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Overview - 2002 POP Human Resources

 We want the POP process to be more effectively used by the 
organization.

• Calibrate and rank our GM+ talent across the entire business.
• Provide the Presidents with a mechanism to track key people 

in their organizations.
• Raise the performance bar.
• Better understand the strengths and development 

opportunities for our senior level talent.
• Build succession plans for key positions.
• Develop action plans involving people and/or organization 

and measure progress against those plans.



The Current State of POP

• A yearly exercise
• Grossly underutilized by the organization

Our Intentions

• To make this process a part of our culture at Heinz
• To significantly improve our organization, people, and development processes

Our Approach

Begin by addressing the following issues:

1. The current cap on 264+ positions is making it increasingly difficult for key people to
advance.  This situation, if not changed, will significantly affect our talent pipeline.

2. The current system does not allow the Presidents of our various organizations to track
the key people in their organizations.

3. Historically, we begin but do not effectively complete this process.  We “shelve” the
plan and add to the perception of our not having enough focus on career development.

Human ResourcesSetting the Table



Issue #1 Human Resources

The current cap of 264+ positions is making it increasingly difficult for key people to advance.  
This situation, if not addressed, will significantly affect our talent pipeline.

Our Solution – the “Forced Ranking” Process

• Utilize a “forced ranking” process to evaluate the relative strength of each person in the group
• Comparisons will be made against the following criteria: performance, potential and leadership

Step 1 – Each organization leader is to force rank their own group of 264+ employees.

Additionally, specify individuals whom you consider to be in the “top 10%” of the
entire executive group (100 individuals total).

Step 2 – The Sr. Executive Team will meet to mutually “force rank” the entire group this way -
TOP - 10%

STRONG - 15%

SOLID - 50%

BORDERLINE - 15%
BOTTOM - 10%



This is to be done with primary consideration given to the following criteria:

Positive Indicators Negative Indicators

Performance
* a standing record of sustainable contributions * absent or lack luster contributor
* achieves above-average results * recurring periods of less than satisfactory results
* gets results the “right” way * gets results through inappropriate/questionable

means

Potential
* strong likelihood of reaching executive * “Peter Principle” evident

management level within the next 5-7 years
* multi-functional experience coupled with * limited scope of experience

technical expertise * lacks interest or ability to broaden experience

Leadership
* positive role model to others * is not looked to by others for leadership
* demonstrated results in hiring and developing * track record of unplanned staff turnover

other leaders

These criteria are not listed in any order of preference or importance, but the rationale used in
determining a person’s ranking in either the “top” or “bottom” group should be explainable and
evident on their “dashboard.”

Forced Ranking Human Resources



The current system does not allow the Presidents of our various organizations to track the 
key people in their organizations.

Our Solution – the “Dashboard”

• Create a one-page document (a “dashboard”) to display critical performance and career 
information about key individuals in a “simple and extremely clear” way.

The Presidents will use these to track the key people in their organizations – enabling them to 
pre-empt compensation issues and easily stay abreast of development needs and 
opportunities.

Issue #2 Human Resources



Executive Management  - Dashboard Review     Name/Title:  John Doe, GM – XYZ    Reports To:  Jane Smith 
    Business Unit:  XYZ      Revised Date:  10/01/01 

Individual Profile:: 
� Current Ranking 
 
 
 
 
� Pr. Yr. Ranking 

Band 
 

__top 10%__ 
 

 
 

___Solid___ 

Rank in 
Top 10% 

 
_13 of _15_

 
 

__n/a__ 

Key Business Initiatives/Challenges: 
        Project Name           Project Owner?      Status  
� Borden Acquisition             Yes                  On track for 10/1  
� Build to $500 Million            Yes                  Strat Plan built 
� EBPCS Conversion              No                   Project Owner – Peter Jones 
�  

PMP Data:   
 
� Current Rating 
 
� Prior Year Rating 

 
� Pot. Designation 

 
 

___4___ 
 

___4-___ 
 

_High Potential_ 

 Sustainable Contributions from 2 Prior Years: 
       Category                                    Measurement / Impact 
� Growth                                        Delivered 10% growth in struggling category 
� New Product Introduction        Led successful launch of 2 products in past 12 mos. 
� Acquisition Integration              Appointed leadership role on ___ acquisition team 
� Leader Development                Recruited ‘top of class’ MBA, spring 2000 
�  

Compensation Data: 
� C-Ratio   _101.4%_ 

Year End Base Pay 
 

� Group Rank (2001) 
_90_of _141__ 

 
� 2001  __$123,075__ 
 
 
� 2000  __$117,775__ 
 
 
� 1999  __$108,000__ 

 

 
 
SSP      Tot. Comp. 
 
