THE LITTLE
BOOK OF...

WHAT LISSY & HER
TEAM DID AT HOLIDAY
INN GATWICK
A How to Lead eBook from The Leadership Hub theleadershiphub.com

1

The Little Book of...
What Lissy and her team did at Holiday Inn Gatwick
Note from Phil Dourado: The examples of great leadership in
this eBook all come from the IHG Leaders Lounge, the digital
leadership community my team designed, built and ran for
InterContinental Hotels Group for eight years. The community
- a learning network for leadership practice - brought together
1500 leaders from around IHG’s world, to discover, spread and
socialise the best leadership practice within the company. Lissy
Thornquist, featured in this eBook, is one of IHG’s most talented
and high performing General Managers.
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A NEW WAY TO
MAKE MONEY

3

Lissy says:
“Our hotel’s success depends highly on
parking related business. (People stay
one night and leave their car while they
are on holiday or vacation or a business
trip). We “sell” this package two ways.
Either direct (phone or website) and via
3rd parties. Problem is we have to pay
25-30% commission to the 3rd party
companies. I arranged a brain storming
session to gain ideas to drive direct business. One idea was to give the guests a
key ring with our booking details, when
they come back to pick up their car.
“This idea came from looking outside the
hotels’ industry - in this case the supermarket company Tesco, which gives their
membership number on it.

Our initial key ring idea evolved to
a membership club. In two years
we have signed up more than 8000
members and increased the direct
bookings from 32 to 54%.”

Note: Lissy’s initiative was then
rolled out nationwide in the UK after
being featured in the community.
It was tried, developed and
proved across all corners of IHG
– corporate and operations. Lissy
wasn’t afraid to look outside her own
sector for answers.
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RED CARD,
YELLOW CARD
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Lissy Thornquist borrows from
soccer with this ‘yellow card, red
card’ motivational system that makes
discipline - getting the big important
things done - fun.
“I showed them the “Eat that Frog”
video the other day. At the morning and
afternoon meeting we all declare our Frog
of the day. The day after, we check and
whoever hasn’t completed their task gets
a yellow card. After two yellow cards we
get a red card. The person who gets a
red card will be given an additional “Frog”
to eat the following day. People that
complete all tasks in a week get a green
card they can use to “sell” a red card.
It’s the same procedure for not meeting
deadlines. And all of it is recorded in a
league table.

All the Frogs are also recorded in a
diary so after some time I will be able
to go back and see what task each
of the team doesn’t like doing and
hopefully be able to free them from
that part of their job or find a way to
make it more enjoyable. I am ashamed
to admit that I was the first to receive a
red card.
PS We have so much fun and laugh at
our meetings, even a contractor who
is working in the hotel at the moment
commented about what a Buzz he can
feel...”
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USE ‘FUN’
TO GET THE BEST
FROM PEOPLE
7

Lissy says:
“We have several “fun” ways of supporting our colleagues in changing/
improving behaviours.
The most popular is our Disney dwarfs. We are using Grumpy, Happy,
Dopey, Sleepy and Doc. Grumpy is awarded to a colleague if they turn
up to work “grumpy”, Happy to a bubbly happy colleague, Dopey if one is
doing something silly or daft, Sleepy if they are late and Doc is awarded
for people making “bad” excuses. The “award” has to be displayed in
the colleague’s work place for the day.”
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LEAD BY
CONSTANTLY
ASKING
QUESTIONS
9

“I have a prime example of how important
it is consistently questioning what we are
doing and ask questions.
Friday I had one of my regular meetings
with one of our teams. This time it was
the maintenance team who also are in
charge of managing our 600+ long term
car park.
I asked them what their biggest obstacle
was. They said that it was that they had to
wait hours for the car keys every morning
and due to that they were not able to
move cars from the short term car park to
the long term, and as result of that, there
was no spaces for the arriving conference
delegates.

To make sense of it I have to explain
the system. When the guest arrives
they will give in their car keys with the
details of the car registration number,
when they return to pick up the car
etc. This information is entered into
an arrivals/departure list, allowing us
to manage the number of cars in our
long term car park. This is done by the
front office and nights team inbetween
check in’s and check out’s. As we are
extremely busy, running at 99% occ.,
with check in and check out 24/7 they
frequently fall behind entering the
keys.

10

My immediate reply was that going
forward the front office team would have
to make the registration after the guys
had moved the cars, it might sound like a
small thing, but we are talking about +100
cars a day, and +100 upset conference
delegates.

