
3. LEAD PEOPLE
One definition of management:  "Getting things done, through other people."  It's also been pointed out that one manages things, but leads people.  A debate has raged among management writers for years as to whether management is more important than leadership, or the other way around.  However one defines it, unless a leader can get people to do the work, do it willingly, and do it in ways that are increasingly better, the leader will have failed.

This chapter will examine communications, the release of human motivation, and how to develop people's skills and capabilities.  It will also examine what a leader's best style or approach to people is, and what to do with people who just can't get it together.

A. Make Communication Work

Communications is the establishment of unity between or with others—co-unity.  Communications is not a question of how nice the organization newsletter is or how endless are the memos.  It is more a matter of whether a work group is a functioning community, having a sense of communion and oneness.  It is not the form of communications that is important but its end result.  Is there a sense of unity with others in your department and organization?

Communication problems are always going to occur between imperfect people.  But a lot of communication error occurs because the organization does not have communication systems and managers do not follow the fundamentals of good communication consistently enough.  It is in these areas that substantial improvements can be made and the problems minimized.

The Connected Communicator
A number of studies have shown that managers should worry less about the adequacy of their communication and counseling skills than the question of whether they are adequately connected with their people.  Where there is a sense of rapport, where work Associates believe and trust the relationship with the manager, communication difficulties are always less.  Is there a bond between you and your people?  Are you seen as having their best interests at heart?  Do they believe your word?

Passive supervisors who do not confront work and personal performance questions poison the communications climate as much as those who aggressively intimidate and cow their Associates.  The relationship between leadership style and interpersonal communication effectiveness is very clear.  One of the purposes of MANSYS is to create an organization leadership style that favors organizational excellence, good team functioning, and communication.

Assertive communication is neither passive nor aggressive.  It is open, honest, forthright, and to the point.  It operates out of respect for the other person.  And it is the sincere and open attitude on the part of the manager that creates the kind of communication climate that allows work accomplishment in a more relaxed, secure, and productive way.

The Communications Center

The communications center is a bulletin board located in each department which serves to keep visible the work flow and the other items that people generally need to know in order to do their jobs well.  Remember, the cardinal rule is that people should be allowed to know anything they want to know, as long as it does not violate any person's interests.  An OPEN work society is the goal.

There is no single way the layout or content should be done, but Figure 3.1 is an example of how such a bulletin board might look.

Figure 3.1

Departmental Communication Center

[image: image1.wmf]The basic rule is that the a picture of open communications is followed.  What is it your people want to know or should know?  The manager who openly displays this information is not going to have to worry about people feeling that he's secretive.  Test question:  Would you be better off if you could identify this kind of information with your boss?

Some of the core items the board might list include:

Direction Giving
· A copy of the organization's values statement

· The major organization and department objectives for the year 

· The current quarter's Planned Performance work objectives (MS-02) 

Measures of Results
· A list of the department's "moments of truth" (MOT) for customer interaction (the critical rub points that the customer judges us by) along with the standards of performance that must be met to satisfy MOTs

· Monthly and YTD measures of Excellence Quotient (customer satisfaction), productivity and budget outcomes

· All written or verbal kudos and criticisms received

Current Events and Changes 
· The current issue of SuperMemo (the supervisory newsletter)

· All general list notices (remove from the board monthly)

Associate Inputs

· A place to list questions, comments, and suggestions (an alternative way to do this would be to set up a departmental suggestion box)

Optional items might include:
· The employee newsletter (if not normally direct mailed)

· A segment for general usage to post items for sale, etc.

Managerial Communication Rules

There are many possible approaches to communication.  For MANSYS usage, the following practices have been found to have the most direct impact on results in attaining the goal of shared understanding:

Verbal Communications
· To make sure that the receiver has understood the message, allow enough time for listening in order to get a "feedback loop.”  Even in rushed situations, take a moment to ask, "What have I asked you to do?"  Or, "This is what I heard you say—did I get that right?"

