LESSON 2 – 
HOW TO MANAGE AND ORGANIZE YOUR DEPARTMENT TO MEET THE GOALS
Introduction: Managers need to plan and guide the work for their employees
In order to accomplish the goals desired, you will need to have a good strategic and tactical plan.  You will need a basic roadmap on where you are now, and where you are going.  You would also need to determine the best way on how to get from point A to point B.  Finally, you would need to make sure you have the means to get to your final destination.

 

For example, if providing excellent customer service were your main objective, you would need to come up with a strategy to make sure the customers are satisfied in every way. This is where managing and organizing your department comes into play. 

 

You might need to organize the department differently to achieve the goal such as setting up a Tier 1 group to handle the simple and quick calls, and a Tier 2 group to handle the difficult longer lasting calls.  You would need to determine who would go into each group and where they would sit.  You would have to have the calls routed differently.  You will need to direct the staff to follow the process and monitor the performance to make sure all functions are running smoothly and in a coordinated fashion.   You also at the same time need to take into consideration the costs associated in structuring your department while staying within budget.  These are the kinds of the decisions that come with structured planning and organizing.  How you deal with these kinds of decisions are a big part of being a successful manager. 

 

In this lesson we will look at a model that can help you fully understand and improve your organization, and ways to set up your department to its optimum performance to be able to meet any goals or objectives that may come your way. 

 

Also in this lesson, and throughout the course, we will be using management examples of a Customer Service/Technical Support Manager.  Customer service is so important and just about every manager has some sort of customer service expectations related to their goals and duties. This makes these examples exemplary.  We will use an example company that provides telephone and Internet service called Sample Corp.  The fictitious product being used is called a Widget, which is an Internet service related product.  The manager’s name that is being used in the short stories in lessons 1 through 7 is John Smith.  Be sure to keep in mind that the basic premise and logic of these examples can be translated into just about every managerial scenario and function. 

The 7-S Model and how it can help improve your organization
The 7-S model is a useful way to look at the many interrelated aspects of a complex organization and it's a great way to help you understand your organization and leverage it to maximum efficiency and profitability.  It was developed by Tom Peters and Robert Waterman while working at McKinsey & Company.

 

The basic premise of the model is that there are seven internal aspects of an organization that need to be aligned if it is to be successful.  It is the seven key elements of an organization that are critical to understand its effectiveness.  These seven elements are: Strategy, Structure, Systems, Shared Values, Style, Staff, and Skills.  The beauty of the 7-S model is that it can be used in a wide variety of situations such as:

· A diagnostic tool for an ineffective organization.

· Improve the performance of a company.

· Guides organizational changes.

· Align departments and processes during a merger or acquisition.

· Determine how best to implement a proposed strategy.

· Combines rational and hard elements with emotional and soft elements
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Managers must act on all S’s in parallel as all S’s are interrelated.  

All elements must align equally: 
The seven elements are distinguished in so called hard S’s and soft S’s.  The hard elements (consisting with Strategy, Structure, and Systems) are feasible and easy to identify.  They are easier to change than the others.  They can be found in strategy statements, corporate plans, organizational charts and other documentations.

 

The four soft S’s (consisting of Skills, Staff, Style, and Shared Values) are not as feasible. They are harder to change directly, and typically take longer to do so.  They are harder to describe since capabilities, values and elements of corporate culture are continuously developing and changing.  They are highly determined by the people at work in the organization.  Effective companies, however, tend to pay as much attention to these factors as to the hard S’s.

 

Essentially, you'll want to run through each of the seven points and analyze how they fit in with your business. The concepts remain fairly similar, with some minor changes:
 

1. Strategy: 
 Refers to the plan or route-map to maintain competitive advantage.  What is your plan for the future?  How do you intend to achieve the objectives?  When was the last time you looked at your business plan?  What were the actions you took after looking at it?  When was the last time you updated your business plan?  How do you deal with competitive pressure?   What are the sources of sustainable competitive advantage such as cost, quality, service and technical leadership?   What are the key strategic priorities such as improved customer service?  How are changes in customer demand dealt with?  How do you deliver greater value to customers?
2. Structure:  
Refers to the framework in which the activities of the organization’s members are coordinated.  A key function of structure is to focus employees’ attention on what needs to get done by defining the work they do and whom they should be working with.  How is the organizational structure designed right now?  How is the team divided?  How do the various departments coordinate activities?  How do the team members organize and align themselves?  Is decision making and controlling centralized or decentralized?  Is this as it should be, given what you’re doing?  Where are the lines of communication?  If you had to suddenly hire another 6 employees tomorrow, what would it look like?  What changes would you have to make?   If your customer has a complaint, or if there is some kind of emergency, how are problems escalated?  Is there a stated hierarchy and an "in-practice" hierarchy?
3. Systems:  
Refers to the day-to-day processes and procedures.  Having effective systems helps reduce redundancy and streamlines process.  How do you gather business intelligence?  Do you have a unified database?  Does the organization have the systems it needs to run your department such as monitoring for customer satisfaction?  If you have to put together a report on something, could you do it quickly?  What happens if one of your staff leaves; will they take with them a key part of your business intelligence?  What are the main systems that run the organization?  Where are the controls and how are they monitored and evaluated? What internal rules and processes does the team use to keep on track?