  
              80 of 141 
  
$10,000   $133,075 

 
 
  $4,875   $122,650 
 

 
  $6,000   $114,000 

 
 

 

Career Path Benchmarks: 
� Education:   MBA , Univ. of Michigan; BS – Marketing, Penn. State Univ.  
� External Position History:   (Company)                (Title)                                      (Tenure) 
                                                    General Mills          Assoc. Brand Mgr.               2 yrs. 0 mos. 
                                                    General Mills         Brand Mgr., Cereals             2 yrs. 4 ms. 
                                                    ConAgra               Sr. Brand Mgr., Meals           2 yrs. 1 mo. 
 
 
 
� Heinz History:                      Heinz FF                Sr. Brand Mgr., Potatoes       1 yr. 3 mos. 

DOH – 09/28/99                  Heinz NA              GM - Meals                            1 yr.  9 mos. 
 
 

Stock Option History: 
      Year           # Granted 
 
� 2001            8000 
� 2000            5000 
� 1999                  0 

Price per Share 
@ Grant      10/01/01  
 
   $42              $45 
   $50              $45 
    na               na 

Present 
Value  

V   /   NV 
  0  / $24000  
_0_ / ___$0_ 
na_/___na_ 

Global Mobility?    There is interest; however, a dual career situation exists. 
 
Any Retention Risks?  None at present. 
(Degree / Response) 

“Natural” Peers: 
           Name 
� William 
� Baxter 
� Morgan 
� Pernot 
� Jacobs 

           Title 
 
VP – Marketing 
GM – Global C&S 
GM – Mkt. Res. 
GM – Bus. Dvlp. 
GM - Seafood 

 Development Track: 
Key positions to hold (timing, sequence, etc.)                   Readiness 
� GM – Business Development                                         Ready now 
� VP – Marketing                                                                12-24 mos. 
� MD (smaller BU)                                                               36-48 mos. 
Mentor / Champion:    John Johnson                                Functional Expert:       Yes  /  No 
                                                                                                Role Model:                 Yes  /  No 

Direct Reports: 
Name 

� Jones 
�  
�  
�  

Included in Ranking 
Title 

Sr. Brand Mgr. 

 
 

Discussion of Skills:  (Comment on Significant Strengths and Development Needs) 
Very technically competent as a marketer in the CPG industry.  No-nonsense style leader 
who has respect of subordinates.  Determined to meet the needs/expectations of the 
customer/consumer.  Has the charge to develop his successor (delegation). 
Completed by: _________________________________________  Date: ____________________ 

 





Forced Ranking Voting Procedure – Top  10% Human Resources

• Using the ballot provided, assign a unique rank order to all candidates 
nominated for the “Top Ten Percent” category.  (Your individual votes will 
not be revealed to the rest of the group)

• Submit ballots for tabulation.

• Ballots will be entered and candidates will be sorted by median rank
(midpoint of all rankings received).

• Voting results will then be projected for all to review and discuss.









Historically, we begin but do not effectively complete this process.  We “shelve” the plan and add 
to the perception of our not having enough focus on career development.

Our Solution – Planning/Execution

• Address “discrepancies” in any particular individual’s “rank” and “level of recognition.”

Specifically, determine what (if any) corrective actions need to be taken.

Category Strategy (Examples)

• “Map” critical development moves.

Specifically, connect the right people with the right development experience at the right time
under the direction of the right person.