Whilst talking to the Front Office and
Maintenance Managers, both of them
explaining why my solution would not
work, I realised that we have a document
that holds exactly the same information
as the car key ticket and that the front
office team would be able to use this to
do the registration. For more than 3
years we have being stressing out the
Front Office Team, the car park jockeys
and our guests for no reason.”

Learning point:
Get your people to
constantly question
everything to uncover
what needs improving.
Then change it.
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THE OOPS AWARD
LEARNING FROM
MISTAKES
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“We have a monthly “Oops” Award.
Example in June: the award is going
to one of our night porters (unless
somebody beats him in the next couple of
days, hopefully not).
The colleague did the right thing – he
made sure that the conference room he
was setting up for a company arriving the
next day, was spotless – no used flipchart
paper etc. Only problem was that nobody
had told him that the trainer from the
company had requested access to the
room earlier in the evening, as he wanted
to ensure that everything was ready for
the next day.

To say he was less than impressed
when the next morning he found a
spotless refreshed conference room
is an understatement. Our colleague
was understandably devastated, but in
fact he had helped us identify a huge
shortfall in our communication.
The certificate our colleague received,
accompanied by £10 vouchers, will
state that he did the right thing and
thank him for helping us identify a
shortfall in communication.”
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INNOVATION AND
MISTAKES

14

A great quote from the 3M founder,
William M. McKnight, submitted to The
Lounge (the IHG Leadership community)
by Lissy:
“As our business grows, it becomes
increasingly necessary to delegate
responsibility and to encourage men and
women to exercise their initiative. This
requires considerable tolerance.
Those men and women to whom we
delegate authority and responsibility, if
they are good people, are going to want to
do their job in their own way.
Mistakes will be made. But if a person is
essentially right, the mistakes he or she
makes are not as serious in the long run
as the mistakes management will make

if it undertakes to tell those in authority
exactly how they must do their jobs.
Management that is destructively
critical when mistakes are made kills
initiative. And it’s essential that we
have many people with initiative if we
are to continue to grow.”

I was a m
A profita

istake.

ble one.
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EVERYONE’S
A CEO

16

All employees at Holiday Inn Gatwick
received a folder called ‘The 90 Days
Challenge’. In the folder it says:
“We ALL have something we are
especially good at. When we have
identified your speciality you will be
promoted to CEO of this task.”

The folder explains our Core Purpose,
how the Wheel works and the Winning
Ways (IHG’s method of spreading
their values through the organisation).
Under each Winning Way, there is a
challenge. ‘What have I done to show
I am living our Winning Ways?’ with
space for the employee to fill in.
Under each of the four quadrants
of the Wheel there are then eight
challenges per quadrant, with the aim
being to win ‘Gold’ by completing each
challenge eg under Our People four of
the challenges are:
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• Gather minimum five positive colleague feedback
cards
• Complete your departmental training
• Provide minimum one idea/suggestion as to how we
can improve our workplace
At the end of the 90 Day Challenge, the employee fills in a
section of the folder headed:
“I am CEO of...”
Source: Lissy Thornquist, who now has 103 CEOs on her team (at time of writing)
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RETHINK
‘FAILURE’
19

Lissy says: Something I just read in John
C. Maxwell’s book “Failing Forward”
Why do some people skyrocket while
others plummet?
Maxwell argues that the difference between average people and achieving
people is their perception of and response
to failure.

“There is no doubt in my
mind (Maxwell’s) that there
are many ways to be a
winner, but there is really
only one way to be a loser
and this is to fail and not look
beyond failure. How people
see failure and deal with it
– whether they possess the
ability to look beyond it and
keep achieving – impacts
every aspect of their lives.”
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Failing Backward vs Failing Forward
• Blaming others - Taking Responsibility
• Repeating the same mistake - Learning from each mistake
• Expecting never to fail again - Knowing failure is a part of progress
• Accepting tradition blindly - Challenging outdated assumptions
• Being limited by mistakes - Taking new risks
• Thinking I am a failure - Believing something didn’t work
• Quitting - Persevering
I love this: “We are all failures – at least, all the best of us are.”
- J. M. Barrie
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GIVE YOUR TEAM
THE POWER

22

“On check in, as the last thing, all our
guests are given a small card. “This is a
message from our General Manager. I
would like to welcome you to the Holiday
Inn Gatwick Airport. I hope you will enjoy
your stay with us. Unfortunately, there are
a few times where things do not go as
planned. I trust my team to resolve any
issue during my absence. However, if you
experience any problem that you feel has
not been resolved to your satisfaction,
please do not hesitate to contact me
on my mobile __________ (Lissy’s mobile
number in here) Kind Regards Lissy
Thornquist General Manager”
“Besides being able to sort the problem
out there and then it also has the benefit
that the teams are stepping up, as they
want to avoid the guests contacting me.