· When giving verbal instructions, keep in mind that most people cannot retain more than two or three simple instructions.  When your list of items is longer, either give them a note or ask that they take a note.

· Never use chain communication where one person must tell another.  Always communicate directly to the other party on either an individual or group basis.

· Never communicate conflicts in writing.  This calls for a face to face session per the chapter on Conflict Managing.

· Remember that communication takes time, the average manager spends 80% of his time in one form or another on communications.  One of the purposes of MBWA is that it spends time in one of the most advantageous ways for doing communication work, i.e., you've come to them, it's relaxed and "Oh, by the way..."  (See the chapter on Leadership and MBWA.)

· As for meetings, follow the detailed instructions in the Time Managing for Results section.

Written Communications  

· In written communications, follow the one page maximum rule.  If more than that is needed, set up a conference, a training session, or some other avenue.  Remember that "less is more."

· Use 2 part memo forms (sometimes called speed memos) that allow for a written response from the receiver.  These short forms are ideal when you want to ensure that your communication has been received and is understood.

· Use a memo format that spells out what actions are required.  The value of this approach is that people don't have to figure out all the little mechanical things that have to be done with this paper.  One person makes the decision for all recipients.  One organization, for example, has the following checklist in the left margin below the standard TO, FROM, SUBJECT, and DATE headings:

· Take action by ___________

· Reply by________________

· Route to staff_____________

· File____________________

· Retain__________________

· Update manual

· Confidential

· Discard

· Copies to_______________

B. Get the Best Out of People

Select Winners

Which do you think is easier, hiring losers that you try to motivate, or hiring motivated people that don't need you to be their mommy?  Clearly, before one worries about motivating people, the focus should be on bringing in people who represent both the area of aptitude, skill, and knowledge, and the area of positive motivation and attitude.  Of these two different areas, it is the area of positive motivation that is most important—I can teach people how to do tasks, but I can't give them a new attitude.

Sizzling selection follows these basic rules:

· Time.  Take enough time to learn and assess the candidate.  Interviews should be at least an hour, with no 15 minute shoot-from-the-hip interviews allowed.  What can one learn in an hour?  Precisely 4 times what they can learn in 15 minutes!

· Multiple interviews.  At least 3 interviews are required before hire.  Winning organizations believe that their work is important and that not just anybody is good enough to do it.

· Multiple interviewers.  More than one brain is required to pass on a hiring decision because of its critical importance, and the long term cost consequences of it.

Successful managers know that if you get the selection job right, everything else is infinitely easier.  But if you get it wrong, there is a long, long trail awindin' in terms of endless performance counselings, negative communication undertones, and a tremendous loss of productive output.

Managing Motivation Release
The next step in leading people is to get them doing work so they can have the job joy of achievement.  The Managing Motivation Release (MS-01) portion of the MANSYS program is designed to be completed quarterly or as needed.  The form is generally completed prior to the quarterly Planned Performance Work Plan (MS-02).  It is designed to help the manager think through the needs of each employee as well as those of the work group in terms of the specific motivational factors which might be employed in accomplishing  quarterly planning objectives.

Figure 3.2

Managing Motivation Release
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Guide to the Form
A.  Individual Motivation Planning  

Associate.  Enter here the name of each individual Associate.  Due to human complexity it is important to think of motivation on a person-by-person basis.  Under MANSYS philosophy, the words employee or subordinate are not used due to their negative connotation.  The word Associate is considered more appropriate as it defines a coworker and participator, not a hireling.  

Key Talents/Strengths To Build On.  This column requires the manager to think through what the employee does well—where do they have genuine capabilities or potentials that are presently untapped?  From a practical point of view, the manager is wasting time and effort in dwelling on employees' failings, weaknesses or areas of ignorance.  It should be obvious that a manager cannot get his work done through a person's weaknesses, but only through their strengths and capabilities.  MANSYS provides the opportunity to clearly think through what those are.