4. Shared Values:
 (also known as Super ordinate goals):  Refers to the guiding principles of the organization.  These are the core values of the company and your department.  What are your core and stated values?  What do you measure and reward?  Are they the same thing?  How can you make minor changes to bring them in line with each other?  What are your stated values supposed to contribute to your business?  Do they contribute what you want them to contribute?  Does your employees have a shared understanding of why the company exists?  Do they share the same company and departmental vision?  How do they described the ways in which the company is distinctive?  Is the focus on quality, emphasis on people, etc?
5. Style: 
 Refers to the leadership approach and the organizations overall operating approach.  How would you describe your department?  How would your employees describe your department?  How would your competitors describe your department? How would your customers describe your department?  How would your vendors describe your department?  If all five would say the same thing then you're on the right track; if they say different things then it could indicate a potential problem.  Is this same style and culture going to carry you through the next few years?  What will have to change for you to grow?  How participative is your management and leadership style?  How effective is your leadership?  How good are you at making decisions?  Where do you focus most of your time and attention?  Do your employees tend to be competitive or cooperative?  Are there real teams functioning within the organization, or are they just nominal groups?
6. Staff: 
 Refers to the staff levels and how people are hired, developed, trained, socialized, integrated, and ultimately how their careers are managed.  Are you staffed to serve customers adequately?  Will the addition or deletion of one or two staff members change anything?  How do you train and mentor employees?   Is your training methods effective?  Are your staff members trained to do their jobs?  Can you give them any other skills or resources to do their job better?  What's holding them back from helping you grow your business?  Are they "bought in" to seeing your business develop?  What positions or specializations are represented within the team?  What positions need to be filled?  Are there gaps in required competencies?

7. Skills:  
Refers to the distinctive competencies of people within the organization. What skills have you been hiring for?  What skills do you need?  What skills will you need in 1 or 2 years from now?  Does someone in your organization have those skills and are you grooming them for an important role in the next 1 or 2 years?  What skills will you need to possess in two years that are different than the skills you possess today?  What are the strongest skills represented within the team?  Are there any skills gaps?  What is the team known for doing well?  Do the current employees have the ability to do the job?  How are skills monitored and assessed?

 

An example of the 7-S model in action, for an improvement opportunity, would be if the department was misaligned resulting in poor performance. 

We will act on some of the questions just described from the 7-S model in the next section of this lesson, “Manage your Department to its Optimum in 10 steps.”
Manage your Department to its Optimum in 10 steps
Managing a department that is successful in meeting its goals is the goal of every manager. You want a solid organization that knows the goals and runs like a well-oiled machine. Everyone should be on the same wavelength with the same unified vision and shared core values.  By following the right steps, you can be sure you have covered every angle to achieve success in meeting the department’s goals and objectives.  
 
To begin with, you need to fully understand what is expected of you as manager.  You need to know what products and/or services you are supporting, what the goals and objectives are of the company, and what the goals and objectives are of your department.  Once all of that has been determined, you can start on creating a well organized, planned out, fully trained and controlled department. 
 
Here are the 10 steps to plan and build your department to its optimum to meet the goals:
 

Step 1 - Determine your part in the company’s goals and objectives

Step 2 - Absolutely know what’s expected of you as manager

Step 3 - Fully know the company's products, services, and systems used to support them

Step 4 - Establish goals and objectives for your department

Step 5 - Strategize, plan and structure to meet the objective

Step 6 - Get the right people you need to meet the objective

Step 7 - Get the right materials to get the job done right

Step 8 - Get your staff all of the training it needs

Step 9 - Organize it all to put the plan into effect

Step 10 - Monitor and control it all to keep it running smoothly

 

Each one of these 10 steps will be discussed in the following segments.  There will also be examples used from the point of view of a customer service/technical support manager.
Step 1 – Determine your part in the company’s goals and objectives
A company needs to always think strategically and be focused on the future in order to succeed.  Goals and objectives could be a new product or service the company wants to produce or provide, targeting the markets through research analysis that best suit the company’s product line, raising capital based on financial projections through potential sales and earnings, or increase customer satisfaction through its operational strategies.
 
Once the plan is fully in place, the pieces of the puzzle need to be put together.  Anytime a plan has been established, the information to the entire company usually flows something like this:
 
1.      The company’s goals and objectives will be filtered down to all department managers, most likely while in meetings with upper management.
 
2.      Department managers will take their part of the plan and fully understand the goals and objectives. 
 
3.      A timeline to achieve these goals would need to be put into place. 
 
4.      The department manager will create the projects and tasks associated with the plan and clearly state the goals and objectives to their employees.  Training is given and processes are created.
 
5.      The project is monitored to ensure quality and maintain focus.
 
6.      The manager reacts to any problem with the process as soon as possible.
 
7.      Status reports and updates are given to upper management.
 
Sounds simple, but without careful planning it can get muddled, confusing, and unorganized.  The most important aspect of the plan is to be able to clearly translate it throughout the company. 
 
Once your managerial responsibilities of the plan have been determined, you must clearly translate the goals and objectives to your staff along with a timeframe.  You need to tell them why the goals are important and what they mean to the company. There should never be a reason why your staff does not know the reasons and goals of each project that comes their way. 
 
You need to develop processes and procedures that are easy to follow and make sure everyone is trained.  It is up to you to direct them toward objectives, monitor their progress and react when necessary. You need to be able to show upper management the progress being made by reporting stats, survey results, and any other relevant data. 
 
Remember, when dealing with upper management, “It is better to under promise, and over deliver.”  Most managers do the opposite.  Always remember this simple phrase whenever you feel a project that comes your way is bigger than what it first appears to be.

Step 2 – Absolutely know what’s expected of you as manager
 
You need to know exactly what it is upper management expects from you.  If you have any doubt, chances are they are expecting something you might not be able to deliver.  This is why the information flow as stated in step 1 is so important.  What you should expect from yourself is to always think big.  You are either in management, or inspiring to be in management, because deep down you know you can do the job.
 
One thing that is for certain, you are expected to create a strong team, inspire the team to perform well, clearly state the goals expected of the team, achieve those goals with proof from statistical data, and recognize and reward a job well done. 
 
In order to achieve and even surpass expectations, you will always need a good solid plan that is well understood by all.  You will need to figure out how to best develop, communicate, and train the processes and procedures associated with the plan.  You need to make sure that there is no doubt from your staff regarding the goals at hand.  These goals can vary from call center metrics such as customer satisfaction survey results, to a production line such as how many units need to be made per hour. 
 
How you structure your department can determine whether or not you hit your goals.  You need to make sure the setup and flow of the department works in efficiency and harmony. In order for the department to flow in harmony, you first need to make sure you and your team fully understands the company’s systems, products and/or services. 
Step 3 – Fully know the company’s products, services, and systems used to support them
 

You have to know the company’s products.  When you and your staff don’t have a good grasp on the products or services your company provides, more mistakes, less confidence and wasted energy is inevitable.  How can you expect your team to support a new product release or service offering when they are not even certain about the existing products and services that are being offered?