And on an even more positive note, I
get calls from satisfied customers as
well.”
A Lounge member (a member of the
digital leadership community that we
built and ran for IHG, that is) asked
how many late night calls she gets.
Lissy replied:
”I have only had one or two late calls
and a few VERY early morning calls.
However it is important to note that
all my colleagues are empowered to
do whatever it takes to ensure that our
guests leaves “happy”. We also have a
“Never say NO” policy, meaning that, if
they are unable to fulfil a guest request
or fix a problem, they have to come up
with an alternative.”
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SERVANT
LEADERSHIP

24

The Leadership Hub’s founder, Phil
Dourado, writes:
“Lissy practises something called ‘Servant
Leadership’ which I am a great fan of
and which research (The Harvard Service
Profit Chain or Value Chain) shows
delivers great business results.

Servant leadership is based on an
‘upside down pyramid’ or upside down
hierarchy - we all support and serve
the front line in doing their jobs. As a
result, they serve in a way that creates
guest love. It’s a perfect match to the
upside down triangle that we use to
illustrate everything IHG does.”

More on Servant Leadership here:
http://en.wikipedia.org/wiki/Servant_
Leadership
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HOW TO
CREATE
A POSITIVE
ATMOSPHERE
26

Lissy says:
From the book Learn Like A Leader, by
Marshall Goldsmith:
“In the book - Nancy J. Adler (Ph.D, the
Chair on Management at the Desautels
Faculty of Management, McGill University,
in Montreal, Canada), mentioned that
a friend of hers had challenged her to
notice three positive things that happened
to her each day of the week. According
to this she began to notice the positive
coincidences that were constantly arriving
in her life.

I thought it was such a nice idea focusing on the positive - so I have
bought small note books for all
the team to write down their three
positives. We then ‘declare’ them at
our morning and afternoon meeting,
briefings and ‘handovers’.
In the beginning it was all work related
but we have changed it so we have two
work and one private. Not only does
it create a positive atmosphere in the
hotel - we also learn a lot about each
other.
It is cheap and childish - but it works
:-)”
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FRIDAY FUN
AND CELEBRATE
SERVICE WEEK
28

In answer to a leadership peer from inside IHG: “What
are you doing for Celebrate Service Week?”
“Every Friday we have Friday Fun, 15 to 20 minutes where we do
something weird, crazy golf, kite flying, football etc. In Celebrate
Service Week we will do it daily. We will also have morning and
afternoon tea trolley service for the team. The Managers will go
around the hotel and serve tea, coffee, ice cream and whatever else
they come up with, to their colleagues. On Saturday we will have a
Family day with games and activities for the kids BBQ etc.”
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THE GREEN
TABASCO
AWARD
30

Lissy says:
In his book ‘Creating Magic’ former Disney
Executive Vice President Lee Cockerell
describes how he overcame resistance
to change and encouraged innovation in
Walt Disney World Resort.
“Having to introduce a major
organizational change I knew would be
met with stiff resistance, I decided to give
a speech on the topic. I needed to reach
both their hearts and minds with the
message.

But while working on the script, I hit
a dead end. I just could not think
of a powerful way to convince my
managers that breaking the mold was
necessary.
“Frustrated, I went home that night
looking forward to my favourite meal,
Priscilla’s magnificent meat loaf, with
mashed potatoes, fresh Brussels
sprouts and a generous splash of
Tabasco sauce to spice things up a
little. The family tradition for twenty
five years, the meal was guaranteed to
raise my spirits.
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“But when I sat down at the table, I
immediately saw that something had
changed. The Tabasco sauce was there
all right, but it wasn’t red. It was green. I
had never even heard of green Tabasco
sauce. I wanted good old trusty red
Tabasco sauce. But Priscilla thought we
should give it a try. I didn’t want to, but
she held firm, so I put a couple of drops
of the weird looking stuff on a corner of
my meat loaf and took a bite. And guess
what? It was fantastic.