Significant Assignment, Authority Upgrade, or Achievement Opportunity.  Here the manager thinks through what he will ask each Associate to do.  Based on the work done by Vroom, Herzberg, Ford, et al, it has been found that the biggest motivator for most people at work is an opportunity to achieve something of significance, have meaningful work to do, be recognized for that work, and enjoy a growing sense of self importance.  Note that all of these aspects are related to the job and have nothing to do with the job environment or the circumstances surrounding the job.  In other words, motivation comes through the work itself.  As one manager clearly expressed it, "The biggest reward around here is being given more work to do!"

In filling in the form, managers are asked to think about what specific pieces of work could be assigned, greater freedom given (authority upgrade), or in what other ways the person might have an opportunity to achieve and stand in the winner's circle.  This column requires the manager to attempt a match up between the work that has to be done with the talents and strengths of the people that he has to do it with.

At this point the manager has done as much as he can directly to allow for motivation release.  He has thought about people as individuals rather than as a mass, identified their particular strengths, and given them an opportunity to be successful in doing something of significance.   But his job is not yet finished.

B. Manager Response Planning

Obstacle Removal or Special Support Needs.  Once the manager has given the employee their work assignments, he needs to go further and consider how he might be supportive in helping the employee do that job.  In every employee attitude opinion survey, employees list with great specificity and much detail the hundreds of barriers that seem to exist in every workplace.  These obstacles may represent such things as lack of training, political support problems, inadequacy of resources, interpersonal conflict, and so forth.  Managers need to consider what obstacles stand in the way of each Associate, and, if necessary, this can become a topic of conversation between the Associate and his manager.  Are there special support elements that might help this person?  Just giving them a new heavy assignment and throwing them in the pool, saying, "sink or swim” may not produce championship swimmers but only non-sinkers.  One of the characteristics of highly effective managers is that they give people more to do, and stretch them in the process.  But, like a good coach, they also provide the additional assistance needed to do the task, particularly in the first early attempts at it.

Reward, Recognition, Reinforcement.  Here the manager thinks through what payoff he will provide to the Associate.  In 1904 Pavlov determined that behavior could be conditioned.  We now understand clearly that behavior that is rewarded, recognized or reinforced tends to repeat.  Since good behavior is desired, it becomes imperative that the manager think through how he is going to recognize the positive behavior he has set up the employee to perform.

In a sense there exists between all Associates and their managers an unwritten psychological contract that says, "If I do a good job, if I achieve the target, you owe me." What is owed is reward, recognition or reinforcement.  The Associate does not always expect financial rewards since these are usually bound by organization policy and economics.  However, in excellent work units and organizations what is commonly seen is a rich reward system that builds in all kinds of payoff contingencies.

C. Team Focus  

The third  portion of Managing Motivation Release allows the manager to consider group dynamics and team interactions occurring within the department.  Part of motivation management concerns itself with the individual and what can be done to give them greater responsibility and achievement opportunity in order to recognize them for what they do.  But a big part of motivation is also bound up in the norms and values of work group dynamics.  High performing groups tend to inspire or insist that low performing members perform at high levels.  On the other hand, poorly functioning groups tend to discourage individuals from standing out in their achievements.  So the effective manager has to consider not only individuals but how those individuals as a group of people are interacting.  This portion of MANSYS asks six key questions which get at most of the essential elements of group dynamics.

1.  Teams: What approaches for group with work at hand?

It's been found that work groups often devise different, more, and better solutions than their managers.  Working together on committees, task forces, or quality circles creates communication bonds, allows for some playful interaction and cements the group into a team.  It can be said with some degree of certainty that the manager who succeeds in the future will be the one who masters group dynamics.

2.
Feedback: Provide measures of group of group performance?
Setting up charts or graphs where the group can monitor their performance nearly always changes that performance in a positive direction.  It should be clearly stated that the purpose of the measurement is not to embarrass the group or to focus on the failings of any one person within the group, but rather to illustrate what customer surveys or production numbers are showing.