 

This not only pertains to the products and services, but the company’s systems and tools used to track, troubleshoot, and enter pertinent data.  Your job is to make sure everyone is 100% comfortable with the tools and systems they use as well as the products and services they are supporting.  Make it a point to demystify everything that is involved within your department.  You should also make it a point to personally know how to use or work on the products, tools, and systems as that of your staff.  This way you will be able to better relate to any comments or suggestions they may have as well as give you more confidence.

 

When we talk about a product, we are talking about a tangible item that can be physically touched.  When talking about a service, we are talking about an intangible action performed by someone or a service provided.  For example, if you buy a car battery, you’re buying a product.  If you elect to have someone install the battery, that person is providing a service.  There are many times when the product and service are combined from the customer’s point of view.  For example, the steak from a restaurant is considered a product, whereas the cook who cooks the steak and the waitress who then brings the steak to the customer is considered a service.  Managers in these types of companies have both product and service to worry about.

 

There are important quality distinctions that must be made regarding products and services:

 

         A good product is an entity that meets all quality standards. Products that are flawed are considered of low quality. This is a problem for both the customer and the company employees who have to support the product.

 

         A good service is complete satisfaction from the customer’s point of view with the quality of the company’s help and action taken.  Service that is bad is considered of low quality customer interaction.  Bad service can also be related to numerous outages from service providing entities such as your electric or Internet service.

 
By fully knowing the company’s systems, products and/or services, and how the quality can alter the customer’s perception and the employees’ morale, are detrimental to the success or failure of a manager.
 
Your staff also needs to be aware of the reason why the products they produce, or services they provide, goes beyond the marketplace so their customers will continue to be loyal
Step 4 – Establish goals and objectives for your department
As manager, you need to determine how the goals and objectives for your department are set.  These goals might be established through your boss, upper management, or might even be determined by you.  In any case, the goals are most likely based on industry standards, or using the competition as a benchmark.  No matter how the goals are set; you need to fully understand their meaning.  You also have to be able to clearly communicate these goals with your staff.

 

Your employees need to firmly know what is expected of them.  They should be able to quote these goals when asked, and have the meaning of these goals engrained into their memory.  This way they will always have a unified focus on where they are now, and where they need to be headed.  Goal setting encourages employees to put in substantial effort; because they know exactly what is expected of them.  There is little room left for a lack of effort going unnoticed.  Goal setting also provides direction and a sense of purpose.  Goals are the motivating force to work harder.  To make the goals worthwhile, there needs to be a reward of some sort, once the goal is achieved.  We will discuss more about compensation and rewards in Lesson 3.

 

You should set up both long-term and short-term goals.  The long-term goals capture the main objective.  The short-term goals provide guidance on a day-to-day basis to meet that objective.  An example of a long-term goal would be to improve customer satisfaction ratings from 80% to 95%.  The short-term goals towards that increased customer satisfaction would be to address issues such as service outages, provide more technical training, focus on personal skills, or to develop a more standard format to increase efficiency.  The short-term goals should always be related to the greater good of the long-term goal.  If the long-term goal is measured in months, then the short-term goals should be achieved in just a few days, or a couple of weeks.  Determining the timeframe of long-term and short-term goals can vary depending on the size or severity of the project.

 

Dealing with numbers is a necessary part of being a manager, and is the nature of business. Managers have to deal with schedules, production costs, service statistics, quality measures, and satisfaction results, just to name a few.  Numbers should be an important part of the guiding principles in running your department, however, not the only driving force.  You need to set targets and goals, but if you live by the numbers alone, you might lose the personal touch.  Your employees will be more worried about their personal stats, rather than providing a pleasant customer experience.  For example, if a company prides themselves on providing an exceptional customer experience, yet the employees are being judged with the amount of orders they took, not by the extra personal customer touch they gave, you are in for a conflict of interest.  Besides, once they hit their quota, they may not be inspired to do any extra work.

 

It is a fine art to balance the metrics with a personal touch.  For example, you need your customer service representatives to quickly answer the calls, provide the information, and get to the next call as soon as possible so that you do not have too many customers on hold (which is a measured metric).  You might hit your numbers, but the customer felt rushed and did not have a pleasant customer experience.  If, however, you gave too much attention to every call, then you would have longer hold times, thus aggravated customers who just wanted a quick and easy answer, thus poor customer satisfaction ratings because of long hold times.  This is a typical catch-22 scenario that most managers have to face. 

 

Structuring your department to its optimum plays a key role in these types of situations. The skills taught in this lesson and throughout this course will help you face these types of scenarios.

 

Here is a list of some typical goals and objectives that are common within a business that you might have to face as a manager:

 

· Improve customer satisfaction

· Reduce churn rate (customers who no longer use your service, product, etc)

· Prepare for a new product launch

· Improve project management

· Reduce attrition rate (employees leaving the company)

· Reduce product defects

· Reduce service outages

· Reduce hold times

· Reduce costs, and increase profits

· Coordinate efforts on acquiring another company

· Outsource specific projects

· Expand operations

· Improve product delivery time

· Improve order delivery time

· Implement new (or upgrade) your company’s information systems such as an inventory database, trouble ticket database, testing software, or order processing system
Step 5 – Strategize, plan and structure to meet the objective
A great plan comes from absolute attention to detail, which is key to setting up and structuring for success.  Not only do you want to meet the general goal, but set up a specific standard.  A general goal might be to answer calls quickly.  A specific goal would be to answer all calls in an average of 30 seconds. 
 
Before you start planning, you need to know the general and specific goals, the expectations, the type of products and/or services, what is coming down the pipeline, or the anticipated projects in the near future.  Each situation calls for a different plan.  Some plans are smaller and not as important, whereas some are major projects with utmost priority.  You need to know which projects to start planning on first and be prepared for any surprises that may come your way.  You will normally find out during your management meetings with your boss or upper management what is to be expected (which was covered in step 1).
 
