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When I joined what is now Dr Pepper Snapple Group, it was an evolving company that had grown through numerous acquisitions and changes in ownership. Years later, in 2008, when the company separated from our UK-based parent company, we knew it was an opportunity to seize the moment and begin to build a new culture as an independent, publicly traded beverage industry leader.

For more than 100 years, our company has created beloved brands earning legions of fans. That rich legacy is a point of pride for us and has enabled us to invest in research and development to become the flavor leader, with many of our top brands in the #1 or #2 position in their flavor categories. Fan favorites like Dr Pepper, Snapple, Mott’s, 7UP, Sunkist, A&W, Hawaiian Punch and Canada Dry are all part of our robust portfolio.
And now, we’re actively investing in our people. At a time when some companies are scaling back on employee training and learning and development, DPS is engaging and aligning our 19,000 employees through a company-wide Call to ACTION program. A multi-year series of people initiatives, Call to ACTION captures our vision, key areas of business focus and the ACTION behaviors expected of every member of DPS, which include:

•      Accountable

•      Customer Centric

•      Transparent and Honest

•      Inspecting what We Expect

•      Owning Our Decisions

•      No Blame Fixing

Call to ACTION has since become our rallying cry – we are incorporating the concept of taking action into many of our initiatives, including ACTION Nation, our corporate philanthropy program. Employees now know that action means something different at DPS – it means making a difference in their own lives, in the communities where they live and work and in the lives of customers and consumers.
We developed the Call to ACTION program and accompanying workshops with all of our employees in mind – our goal is to ensure every employee has the opportunity to participate. This is no small task for a company that primarily consists of thousands of line employees working on the plant floor in more than 200 locations throughout North America. Knowing the majority of our employees are taking time away from the production line, we’re focused on making the best use of their time and enabling them to return to work and take immediate action. 

The Call to ACTION workshop is a series of four modules that encourages cross-organizational conversation and collaboration. “A” is indeed for “accountability” – we encourage our employees to be accountable for the actions they commit to focusing on and to work together as one team committed to a common goal. Each participant develops individual actions that he or she can take to positively impact our business priorities and demonstrate the action behaviors. The workshops help participants:

· Understand and leverage DPS’ unique business model
· Identify how and where value is added to the business
· Identify how individual actions impact the ability of others to create and deliver value
· Better understand the ACTION behaviors and business priorities

· Commit to specific team actions to contribute to those priorities

· Engage in open and candid conversation and constructive feedback
These behaviors and priorities have been consistently communicated to all employees, and incentives are in place to recognize those who display these ACTION behaviors in their daily jobs.

JUST IN TIME & JUST RIGHT
Without question, driving business performance to best-in-class levels calls for greater capabilities across the organization. Unless we equip our people with the skills to perform at higher levels, we’re likely to witness enthusiastic incompetence - people who know what needs to be done and want to do it, but lack the skills and the tools to do so.

Our online training tool, DPS Campus, which launched in 2009, furthers our Call to ACTION program and ensures our employees can perform at those higher levels. The Campus provides access to 350 courses to more than 2,700 users who have completed more than 42,000 training sessions. Through DPS Campus, we are building capabilities including dynamic routing, lean Six Sigma and revenue and margin management. Capabilities that will enable us to continue building and retaining our competitive advantage.

Recognizing our vast geography and the speed at which we must develop new programs, DPS Campus has become a highly effective and efficient training tool because it provides learning opportunities that are “just enough, just in time and just right.”

To further build skills and align people behind major initiatives, we created “huddle sessions,” which are manager-led workshops conducted on location in small groups. These sessions focus on our upcoming initiatives. The sessions will begin with education to demystify the concepts like revenue margin management through DPS Campus videos and group work. Teams will then identify specific opportunities to reach local goals and finally, build tactical plans to deliver against those opportunities. The output is a common and repeatable process that improves execution and effectiveness. It also provides an opportunity for managers to have more involvement in the development of their employees while enhancing their leadership skills. The last thing we want to do is to implement a program that feels too “corporate” and doesn’t provide managers with a sense of ownership. 
RESULTS

Employees at all levels are helping us continue to evolve the program and the investment is paying off. In a 2009 survey of our supervisory and management employees, we achieved a 92% level of engagement – a score comparable to that of the very best companies in the U.S. There’s no doubt that our people believe in the direction of the business, and their engagement continues to grow as we deliver strong results. 

Over a 12-month period, we conducted more than 450 full-day workshops at 76 locations with 7,000 employees. After the workshops, every participant not only understands our expected behaviors and business priorities, but has also identified and committed to specific actions to contribute to these priorities. 

BEYOND THE CALL

Throughout the launch of this initiative, we’ve learned a lot and we continue to update and expand the program to reflect new insights. We’ve revamped our rewards and recognition program to showcase employees who display the action behaviors in their daily jobs - an important synergy to keep Call to ACTION top of mind. We also continue to seek employee input on how to make the program even better and more relevant to their experience at DPS.
The rallying cry of our Call to ACTION is truly creating new ways of working, engaging and aligning. We are continuing to build a culture that emphasizes and rewards real action. As one team committed to a common goal - competing effectively to win – we are united unlike any other time in our history. 
SIDEBAR: HOW YOUR EMPLOYEES CAN BE ACTION HEROES

· Set realistic goals that can be achieved as one committed team

· Empower your managers to take ownership of key initiatives

· Create synergies with other efforts to keep your program top of mind

· Reward employees who exhibit the behaviors your organization values

· Realize it takes time to build a new culture; take time to celebrate milestones along the way