Managers who provide this feedback to their employees usually suggest that the employees ask some questions as a committee or task force:  What do these figures mean?  Do they suggest any changes in how we're doing things?  In what way should changes be made?  Giving people a measure and the opportunity to change the situation, is a powerful releaser of motivation.

3. They need you. What training, coaching, mentoring provide?

The old words in management were boss, dictator, Theory X, supervisor.  The new words are coach, teacher, leader co-worker.  Even though status and titling differences in the new American organization are being minimized, the reality is that the manager still is usually the best performer, the person with most experience, and often the person with best judgment.  The need for the group to learn from the manager is very clear.  Managers who want to motivate or affect group behavior need to consider what they're going to do to teach.  Role modeling, providing a "good example,” is still one of the most powerful ways that a manager can change his people's behavior.  Rather than talking about it, they need to see him doing the task at appropriate levels of excellence.  There may be a need for group training sessions, staff meetings, or other ways that will give the manager the opportunity to coach and teach.

4.
MBWA. How get more time with the troops?

MBWA = Managing By Walking About.  Every manager says they don't have time to be out on the floor with the people.  Every manager finds himself trapped in his office with reports or in meetings that seem to go nowhere.  The reality is that people perform better when there is a lot of direct interaction with the manager in the office, on the shop floor, or in the lab.  In other words, a manager who says I can't be with my people is a manager who has fooled himself into believing that somehow people are going to be on automatic and produce results without his leadership.  The prime reality is people.  Meetings, reports, and other things are secondary and produce no results in and of themselves.  The manager needs to clearly identify what his own obstacles are and what his reasons are for not being with the people, and then to remove those obstacles when identified. 

5.
What's a heaven for? What group reward/ceremonies due?

A clear pattern among effective organizations is that they have a lot of fun, tend to party a great deal, and find ways to enjoy their day.  Life is short, and jobs can become almost meaningless unless we inject humor, a sense of victory, achievement, and celebrate successes.  Undoubtedly there are a number of significant opportunities for group ceremony that can be provided.  Some of these ceremonies may also be highly important and include such things as presentation of annual awards, incentive bonus checks, and other heavier weight items.  It is a fact that organizations that do not highlight group performance will tend to see individuals not wanting to perform as a group.

6.  
Job joy. What socialization this quarter?

Socialization is a process whereby people get to know each other, and relate  on a personal level rather than on a work role basis.  What parties, picnics, pizza parties, beer busts can be developed?  Sometimes it is difficult for the manager himself to be the author of these.  The company  Christmas party or summer picnic doesn't represent nearly as powerful a socialization opportunity as  one that is put together by Associates on their own.  While managers should try to create some of these socialization opportunities directly, they can also put this responsibility into the hands of an Associate task force or at least be encouraging to Associates when they suggest these activities.

C. Grow Winners

All the resources that a manager has (manpower, machines, methods, money, minutes, materials, mission) can depreciate in value.  Only one of these has the capacity to appreciate in value, to literally be worth more next year than it is today—the people.  They can become more skilled, more motivated, more able in the future than they are right now.  If....

If leaders embark on an aggressive development strategy for each man and woman working in the organization, they can turn the workforce into a competitive weapon and beat the competition with the brains and hearts of the people.  What are the tools that would help get that job done?

Development Tools & Techniques
Orientation & Bonding.  The best time to tie people to you and the behavioral standards you want them to achieve at work is during the early weeks of their employment.  Some of the avenues to achieve getting them on the right track:
1. Spend time with them.  Take new hires with you to meetings, lunch, and on special assignments.  Get to know them.  Get them to know you, and what you stand for.  Create the bond now, and you'll have the ability to reach them later.

2. Orientation programs.  Both organization and department programs usually need to be lengthened and intensified.  Go beyond the ho-hum and mechanical.  Discuss the organizations Values and BHAGs, tell them how to challenge the system for change.