Once determined, you start planning on how to accomplish the task at hand.  You should first share this information with your key staff members like your supervisors, leads, and your subject matter experts (or SME, pronounced “smee”).  You will most likely use a whiteboard to chart all the requirements.  If there is any confidential information, use initials or codes that only you and key members of your staff understand.  There may be just one big project that requires your full attention, or many smaller projects working concurrently. In most cases it is both.  It is important that you prioritize the most crucial projects.  You need to be able to make the right call.
 
You also need to create and stick to a realistic timeline.  It needs to be challenging yet attainable.  Map out the plan from start to finish with a description of each task and projected completed dates.  Again, think about the saying, “Under promise and over deliver.”  What might look amazing to upper management at first could come back to haunt you when you miss your target date.  Depending on the type of business, a simple spreadsheet will normally do.  If it is a large and intense project, Microsoft Project Manager is a great tool to use. 
Whether you inherited the department by being promoted from within, or from another department or another company, the best time to plan and make major structural changes is within the first couple of months of becoming manager.  However, be careful if you are following a manager who was very respected.  Major changes might look like a slap in the face and your staff might resent you for it.  It is much easier to make major changes when you follow a manager who was inefficient, even though it’s harder to clean up the mess that was left behind. 
 
Upper management is usually more lenient about certain expenses and disruption while you are making your mark in your first few months as manager.  For example, you may want to re-organize the seating arrangement, request new computers, buy software upgrades, buy extra monitors, get better tools for the trade, get new uniforms, invest in advanced training, move to a new location, or even change the overall direction of the department. Once you are settled and things are running smoothly, it is harder to get the finances to make major improvements, even if it is within your budget. 
 
Lets look at a scenario from a customer service/technical support point of view in a company that provides telephone and Internet service.  Lets say you are a new manager who has taken over a department with poor customer satisfaction ratings due to long hold times that is also losing customers (known as “Churn”) because of repeat issues and the time it takes to repair the problem.  When you were hired by upper management, they let you know that your main objective was to improve customer satisfaction ratings and reduce churn.  After discussing with upper management and comparing industry standards, your goal as manager is to obtain the following metrics:
 
         Calls are answered in an average of 30 seconds

         Abandon rate needs to be under 3%

         Repeat cases needs to be under 5%

         MTTR (Mean Time To Repair – which is the average time it took to open, troubleshoot and close the case) needs to be under 90 minutes

         Customer Satisfaction surveys of all customers polled within your department needs to be 95% or greater

 

To obtain these numbers you first need to look at the way your department is setup. You would need to figure out problems such as the number of staff needed, how long each call should last, find out the skills sets of your employees, find the right balance between quality and quantity, etc.  You would also need to look at methods on how to make an effective and streamlined process to reduce call handle time. 
 
The way the department is set up at the moment is one big group that takes on all calls, no matter the skill set or the nature of the reported problem.  These calls can vary from regular telephone service repair calls to Internet access repair calls.  These incoming calls can also vary from easy to fix repairs to intense troubleshooting repairs.  Some people’s strengths were more related to voice repair while others were more related to Internet data repair.  Unfortunately for the customer, when they called into repair, they were getting bounced around quite a bit.
 
After careful analysis, the best plan might just be to restructure the department. To make the department run more efficiently, it makes more sense to split the group into two teams, one that deals with voice repair issues and another that deals with data repair issues.  The next step would be to split those groups in two to have one team that answers the easy questions with short call handle times, and one that works on the harder and longer duration repairs.  A supervisor would be appointed to each team as well as a lead technician or a SME (Subject Matter Expert, pronounced “Smee”).  With a couple of programming changes to redirect the incoming call flow and some seating changes, the restructured plan would be complete. 
 
Depending on the type of business you are in, many times it does helps to divide the department into a tiered structure.  You can create a team within each tier and modify the goals of each tier to fit the overall goal of the department.  You will need to determine both the physical setup (i.e. where your employees should sit and be grouped, etc) and the logical setup (i.e. the incoming call flow, etc).  
Sometimes if you are lucky, one big group or an “all for one, one for all” strategy works, however, what usually happens is your better “A & B” employees spend half of their time with the simple issues or easy orders, while the “C” employees spend half of their time on difficult issues or the bigger/harder orders.  You’re A & B employees have a higher skill set and are your top performing employees. 
Another incentive to create a tiered structure is to pay the more qualified people more money.  This gives incentive for the Tier 1 people to want to learn more in order to be promoted into the Tier 2 group.  This is a good idea as long as you have the money to do so in your budget.
Going back to the customer service example, what tends to happen is a call will be in queue (on hold in the order received), which tends to make the abandon rate increase (people do not like to be on hold…).  This also increases the time it takes to repair a problem and also results in more repeat cases because the less qualified employees are potentially working on the hard issues. The end result would then be a dissatisfied customer who would give poor marks on their satisfaction survey.  By breaking the department into a tiered structure, you would be able to set up the department like this:
1.      Tier 1 answers all incoming calls.  
They have an easy to follow flow chart and would only answer questions that are easy in nature and do not take up too much time to explain.  Even though they have a flow chart to follow the troubleshooting steps, you should make sure they have adequate training to have the confidence to troubleshoot the basics on their own.  They have an average of 5 minutes per call to resolve the issue.  If they cannot resolve the issue, they would pass the call to Tier 2. 
2.      Tier 2 takes over the call.  
All of the troubleshooting done by the Tier 1 technician will be noted in the trouble case.  The Tier 2 technician would pick up from that point on, which will mean the customers would not have to repeat themselves.  Tier 2 has an average of 1 hour per case, as the problem will most likely take some time to troubleshoot. 
What would happen with this simple yet effective set up would help reduce time in queue, which would lower the abandon rate, which would also reduce MTTR along with a reduction of repeat cases, which would leave the customer more satisfied, which would result in fewer customers leaving the company.  Higher customer satisfaction is achieved and the churn rate is reduced.  All of the objectives and goals would be achieved with this restructuring move.
The goals for each tier would be different.  You would not want to have a generic goal for both groups.  The goals for Tier 1 would be based more on quantity, whereas the goals for Tier 2 would be based more on quality.  That is not to say that Tier 1 shouldn’t do quality work.  It just means that Tier 1’s main goal is to answer calls quickly and if they do not know the answer, pass the call to Tier 2.  Tier 2 would also be expected to perform a certain quantity, but their main concern is more on reducing repeated issues and chronic type of problems.  Something to keep in mind, you can always have one group help the other in times of need.
As part of the restructuring in this example, a knowledgebase could also be built so that Tier 2 can document the troubleshooting steps for certain problems.  By utilizing the knowledgebase, technicians can cut down their troubleshooting time, thus reducing MTTR.  Some of these troubleshooting steps can also be placed on a FAQ page on the company’s website.  Customers might be able to fix the problem themselves, thus reducing the amount of calls into Tier 1, thus reducing hold time even further, thus reducing abandon calls.  This would reduce having to hire more staff to hit the goals, thus saving the company money, which makes upper management very happy.
Even though this example was based on a particular customer service scenario, the same logic could apply to any planning and structuring situations you might face.
Step 6 – Get the right people you need to meet the objective
 

