know the cost per hour of effort and can allocate correctly back to the Divisions.

Resource Management

· Took inventory of all clients and servers used by the group.

· Upgraded and consolidated client/server environment to allow us to do our jobs efficiently.

· Cleaned out and purged all open offices in the group. Placed the items worth keeping into the lab.

· Ordered hardware upgrades necessary to get everyone equipment to the right level for them to perform their job efficiently.

· Took hardware inventory of all our desktop equipment.

· Updated the Microsoft Universal Subscription Library and assigned new library central contact and checkout procedures.

· Created space for the Applications Computer Lab, as a place where we can do testing and maintain a common library of software, books and magazines.

People Management

· Began flextime work hours for those interested as an initiative to reduce turnover.

· Began telecommuting program as an initiative to reduce turnover.

· Increase our focus on ‘fun’ training by looking for opportunities for senior staff members to attend user conferences and seminars (‘mini sabbatical’).

· Review Process

· Created department mission, strategy, goals and objectives.

· Created examples of how to roll down departmental objectives to personal objectives.

· Established quarterly review process to provide more timely feedback on performance and do a more frequent check on development plans, morale, career plans, etc.

Future

· Set up a ‘sandbox’ in the lab for playing with software without putting it on the production network.

· Monthly lunch and learn opportunities for training

· Quarterly department staff meetings combining business and team building activities.

· Performed mid-year compensation adjustments to try to bring group salaries up to marketplace.

· Introduced concept of 360-review feedback, looking for formal performance feedback from managers, peers and subordinates.

· Received consultant input to validate our application architecture around the data warehouse and CRM.
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