3. Buddy system.  Assign them to your best worker after orienting that person to their role.  Don't put them with an average or low performer or else they'll learn work habits from them!  

Create a Curriculum.  Curriculum is a fancy name for an outline of what a new hire or an existing staffer has to learn this year.  Write down what those items are.  It will serve as a checklist of what must be achieved this year.  Smart organizations tie this to salary increases—make completing the outline a requirement for raise consideration.  Experience shows that attendance at classes skyrockets!  

Development Log.  See the following example of a development log.  It can be used to cover the task list which constitutes an existing job, as well as general educational elements you'd like to see an Associate complete.  Fill out only those sections that apply to the line item.  Some managers view the development function as belonging to the Associate and make them carry the worksheet form around for signatures of completion.  It's their job, goes the reasoning, so they should be responsible not only for doing the job, but in getting the instructional needs met to do the job.  Once completed, a copy should go to the personnel or departmental records.

Figure 3.3

Development Log

[image: image3..pict]Job Instruction Training. Use Job Instruction Training (JIT) to train people—it's the most effective way to get things across in the least possible time.  JIT can be done on the fly and in any location.  Explain the four steps to them the first time, and they will then be able to relate to you when you run them through various tasks in the future. 

1. Tell them what you're going to show them, and why it's important.

2. Demonstrate a single task, explaining each step along the way.

3. Have them do the task, explaining what they're doing as they go.

4. Give lots of praise, and recycle the four steps until they have mastery.

D. Leadership & MBWA

Leadership style has been one of those foggy areas of management.  Like personality, attitude, and motivation, it has been one of those words that everybody talks about, but which has been almost impossible to define.

Leadership Defined

Leadership is the ability to get followers.  If people are willing to go with you and your plan, you're a leader, even if you don't have a title or formal authority over them.  If people are not willing to follow you, then you can have the biggest management title in the world and it will avail nothing.  Leadership, then, is a question of what works with the followers.  And that means that style questions are almost meaningless in terms of what a manager thinks he is going to do with the followers.  It is less a question of what is your leadership style, and more a matter of what is the leader's substance that satisfies the needs of followers.  A leader's power is in the people, more than it is in the leader.

What Do People Want Need In a Leader?  

The least fuzzy concepts regarding leadership come from the Ohio State Leadership Studies.  The approach of the researchers was to have followers describe the "best leader" they had ever been involved with in terms of  behavior, speech, and approach to the follower.  Think of the best leader you ever knew, someone who was directly involved in your life, not some famous person observed from afar.  Did they provide the two basic dimensions which followers described in the research, dimensions that must be present to some degree in any manager who hopes to get people with him?

· Consideration.  Best leaders were described as caring, concerned, and two way communicators.  They supported people in the clinches, acted ethically, and showed respect to the follower.  They expressed confidence and built follower self-esteem.  They were often described as co-worker, co-operator, co-llaborator—they worked with the follower and "never asked you to do anything they wouldn't do themselves."  They were described as close, in contact, able to establish rapport.  Sometimes consideration was soft and warm, but sometimes it was tough love.  A key point:  If the follower perceived that the leader was acting out of consideration, almost any style could be tolerated, gruff or gentle.

· Structure.  Best leaders set goals, objectives, deadlines.  They defined roles and removed ambiguity from people's work lives.  They were actively involved in managing the work or the situational context in which the follower was enmeshed.  They set very high standards and expected people to meet them.  They enforced these standards and chewed people out for mediocrity—they would not let people be satisfied with being average or less than their best.  They were described as strong and decisive—they took positions and gave direction to the chaos around them.  A key point:  Whether the leader provided the structure directly, or allowed followers to participate in setting their own structure (which the leader still insisted on),  the end result was the same—direction.

The conclusion that comes from this research is that leaders should worry less about their stylistic approach, and focus primarily on fulfilling followers needs.   Ask yourself, Is there a possibility that people need more from me on the consideration dimension?  Is there a possibility that they need more from me in the way of structure?