It’s pretty obvious that you need to have good people to do a good job. The tricky part is to have the right person for the right job.  If you have been out on the floor getting to know your employees, knowing their strengths and weaknesses, trusting in your supervision staff on your top performers, and knowing who has the right attitude and aptitude, you should be able to find the right people for the job.  If you have done your job correctly, you will have an inspired staff, full of knowledge, just waiting to show you their talents and strengths.  You will also need to start off with hiring, and keeping, the right people, as well as keeping the good people you already have. 

 

This section alone is a lesson or two within itself.  We have dedicated much more information to this subject in lesson 3 regarding ideas on how to create, motivate, recognize, evaluate, and compensate your people, and Lesson 4, which is dedicated to hiring and retaining the right people. 

 

Step 6 is probably the most important step in this lesson.  It really is all about the people within your organization who truly make a difference.  Your job as manager is so much easier when you’re surrounded by nothing but the best people.
Step 7 – Get the right materials to get the job done right
You need to make sure your staff has all the tools it needs to get the job done right such as efficient equipment, materials, and supplies.  Do things like making sure your staff has good working computers with plenty of disk space and memory.  Nothing is worse than having a slow computer, especially while on the phone with a customer.  Continually communicating with your staff is the key to finding out what they need to make things run more efficiently.  Many managers assume everyone has what they need because they do not ask for anything.  They might think it is too trivial or that they do not want to waste your time with small requests.  Don’t let this happen to you.  Encourage your staff to look for any improvements that can make their lives a little easier. 

 

Hopefully you have enough in your budget to adhere to the requests.  Many times, items such as computers are part of Capex (capital expenditures) and should not necessarily come out of your budget (basic finance and creating a budget will be discussed in more detail in lesson 8).  Insist from upper management that you need this equipment in order to achieve your objectives and goals.  The software you choose is also of vital importance.  Clumsy and hard to use programs like old DOS type of software is hard to use and takes extra time to find and enter information.  You should also be able to show how the benefits outweigh the costs.  Lesson 9 goes into detail regarding how to determine the cost-benefit analysis.  Getting fast computers with easy to use software programs makes for easier training and efficiency improvements. 
Step 8 – Get your staff all of the training it needs
Before anyone can do anything, they need to know how to do it.  When surveying employees for what they would like and need, training is the most requested item, besides of course, more money.  Everyone wants to be trained whether they are new and just starting, or are a seasoned pro who wants to get even better.  Proper training and support for all levels of work produce better and more productive employees.  You will find that the cost of training is met quickly with lower turnover and higher productivity.  You should periodically ask each employee, while you make your rounds, on what training they would like to receive. 

You want training done by experts who understands, and can clearly explain, the subject matter.  This could be someone in your department or an outside resource.  The point is to truly make the training count.  It is a total waste of time if you train just for trainings sake.  No one will get anything from it.  It might not even apply to the real training need. Training needs to relate to what your employees do on the job. 

Here are 20 training ideas that could pertain to your department:

1. Work with one of your most knowledgeable employees to develop a training process and procedure manual.  

You would want to document everything from beginning to end.  Using customer service as an example, it would start off with how to answer a call and exactly what to say, how and what information should be documented into the order or ticketing system, how to look up all pricing and billing info, etc. This should be printed and put into a binder.  You should also meet with your staff and go through the manual to make sure everyone fully understands the process, flow charts, etc.  Whenever there are any major updates, make sure you modify the process.  If it starts to become outdated, no one will use it when new products are released or procedures are modified. 

2. Set up weekly training sessions for the supervisor or lead to go over training issues that popped up during the week with their staff.  

For example, people might be using the wrong codes, there is not enough documentation in the trouble case, orders are incorrect, etc.

3. Find online training programs such as technical schools that your staff can take. Put aside some time during the day or even pay overtime for after hours study at home.

4. Have a “Lunch and Learn.”  
Provide lunch for the staff in a training or conference room, and train while they are eating.  It’s a win/win situation as the employee gets a free lunch and you get the opportunity to go over some training issues that does not interfere with their normal work schedule.  This is also motivational and helps in team building.  Make sure to clear this with HR to make sure there are no labor laws violated.

5. Find a webinar or workshop that specializes in the subject matter.  It can be viewed either in house or at a yearly retreat type of event.  

6. You might find someone who can benefit from some one-on-one mentoring.  A gesture like this goes a long way not to mention builds morale and shows leadership.

7. Take the time to get with your staff to discuss the optimal training they would like to receive.  
What might look good to you is not really what they need or want to learn.  Take a poll by having them list the top 5 training needs in a secret ballot due to some individuals might be too embarrassed to publicly state the training they need.  Gather the information and find the main trend.  If the majority requests the same training need, you can start setting up the training process right away.  If there are a few different ideas, you can either set up a few different training sessions, or gather your staff together to discuss all possible options.

8. If it is within the budget, offer a company paid tuition to a local college.  This is a huge motivational and retaining tool to use.