“A phrase flashed in my head like a
neon sign: “People like change until
it shows up at their doorstep”. Now I
knew exactly what I would say in the
most important speech of my career.
“When the time came, I stepped to the
microphone and slammed the two
bottles of Tabasco sauce, one red and
one green, onto the podium. I said
“Can you imagine the reaction at the
company when someone suggested
they should produce green Tabasco?
Red Tabasco had been the only
Tabasco for over one hundred and
twenty five years”
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“I then told the audience how I had
resisted the green variety myself, only
to become a faithful convert thanks to
Priscilla’s determination. Now I added, we
use both colours in our house. And we
weren’t the only ones, the company was
selling an awful lot of both kinds”.
Lissy adds: Stealing with pride (from Lee
Cockerell) we have now introduced the
Green Tabasco Award, which we present
to people who demonstrate the courage
to try new ways of doing things. We
simply write the name on the bottle of
green Tabasco sauce and precede it with
some comments about how his or her
innovation has improved our business.
The award is a symbol of positive change
and innovation.”

Comment
“As always Lissy takes an idea
that is great and makes it her
own. Way to set the bar. This
is part of why your people love
you so much (customers and
employees).”
June 27 2011, A peer within IHG
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ONE FREE WAY TO
‘WOW’ GUESTS
34

“Some time ago I read in a book about a
petrol / gas station company that wanted
to improve their customer service. When
they analysed the current performance,
there was a petrol station that really
“stuck out”. They found out that one of
the reasons, actually the main reason for
the outstanding performance was that
that the team at the particular station
were able to identify if it was a first time
customer or a customer who had been
there before, in which case they were able
to remember the customer’s name. Head
Office sent somebody to the station to
find out why these people were so much
better remembering names than the other
100,000 employees in the other stations.

It turned out that one of the team had
come up with a brilliant idea which had
been implemented.
When a car turned up at the station
the team member would take the customer’s name from the credit card and
use it (nothing new in that). However
here is the brilliance – they would then
write the name on a piece of tape and
stick it on the inside of the gas tank lid
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Every time a car turned up the team
member would open the lid and check for
the name – if no tape/name they knew
that it was a new customer – if the name
was there they would use it as soon as
they approached the customer.
What does that have to do with hotels?
We cannot stick tape on the forehead of
our customers?
We have tweaked the idea a little and
are now using it on our “Park, Stay & Go”
customers (approx 40% of all our guests)
the majority are parking their cars when
they fly out on holiday.

When the guest checks in the car
we attach a ticket to the key with the
guest name etc. As the receptionists
go through the process they ask the
guest where they are going for their
holiday. As soon the guest leaves
the desk, the receptionist writes the
holiday destination on the ticket. When
the guests returns to pick up their cars
the receptionist that hands back the
key asks “ How was your holiday in
Egypt?”.
As you can imagine the guests are
amazed that we, 15-20 days later can
remember where they went for holiday.
NO COST AT ALL.”
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AND ONE VERY
CHEAP WAY TO
WOW GUESTS
37

We “stole” another idea from a petrol/gas
station. The last thing the employee at the
station would do was ask the customer
if they would like a fresh litter bag. We
are now offering the same to our guests
when they pick up their car keys. Not only
is it different to what our competitors
are doing, it also means that we have
a lot less litter dumped in the car park.
MIMIMAL COST.”

Another GM added:
“Lissy, I love your ideas, this one
reminds me of The Simple Truths
of Service and the story of “Johnny
the Bagger”. Anyone can make a
difference, sometimes the simpler the
better.”
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ONE DEGREE
FROM GOOD TO
GREAT
39

Lissy says:
“I love this video and use it a lot e.g. We
are in line to make £598K in revenue
for November - miles above last year
and our budget, (double digit growth on
both). Despite this great achievement
I am pushing for the £600K mark. We
forecast to do £6.9 mill revenue full year
- the target is now £7 mill and 99 pence.
I find the extra degree is very useful as a
total team ‘target’ but for individuals and
departments I use a different approach:

could push this or that a bit more, I
keep telling them that they are doing a
fantastic job and they are fantastic and
that we are a Dream Team. It makes
their confidence grow and we are
achieving better results.”

Even if I know that they are capable of
achieving higher scores in audits, test
calls, ADR or occupancy etc., that we
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BEWARE OF
RACING THROUGH
YOUR ‘TO DOS’ IN
15-MINUTE
CHUNKS
41

Lissy says:
“I read this in a book called “Sticky
Wisdom”:
“Bar coding time is the great management
disabler, and we’re all guilty of it to a
greater or lesser extent. It involves the
habit of managing as many things as you
can in a day, working in hourly chunks
(sometime even smaller) without ever
really having time to focus on one project
with any real intensity. What we do is
slice the working day into as many slivers
of the time as possible and use them to
cover as many tasks as we can.