Most leaders have been found to be moderately considerate and moderately structure providing.  That's the problem.  As a result their organizations are only moderately successful.  What is called for is a substantial, intense investment in people along both dimensions.

Another common pattern is that managers are stronger on one dimension than the other, and this is usually correlated to their profession.  Accountants, engineers, and manufacturing managers, for example, tend to be better at structure.  Marketing types, health care and personnel managers tend to be higher on consideration than on structure.  Ask yourself, "What have other successful professions learned that might be useful in my own practice of management on these dimensions?"

Much of what has been termed style really has to do with "what fits the folks?"  Young research scientists probably would not respond to too much overt control, but they would respond to a request for personally supplied research objectives and standards.   Soldiers on a battlefield in the midst of an artillery attack will not be interested in a participative approach to problem solving—they need direct and immediate orders.  So, what fits the situation, and the needs of the people in the situation?  

Worry less about style, and more about communicating, behaving, and producing  Consideration and Structure.  And ask continually, what Consideration and Structure needs are required by my people in their current situation?

MBWA
"Managing by wandering about" was popularized at Hewlett-Packard.  But in reality, it has long been the operating approach of some of the most successful leaders and organizations.  Sam Walton of Wal-Mart Stores, the richest man in America, visits all 700+ stores each year to see directly what's going on and to respond to the needs he learns of first hand.  Bill Marriott does the same thing, as does Forrest Mars and Ross Perot.

But MBWA is not aimless wandering, it is wandering with a purpose.  It is an approach that "fits the folks" in terms of many of today's American workers.  Key elements:

· Realize that most managers are out of touch with their employees and their customers.  They operate off of reports and sit in meetings rather than confront reality.

· Set a goal to be out of the office 50-70% of the time.  At least 1/2 day a week should be spent with customers, the rest of the time with employees and in kicking the organization into action.  Some will say they haven't got the time because of meetings and paperwork, to which effective leaders respond, "I haven't got the time for meetings and paperwork!"  One of the best definitions of leadership is this one:  it's how you allocate your calendar.

· Ask lots of tough questions; listen for the answers.  Don't just wander through and say, “Hi.”  As the information comes in, make notes, get a dialogue going.

· Don't tell people how to do their job or try to answer questions on the spot.  And don't undercut the chain of command.  Whatever answers you provide will come after the visit when you've had a chance to think, and they will come back through the chain of command.

· On each visit, focus on a few key subjects, usually strategic objectives that are important to the business.  In this informal exchange you can't deal with more than a few targets.   Also, such focus teaches the organization what they should be concerned about—the buzz will get around that you were talking to everybody this trip about higher quality, or training needs, or customer service.  

· Realize that people will not be comfortable at first.  Ease with your presence has to be given time to develop.  Do it frequently.  Get your visit schedule to the point that people don't think twice about your presence. Always dress comfortably and informally to minimize the psychological distance and status differences.

· If you have staff reporting to you, make them spend 1/2-1 day per week in the field living with the garbage they designed.

· Some of the best MBWA'ers dramatize their current issue by giving out gimmicks and goodies, or staging a setting where they rip up some silly policy.  They think through how they want to use this communication opportunity.  Will you talk with the old timers first, or will you make it a point to talk only to women or young people this trip? 

For years, every Friday, Dave Packard, one of the richest persons in America, organized a group meeting in one of H-P's facilities.  Over beer, in his shirt sleeves, he quizzes and listens, and assistants take notes furiously.  When asked what he did with all this information, he said, "I go back to my office on Monday morning and do what my bosses told me to."

To those managers who think these ideas too radical, recall the statement, "If you're so smart, why ain't you rich?"

What's In & What's Out
Your teammates may have defined lists of behaviors that they consider "in" or "out" in terms of management behaviors.  These group norms should be inserted on the following page.  Woe to the manager who violates them!

E. Evaluating Performance
Assuming that a performance evaluation system is wanted beyond the Planned Performance approach discussed previously, read on.  Otherwise skip this chapter. 