9. Try to relate the training to something they already know and are confident doing. It is easier to learn something new when you can relate it to what you already know.

10. Training should be as visual as possible with true hands on participation.  They need to actually perform the tasks they are being taught. 

11. Make sure your boss or upper management shows their excitement towards this training amongst your employees.  This will generate more enthusiasm and determination.
12. Make sure they are motivated and want to learn.  They should feel a sense of excitement about enhancing their career by becoming more knowledgeable.  The more motivated they are, the more they will want to learn.

13. Keep the training area away from any office or factory related noise and commotion.  They need to be 100% focused with no distractions.  This also includes turning off cell phones and not checking e-mail from their laptops.

14. Make sure you take a quick break after each main subject.  Each subject should be no more than 1 to 2 hours.  Too much information all at once is too much to take in.

15. It is ok to do repetitive training if it is needed.  The more your employees see, hear and do something, the better they will be able to remember it.

16. If anyone cannot make the training, ask one of the employees who took the training to train other employees with the information learned.  This could be thought of as “train the trainer.”

17. During the training seminar, make sure to discuss how the material being taught applies to real life scenarios.  If there are good examples to use, this would be a great time to discuss.

18. If you cannot set up a training course or provide online training, you can always purchase business books for the employees.  Ask them to read it during slow times at work or at home.  You might even want to start up a book club to meet once a week so that the employees can discuss facts with one another.

19. Set up a buddy system.  Pair up a seasoned knowledgeable employee with a less experienced employee. This would improve skills and build confidence.  This also builds a strong work ethic, morale, and loyalty within the team.  Just make sure the knowledgeable employee adheres to these rules:

· Puts the less experienced employee at ease by not showing off and is humble with stories about when they first started out.

· Asks what the person knows or does not know about the training subject. Nothing should be assumed, as the person might be afraid to ask any questions.  Don’t blind the person with science by using acronyms or terms they do not understand.

· Covers the main objectives and goals including how their job relates to the big picture. 

· Motivates and creates excitement.  This is a time for positive interaction, not negative opinion.

· Clearly goes over the workflow both visually and in theory.  Have the less experienced person repeat it back until fully understood.

· Makes sure the less experienced person performs the tasks. The main goal is to fully understand the processes, procedures and expectations.  Total quality is always imperative and is absolutely key to the persons and company’s success.

· Sets up a post meeting, and if necessary another training session, to make sure all is good.

20.  Training is an ongoing commitment you need to make to your team.  You need to always keep on top of any training needs.  Always remember, “The more you train, the more they retain.”

 

Step 9 – Organize it all to put the plan into effect
Now that you know your part in the company, know what is expected of you, know the products and/or services that pertain to your department, know the goals and objectives expected of your department, developed a plan to achieve those goals and objectives, picked the right people for the job, have the materials needed for optimal efficiency, and made sure they have been fully trained, it’s time to organize it all and put the plan into effect.  This is the time to make the physical moves, get the project underway, start the task, etc.  It is imperative that everyone involved is fully aware of these moves, projects, and tasks and are fully prepared to make it happen.

 

It is a good idea to utilize programs such as Visio or spreadsheets to make visual representations of your structuring plan such as organizational charts, schedules, and seating assignments.  Enterprise iPBX’s are very beneficial for a call center phone system with incorporated reporting tools.

 

Using the same customer service example, it was decided that in order to achieve the goals, we first split the customer service technical support team into two sections:  Voice Repair for telephone service, and Data Repair for Internet service.  It was determined that you needed supervisors for each group and lead technicians to provide support for the technical support representatives.  This was based on measuring call volume, time on the call, time it took to fix the problem, trending future call volume based on POS (point of sale, pronounced “paws”) reports, determining the need for 24/7 coverage, and customer satisfaction results.  Here are some visual examples of the restructuring plan:
By deciding and planning correctly, your staff will understand what is expected of them and their place within the organization.  Putting your head in the sand and hoping for the best will inevitably catch up to you.  Always plan ahead.  Here are some planning pointers to follow:
         Utilize your resources to their optimal performance.  If you have a great plan and do not have the resources, then you need to back up that plan with documented reasoning on why you need more staff, equipment, seating area, etc. to upper management.
         Look at all the possible scenarios and make sure there are clear benefits to each decision.
         When in doubt map it out.  That is what the white board is for and you should use it whenever possible.  Visually looking at possible structure changes makes things so much easier.
         Hold daily meetings with your supervisors to make sure the plan will work as good in real life as it looks on paper.  They will be the ones who will be in direct contact with the employees on a daily, if not hourly basis, and you want to make sure they are happy with the plan.
         Make sure you get your employees suggestions, as they are the ones in the trenches who really know which processes work and which don’t.
Again, even though we are using customer service as an example of a department to manage, the same principles apply to most any management scenario.
Point to keep in mind:  
You always want to keep your boss informed before making any changes or implementing any plans.  By giving well-documented processes, procedures, and laid out plans, you will look good as well as make your boss look good.  Upper management expects this type of detail to achieve success from you, the manager. 
Step 10 – Monitor and control it all to keep it running smoothly
Now that you have the department in order, everyone is trained and happy, and you have all of your processes and procedures in place, the best way to determine how things are going is through reports and feedback.

 

Continuous employee feedback and communication, statistical reporting, customer based surveys, feedback from suppliers, feedback from other departments that are closely involved with yours, sales performance, financial analysis, inventory control, monitoring order accuracy, and employee evaluations are just a few of the necessary tools to monitor how your department is performing.  

 

There might be problems and unforeseen bumps in the road ahead such as a new product line or taking on additional responsibilities, however, with all of the planning and organization you have put into place, you will just need to do some slight modifications to keep it all running smoothly. 

 

The following charts are just a few examples of the types of statistical reporting you can use as a guide for tracking goals and looking for trends.  The screenshots that follow were pulled from spreadsheets.  For simplicity, we are focusing on Data Repair from the customer service example (you would want to keep Voice Repair separate anyways as they have different metrics to report). 
You need to have the right tools to measure productivity and process effectiveness. At a minimum, you need to know how to read, create and manipulate a spreadsheet, know how to create and present a PowerPoint presentation, and work with a Word Processing doc.  Other great tools are Visio for creating flow charts, and Microsoft Project for large task related projects.