Issue #3 Human Resources

• Reward highly
• Provide greater challenges
• Pursue aggressive retention efforts

• Reward adequately
• Reinforce importance of contribution
• Pursue normal retention efforts

• Reward appropriately
• Develop an improvement plan
• Devise exit/replacement strategy

TOP - 10%

STRONG - 15%

SOLID - 50%

BORDERLINE - 15%
BOTTOM - 10%



Executive POP Review Human Resources

Results
• Robust information and discussion (“dashboards” and forced ranking)
• Aggressively renewed executive talent

• Lost only 1 from “Top” talent category to DLM Foods

TOTAL                   98

1 promotion to VP (Sales)Top                          12

Promoted 8 into executive ranks
(Mktg., SC, Sales, FIN)

Up and Comers       20

Exited all 9 from executive ranksBottom 9

Exited 4 from executive ranksBorderline 6

7 key new hires (Mktg., SC, FIN, R&D)Solid 51

1 promotion to VP (SC)Strong 20

Actions TakenCategory



Senior Executive POP Review Human Resources

• We ranked the Sr. Executives against several performance factors and skill 
dimensions

• This provided insights into their individual strengths and development needs

• We focused on demonstrated skills and results vs. reputations

• This facilitated calibration among the Presidents

• Used to fill in important bench charts for key positions across the 
organization



Senior Executive POP Review Human Resources

PERFORMANCE FACTORS
POTENTIAL

Capacity / Stamina

* Executes plans under difficult 
circumstances
* Manages comfortably in the 
absence of complete information
* Maintains quality of thinking after 
long periods of controversy
* Confronts and resolves conflicts
* Demonstrates high physical energy

Building Long-Term Value

* Business / Financial Acumen
* Analytic/Integrative Thinking
* Business Judgment
* Top-Line Growth-Oriented
* Formulating Strategy

PERFORMANCE * Fosters Innovation / Leads Change LEADERSHIP

Executing Thoroughly Focusing on Customers Creating Alignment Developing People

* Driving Execution * Market Savvy * Thought Leadership * Attracting & Developing Talent
* Results Orientation * Customer Sensitive * Direction / Context-Setting * Coaching
* Knows How to Cut Costs * Win-Win Negotiator * Gaining Commitment * Empowering Others
* Optimizes Resources * Relationship-Builder * Strategic Thinking * Leveraging Differences
* Process-Focused * Industry Knowledge * Influencing Others
* Information Orientation * Builds Trust * Fostering Collaboration



Senior Executive POP Review Human Resources

PERFORMANCE SKILLS
BUSINESS CASES

Leading a Multi-Division,
Highly Complex, Customer-Oriented

Business

Executive Maturity / Presence

* Uses personal credibiity to make an impact on
  significant organizational events
* Sizes up situations quickly, is practical, politically
  astute, and knows the right things to do and when
  to do them to achieve business results
* Has integrity and is trusted
* Behaves appropriately in business/social settings
* Naturally commands attention and respect from others

Profitably Managing Integrating a Turning Around Starting Up / Building a Profitably
a Mature Business Merger or Acquisition a Declining or Growing Great Organization Growing a

(culture, business, 
values, etc.)

Troubled Business a New Business (hiring & 
developing        

great people)

Growing Business



2002 POP Reviews Summary Human Resources

Executive Level Action Plans/Follow Up
• Talent Pool Upgrading
• Total Compensation Rightsizing
• Exit Planning

Sr. Executive Level Action Plans/Follow Up
• Development Planning
• Succession Planning for Key Positions



2003 POP Process Human Resources

Goals

1) Refine executive process and “take it up a notch”

2) Expand to include management & professional employees



Heinz Sales Company
Transformation:

Win With People



Vision of the Heinz Sales Company

A Customer-Focused
Category Partner & 

Idea Thought Leader

Transactional
Vendor

2 year journey

This vision was a catalyst for transforming our entire 
Sales organization



Win With People
ATTRACT: 

Manage the selection process to 
make “best fit” hiring decision

OPTIMIZE: 
Create an environment in which 

employees can flourish and 
contribute

DEVELOP: 
Motivate through 

performance management 
and integrated succession 

planning

RETAIN:
Promote the best, 

prune the worst, and 
develop the rest

Improved 
Business

Performance



The process we used for building the organization

Define the skills & 
competencies for 

success in the new 
world

Assess current 
incumbents against 
those competencies

Decision Point:
• Fit?
• Can be developed?
• No fit?