Performance evaluation is one of the least liked tasks of management, and for good reason.
   Managers don't like doing performance review because existing systems just don't work for them.  At the same time, managers see and understand the need for some mechanism that would aid communication and other processes that are necessary for people to work together.  

A second key consideration is that the law is becoming increasingly constraining on such personnel systems as performance review.  The law requires that an employer must show either no adverse impact, or, if there is adverse impact, must show validation.  

The third key understanding that is essential in this area is that performance review systems, almost without exception, are invalid in the statistical and legal meanings of that word.  Therefore, they are hard to defend, and the decisions that are influenced by them are very difficult to defend.  So, both legally and from the managers'  point of view, performance review is highly suspect as it is done now. 

Self-Rating in Performance Evaluation

Outside of the Planned Performance approach, the best approach to performance evaluation is self rating.  This requires that managers move toward a participative  approach in performance review where the employee rates their own performance, and then reviews that rating with the boss.  The boss, of course, retains veto power and can change the rating to whatever the situation calls for.   Participative performance evaluation doesn't mean that the boss surrenders his authority, but it does hold that this is a piece of work that can and should be partially delegated to the Associate. 

Under self rating its been found that some Associates rate themselves at about the same level that their boss would, some rate themselves higher, and some would rate themselves lower.  An astounding 90% rate themselves at about the same level or lower than their manager.

Now, let's consider the 90% further,  because nothing is ever 100% perfect in management, and we're looking for systems that will work for most managers, most of the time.  What does a supervisor say to somebody who has rated themselves lower than the supervisor would? To the employee who rated themselves lower on the factors on the typical evaluation form, the manager says:

“I'm sorry, I must change your rating.  I do not agree with it and I think that you're producing far more than you think, the quality of your work is better, and your cooperation higher than you have taken credit for."
And so, the manager's role is that of taking this person with a low self  perception and raising that perception.   And what's the impact on the employee?   Managers in practice report that in so dealing with employees who have low rated, there is a profound sense of positive attitude toward the boss and the evaluation, and a heightened sense of respect and mutual openness.  The boss has a legitimate reason to praise and to increase the rating of this person.  In other words, you don't lose with these people by raising or increasing their rating, and the impact of raising their rating is far greater than if the manager had completed the form without letting the employee participate.

What about the people who rated themselves about where the manager would have rated them?  How does the manager respond to them?

“Well, Tom, I think you have accurate self-knowledge.  You obviously are in tune with what's going on, and I want to say to you that I pretty much see the job the way you've outlined it here.  I am going to change a thing a two and add a comment or two, but I think you're pretty much on target.” 
Keep in mind that an employee who rates himself at the same level  the manager would isn't necessary rating themselves high.  They could be rating themselves low or only in the average range.  Nonetheless, the employee is showing that they have good self-perception, that they understand where they are, and that is important knowledge to gain on this person.   Managers state that when dealing with people who rated themselves in agreement with the rating that the manager would give, that they don't lose with these people.  Here, the manager's role becomes  a confirmer, a reinforcer of where the person is now.  And, report managers, that provides an opportunity to visit with them as to, "where do we want to go from here, what now, what next?"        

Notice that the manager wins with both of these groups,  with 90% of the people.  If you ask managers whether they're winning with 90% of the people with the traditional approach to performance review where they are told what their ratings are,  the answer would be an emphatic NO!   So, even at this point it is easy to see this system seems to work better.  

What About the 10%?  