 

Being able to analyze the data not only helps you find trends, it also keeps upper management informed.  They can either see the progress you are making or the problems you are having.  Either way, they will appreciate the fact that they are not being kept in the dark.

 

If any problems arise when monitoring productivity, make sure you have created a systematic approach in finding the root cause and correct resolution.  In order to do this, you need to have accurate data as previously presented.  You would then set up a meeting with key players in your department, and if necessary, key players from other departments.  The key point here is to make sure you have the accurate data to back up the issues at hand. 

 

For example, if your team is getting inundated with calls due to a faulty product complaint, you need to have a system in place that tracks by problem report code, category, and resolution along with accurate documentation.  This is needed to help spot the trend.  With accurate data you can report something like “an 18% increase in customer complaints due to a power failure.”  This is much better than making a generic statement like, “Customers are complaining that the product doesn’t work.” 

 

With this type of information, you can present the data with confidence to the other areas within the company.  With this accurate data, they should be able to find the source of the issue.  You need to be exact, precise, timely, and confident with the data you provide. Don’t come off like you don’t know what you are doing.  You will not be taken seriously, the customers will continue to be upset, future sales will go down, and the department morale will decline due to the increase in work and complaints.  All of this because of insufficient data.

 

Do not be afraid or intimidated to bring issues up to other department heads.  This is expected of you.  As the manager of your department it is your job to make sure everything is running smoothly, including issues that might be out of your control.  At the same time you need to be careful that you do not look like you’re on a witch-hunt to find the culprits. It’s all about finding the perfect balance between being easy going and aggressive.  You need to make sure that you, and the other departments involved, understand that this is for the greater good of the company’s success.  Your part is just to make sure it is clear you are doing everything you can to achieve the company’s goals.

 

Utilizing all that has been taught in this lesson will help build your value and effectiveness as a manager.  A department that is structured to achieve its goals is key to being a successful manager.  Following through on your well thought out plans will show off your management and leadership skills, it will also earn you a great deal of respect.
A short story about structuring a department

John Smith is the manager of a customer service department that he had recently inherited.  He provides support for Internet and telephone services.  He has a staff of 50 employees who have different skill levels and technical expertise.  His department seemed to be doing fine, however, customers were complaining of bad service.  John made sure everyone was trained but the customers still kept on complaining.  He thought he had his department in order but there were no true goals or objectives set, nor was there a good way to capture the data.
John realized that he needed to come up with a plan to improve customer service.  He decided to dig deeper through departmental reports to see what was going on. Unfortunately the reports did not show much as the data was too generic and meaningless. 
John met with key members of his staff to address the issues and map out a timeline to investigate and resolve the problems.  John also made customer satisfaction a prime objective and made sure his staff fully understood the targeted goal of high satisfaction percentages.   He delegated certain tasks such as updating and adding codes to the ticketing system.  This was done to track the root cause of the problems.  A customer satisfaction survey was also created and was sent out to each customer who recently dealt with customer service.  John also tracked how long the calls were on hold, how long each call took, etc.  Once the data was analyzed, he started finding trends.  
What he found was that technicians who were more inclined to work a case quickly, had more repeats due to not fixing it right the first time.  He also found that the technicians who took their time on a case, had less repeats, but longer customer hold times.  He found that certain technicians had better skills at Internet related issues than telephone related issues.  He found certain times of the day were much busier than others. Customer survey results showed the main complaints were long hold times and repeated trouble.  He also found that more cases were opened in a certain area of the country than any other city.  This was due to network issues that were captured through his new coding system.
Through all of this analysis, John was able to determine how to structure his department.  He utilized his staff more efficiently by transferring them to the area that best suited their skills.  He organized a tiered system so that Tier 1 addressed the quick and easy issues, and Tier 2 addressed the long and more difficult issues.  He applied this system to both the Internet and telephone sides of the department.  He made seating arrangements that put them into smaller groups associated with the tiers.  He scheduled his techs accordingly to cover the busiest times of the day.  He also worked with engineering to investigate network related problems.  Engineering was able to find the problem due to the accurate data they received.
All of these changes directly improved hold times and repeated issues.  Customer satisfaction results went way up due to hold times and repeated problems going way down.  This also improved employee morale.  John made sure from this point on to always look for trends and structure his department based on a plan, not just because it seemed right.
Epilogue:  
A solid plan to obtain the goals and objectives is mandatory.  You can then decide how to set your department based on the results of that plan.  John was able to hit all goals and achieve high customer satisfaction ratings by structuring his department to its optimal performance with little additional resources.  Most of what was covered in this story relates to the examples used in this lesson.
Quick Lesson Summary

         You need a solid plan and the methods needed to succeed to obtain the goals and objectives. 
         You need to make sure both you and your employees fully understand the mission, goals, company products, what is expected of them, and what is expected of you. 
         Carefully analyze all aspects within your department before making any changes. Get with key members of your staff and discuss all options.
         You need to get the right people to do the right job.  You might need to reassign them for optimal performance.
         You need to set up a timeline whenever a major project, task, or structuring takes place.  The short-term plans must coincide with the long-term objective.
         You need to provide the right materials and training.  A lack of materials and training will result in a lack of efficiency.
         You need to know how to use programs such as spreadsheets to monitor your department’s performance and correct issues as they arise.
 
 

 
 

 

 

 

 

 
 
LESSON 3 - HOW TO MANAGE YOUR EMPLOYEES AND BUILD A STRONG TEAM
Introduction:  Get the most out of your employees including working as a team

 

The definition of a team is a group of individuals who clearly know what is expected of them both individually and as a whole.  They know the objectives and have a common goal while working interdependently.  To have the best team, however, you also need to get the most out of the individuals.  You can get the most out of your employees by learning how to best manage them.  Once you get the most out of each individual, a strong team will start to develop with respect and purpose.  You do this by giving them clear expectations, motivating them to hit those goals, recognizing the good work done, evaluate their performance and if they did a good job, rewarding them with a merit increase or other meaningful awards.
 