Hire or develop to 
meet the needs of 

the new world



Define the skills & competencies for success

• Interviewed key customer contacts & asked them:  
What do we need to do more of and less of?

• Surveyed over 100 broker partners.

• Used independent rankings for additional insight.
– Cannondale, Advantage Group



Define the skills & competencies for success

Our customers want:

• Idea thought leaders
– Smart, insightful

• Innovative / nimble – cooperative
– Deep listening skills

• Profound insights into customers
– Behaviors / buying habits

• Product supply organization that delights



Define the skills & competencies for success

HSC Competency Model

• Create customer loyalty
• Drive execution

• Drive for results
• Exceed customer 

expectations
Killer Instinct

• Demonstrate adaptability and 
resilience

• Inspire Trust
• Practice self-development

• Write effectively
• Foster open communication

• Engage & inspire people
• Build talent pools
• Coach & develop people

• Apply technical expertise
• Demonstrate financial acumen
• Manage technology
• Establish plans

Personal 
Attributes

• Speak with impact
• Listen to others

Interpersonal 
Skills

• Influence others
• Build relationships
• Lead courageously

Leadership Skills

• Champion change and 
innovation

• Analyze issues
• Use sound judgment
• Think strategically

Thinking Skills

CompetenciesDomain



Assess current incumbents against those competencies

“Fit” 
Profile

Watson – Glaser 
Cognitive Ability Test

Behavioral Interviews

Performance Mgmt 
Process Feedback

Observable Behavior

• Fit?  
Keep, grow, nourish, & reward

• Can Be Developed?  
Create a development plan & monitor progress

• No Fit?  
Exit or help incumbent to “self-select” out of the organization



Hire or develop to meet the needs of the new world

Rigorous selection process:

Preferred Recruiters Pre-Screen 5-8 on site interviews

Watson-Glaser 
Cognitive Ability Test Data Integration Offer and On-board

• Accept
• Reject
• Need more data



Win With People
ATTRACT: 

Manage the selection process to 
make “best fit” hiring decision

OPTIMIZE: 
Create an environment in which 

employees can flourish and 
contribute

DEVELOP: 
Motivate through 

performance management 
and integrated succession 

planning

RETAIN:
Promote the best, 

prune the worst, and 
develop the rest

Improved 
Business

Performance



Develop

Succession
Planning

Performance
Management

Process

Performance 
Calibration

Focus on the what’s 
(goals and objective) 

and the how’s 
(competencies)

Integrates potential and 
performance information 

on an overall 
performance grid
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Three key outputs from this process

Development Planning
• Incorporates leader feedback and employee input
• Focuses on key development needs while leveraging 

strengths
• Is action-oriented and time bound

Promotion Planning
• Bench strength defined for key positions

Exit Planning

• Through rigorous performance management
• Leaders are held accountable for counseling 

employees, as appropriate







Bench strength for key positions

PStretchLarry Walker
HP1-3Marilyn Vogel
PNOWMike Zivot

HPNOWFrank Decker

PotentialReadinessSuccessor

Key Position: 
Division Sales Manager

ReevaluateRE

Suitably PlacedSP

PotentialP

High ProfessionalPR

High PotentialHP

Stretch CandidateStretch

Ready in 1-3 Years1-3

Ready Now or EmergencyRead

Succession Plans Review Key

PStretchTamara Gula
HP1-3Frank Decker
HP1-3Dee Haley
HPNOWTonya Hall

PotentialReadinessSuccessor

Key Position: 
Team Leader



Results

• Ketchup market share increased from 
47% to 59%

• 56 new items introduced
• Intimate relationship with key 

customers (Eg. Wal*Mart, Safeway, & 
Kroger) 

• Sales volume remained steady
• Profit has increased by a 12% 

average per year

Business Results:

1999 Score = 0.6% top box
2001 Score = 4.1 % top box

Cannondale Feedback:
Quality of Sales Force

• Hired 153
• Promoted 83
• Moved on 129
• Regretted Turns 12

Since inception 
of the Heinz Sales 
Company:



QUESTIONS?
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