Now, what about those who rate themselves higher than where the manager would have put them?  The research shows that that group breaks down roughly into two equal parts.  About five percent of the people have rated themselves too high, not because they're trying to deceive the manager, but because they really believe that their performance does rate the mark they've given it.  Here the manager says:

“I'm sorry, I don't see it quite that way.  I want to pass along to you that there have been some problems and also some milestones that you haven't yet achieved.  The way I see your present performance doesn't put you at that level yet, but I know you have potential.  There's not any question in my mind that you're going to be there one day, but right now I have to say, I'm going to have to change this and mark it down a little.  I don't want you to be discouraged by that, because I'm here to help you get to that point, and even surpass it.”
What's the response of people who have honestly rated themselves too high, but who then learn from their boss that they have not yet achieved that level?  Sometimes a little embarrassment, sometimes there's a little apology, and sometimes there is a subsequent growth opportunity, particularly when the supervisor has presented it kindly.  You really don't lose with these people either.  At heart they are good people who aren't there to fight you about it, but who simply had a different perception, and now they understand how their boss sees it.  

Lastly we have the troubled five percent who have also rated themselves too highly.  Often they have inflated opinions of themselves and will want to use this opportunity as an argument.  They are ready to defend their point of view versus the point of view held by their manager.  Does the manager win with these people?  Usually not.  Would he have won with them if he had done the rating first?  No, because some folks will never be happy with having their performance rated, no matter who does it.  

Testing the Concept  

The manager, by delegating the task, is basically saying to the person, 

"Look, you're responsible for the job, and you're responsible for rating how well that job is coming along.  That's just part of the job.  And you're the pro, and you're the expert, and you're the person who has the responsibility.  I'm not going to be monitoring you like a little child.  I expect you to be an adult and report straight up what's going on."
That approach treats the person like an adult, and they don't feel like they're being graded.  As a result they have a whole different set of feelings about this process.  Managers complained  under the old system they  felt they were judgmental, and that it was destructive of the relationship.  Note that under a self appraisal process, the employee takes responsibility for themself.  So the role of the boss changes to that of coach and teacher and counselor.

Not only do managers like this approach better in practice, but it tends to answer many of the legal concerns about validity.  Try it.  You'll like it.

Yes, but.....
The idea is such a simple one, and like just about everything else in management, the simpler the idea is the better it seems to work.  However, there are some caveats and some elements of application that are worth considering.  

Sometimes not all employees are comfortable in filling out the form.  If that's the case, you might consider for those people to continue doing supervisory rating directly.  In other cases, it's been reported that some employees don't have good reading or writing skills.  You might want to consider the idea of letting them talk it over at home, and then come in and you act as the scribe and write down what they tell you, and then discuss it with them.  Or you may decide to do a supervisory rating on them, too.   So use the concept and  tool, but cut it to fit your own particular situation.  

Once a manager starts thinking about the idea that performance review really isn't part of his or her job, but that performance coaching and development of people is, then the question of who ought to fill out of the form becomes less important. 

As to redesigning the forms used, don't bother unless there's something grossly wrong.  The whole argument that the secret lies in a better form was always fallacious, it was the smoke generated by smoldering employee resentment at not being allowed to take control of a task that was properly theirs to do.  Remember, effective leaders know the magic is in people, not paper.

360 Degree Evaluations

The concept of 360 degree evaluations provides for an Associate to receive feedback from supervision, direct reports, peers, even Customers or other departments.  The evidence is that the more we understand about how we're doing, the more likely we will want to change and grow in ways that make sense.  Not only are the rating dynamics more healthy and accurate than supervisory ratings alone, but they are more impactful.

There are various approaches that have been found to be useful.  If your organization currently is following such a procedure, insert it on the following page.  If not, you might want to visit with the human resources people about trying such an approach in your area.

F. Managing Problem Employees
The complexities of problem employee managing are such that the user needs to more fully understand all the ramifications of what needs to be done, or have access to a good human resources department that can guide through the process.  Assuming the latter is present, the Action Plan for Problem Employee Managing represents a quick but thorough checklist to chart actions taken and allow mapping out a course for the future.
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� The discussion on Performance Evaluation is taken from the author's book, From Losers to Winners, published by the American Management Association and condensed here for the core application required by MANSYS 





� The reader is referred to the author's book, From Losers to Winners, published by the American Management Association, available through Management House, for a full treatment on the subject of problem employee managing.
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