You can imagine looking at a busy
manager’s diary and seeing a bar code!
Bar coding time kills creativity. You
may feel fantastic because you have
managed to keep so many balls in
the air, but creativity requires more, it
needs a passion for the subject. Lots
of short meetings mean you have to
fall in love with your task all over again
every time you come back to it.” I think
it makes sense and it explains why my
ideas always appear outside work.
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HOW TO DO
FEEDBACK TO
DEVELOP PEOPLE
AND YOURSELF
CONTINUOUSLY!
43

I have a system I have used for some
of my team members in 2010 and it is
working so well that we are going to roll it
out in the entire hotel for 2011. It is based
on a mixture of two books by Marshall
Goldsmith.

In the book ‘What Got You Here Won’t
Get You There’, Marshall Goldsmith
highlights 20 habits that hold people
back or that in the worst scenario can
jeopardise their carriers. I have made
cards with all 20 habits and with a
short explanation of what it ‘looks’ like.
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Example: Winning too much:
The need to win at all cost
and in all situations – when it
matters, when it doesn’t, and
when it’s totally beside the
point.”

I will start with mentioning a couple of
my bad habits and my colleague is then
asked to identify which he/she thinks
they are guilty of. I or their Manager will
‘score’ them as well and in a subsequent
meeting we will compare our ‘lists’.
(The interesting thing is that the majority
of people think they are guilty of more
bad habits than they actually are so in
the meeting you will probably be able to
eliminate 2 or 3 bad habits which make
the person feel a lot better.)
When we have agreed on the items we
need to work on we then put together a
list of questions, one or two for each of
the habits or other issues that have been
identified. I or another ‘Coach’ will then
ask the colleague these questions daily.
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Example: How many times
have you spoken when you
were angry today? 2 Have you
withheld information today?
3 How many people have you
praised today? 4 How much
time did you spend in your
office today? 5 How many
times have you punished the
messenger today? (This is
one of mine :-) )

The results are recorded in an Excel
spreadsheet to track progress. Each
question has to be answered with a yes,
no, or a number. One rule: No negative
feedback. No matter what the other
person has done, we say nothing that
might produce guilt.
On the other hand, we make positive
comments to reinforce success. The
Daily questions process is from Marshall
Goldsmith’s book, MOJO Not only does it
make the process less painful, it actually
makes it fun and it makes you think
before you say “No, But or However”. :-)
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BOOK RECOMMENDATION FROM LISSY:

“Your team will never
perform at the highest
possible level if the
members of the team
don’t exhibit genuine
care and concern for
one another”.
47

Lissy says:
“I would love to say that I know everything
about every single member of my team,
but I don’t, at least not to a degree that is
described in the book or what is required
to call it a “Family” as described in
Robert’s entry in The Lounge.
I shared my learning with my LT and
they are all excited about it so we have
agreed to start the journey by collecting
birthdays and anniversary data for all our
colleagues, family members so we can
celebrate together. Another change we
have implemented is that all meetings
and briefings start with each participant
sharing something - positive or negative
information.

(We used to do positives only, however
negatives can be even more important
to share).
We have also started posting “get well
soon” messages on FaceBook if one of
our colleagues is poorly.”

“Thanks Lissy, this is a great
reminder to invest time in finding
out about friends, family and
colleagues, at a much deep-er
level to develop a strong bond..
Keep these books coming ! :) t”
- Tracy Robbins, then EVP Global
HR and Group Board Member
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USE
SERIOUS
PLAY
49

Lissy read about a company that had a
‘greenhouse’ where people went to think
about new ideas. It’s hard to think of new
ways of doing things when you are in
the middle of the existing ways of doing
things. Lissy and her colleagues then built
this ‘Green room’ in the staff canteen,
where employees are encouraged to go
and ‘play’ and think of new and better
ways of doing things. They are asked in
their first 90 days to come up with at least
one idea for how to improve the guest
experience - for ‘back of house’ people
that refers to internal customers. Yes, it’s
like a play-house. Coming up with new
and better ways of doing things is ‘serious
play’.
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How was the content of this eBook created?
From one of our peer learning communities that we run inside
organisations.
This eBook is an example of how the leadership conversations
in the communities - peers helping each other - surface great
leadership practice from all corners of your organisation.
We then package that - into this little book in this example - and
share it across the community.
So that great practices spread across your group of leaders.
If this might work in your organisation, contact us at
phildourado@theleadershiphub.com
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