Great managers need to make people function in a collaborative fashion.  This can be quite a challenge when you have so many different personalities to manage.  You need to mold them to think as a team, and motivate them to exceed the level of performance they normally would under another manager who’s not of your caliber (after all, the skills you are developing will separate you from the rest).  Your employees will recognize your managerial and leadership capabilities and you will be respected.
 

In this lesson we will give you the necessary tools to build strong and motivated individuals, who will in turn work as a great team.  Putting these tools into effect will not only benefit your department, but also the company as a whole.
Shape the individual and build the team in 5 steps

 

 

By following these 5 steps, you will be on the right path to building a strong team.  You will get the most out of your staff and also develop a strong spirited department:

 

1. Create and Develop a strong team with solid expectations

2. Motivate Professionally and with respect

3. Recognize and Praise great work

4. Evaluate and Appraise employee performance

5. Compensate and Reward a job well done

 

 

These 5 steps will be discussed in much greater detail throughout this lesson.  The goal is to build the best team possible so you, your staff, and the company succeeds.  To have your employees performing to the best of their abilities, they must know:

 

         Exactly what is expected of them (Creating and Developing)

         Exactly what it is they will be doing (Creating and Developing)

         That they will be trained (Creating and Developing)

         That they will have the right tools (Creating and Developing)

         That teamwork is essential to success (Creating and Developing)

         That high morale is key (Motivating Professionally)

         That they will work in a great environment (Motivating Professionally)

         That they will be continually challenged (Motivating Professionally)

         That they will be noticed when they have done good work (Recognizing and Praising)

         That there will be affirmation of good work (Recognizing and Praising)

         That they will take full responsibility for their work (Evaluating and Appraising)

         That their performance will be reviewed (Evaluating and Appraising)

         That there will be rewards and gifts given for exceptional work (Compensating and Rewarding)

         That there will be monetary incentives for a job well done (Compensating and Rewarding)
Step 1 - Create and Develop a strong team with solid expectations

 

You need to create a team atmosphere within your department with a sense of mission. You need to share your vision of what the company can be, so they have a common purpose.  To get a group of individuals to think as one positive team, they also have to see you as a positive, good spirited and motivated hard worker. 

 

Here are 19 ways to help create and develop a strong team with solid expectations:

 

1. Make sure the team is set and ready to go.  You need to first make sure you have planned, organized, and structured your department to its maximum potential.  We talked at length about organizing and structuring in Lesson 2.  Once structured, you will most likely have sub-team goals such as that of a Tier 1 and Tier 2 group.  In most cases you will have at least one team lead or SME.  This person must have the people skills in order to handle any individual issues in their group.  Even though a person might be technically inclined, they may not know how to deal with the everyday people issues that are commonplace in the work environment.  The ideal is to have a technically competent person who is also a people orientated team lead. The point here is to have someone in the group, or in the sub-teams, who can help build teamwork by being there to help their team address the everyday type of issues.  This person might just be you if the department is not very big.  If you do have your department structured in a way that has sub-teams, make sure everyone within the whole department understands the goal of being part of one big team. 

 

2. Start off with a fresh approach.  Are you a new manager with old staff?  Old, meaning they are settled in their bad habits.  When trying to create a team, you need to start with a fresh approach and positive attitude.  You might be asked to rescue a dying department.  If so, if you cannot make the old staff see the new light, you might need to clean up shop.  This also goes for employees with bad attitudes who are unwilling to change.  A few changes like these can turn around a department’s performance and morale almost overnight.  All it takes is a few bad apples to spoil the lot.  You do have to first try to rectify the situation before making any drastic decisions.  Lesson 5 goes into detail on how to deal with difficult employees. However, if you have done all you could, you sometimes have to make the difficult, but needed decisions.  It’s important to make your mark right from the start.  People want a manager who will bring in a new and fresh approach to an old and stale department.  If there are no problems, then leave it alone.  That’s a fresh approach in itself; not changing for changing’s sake.

 

3. Create a one or two paragraph mission statement.  This should be sent out and posted on the wall and should contain the company’s and departments values.  When we say mission statement, we are not talking about some corny poster on the wall that no one reads.  This is what you want the department to be known for, and what you want engraved into the minds of every employee.  The department’s goals and mission must have meaning for your employees.  They should be involved in creating the mission with simple declarative sentences.  The mission statement should come across, as making it seem like their job is truly important to the success of the company.  Make them feel connected to the company rather than just a place to pick up a paycheck.  The goal is to make them feel like they “fit in” and is a good part of their life.  The best words you can ever hear from someone is, “I like this company so much that I plan on working here until I retire.”  Here are a couple of ideas to use depending on the type of company you work for:

 

 

· If your company provides a service that is making a positive contribution to the community, then you should promote something like, “Our contribution to the greater good makes the world a better place.”

 

· If your company provides a service that is making a positive customer experience, then add something like, “Our every action can lift the customers spirits and soul.” 

 

· If your company provides a value towards customer service, then you can add something like, “Providing world class service will set us apart from the rest of the competition.”  You might want to add something like, “We will win the customer over by going the extra mile.”

 

Try to consider things like:

 

         What is the value of the company that the customers pay for? 

 

         What is the competitive advantage? 

 

         What kind of quality is expected?

 

 

At the end of the day it’s all about profitability, however, with stringent control and practicing ethical practices.  In other words, you do not want to make a statement such as, “Do whatever it takes to make the sale.”

 

The mission statement should be short and general, yet has a powerful punch.  You might want to throw in some team guidelines, or “Norms,” on team interaction as well.  It is also important to regularly review the goals with your staff associated with the mission.

 

Actually make it a point to test the mission statement.  Make sure people perceive the way you’re leading and managing the organization as being consistent with the mission statement itself. 

 

This statement might even be used as part of a marketing campaign or posted on the company’s web site, so make it good.

 

4. Periodically walk around the department.  Take the time to sit down with your employees in their environment.  Have a small impromptu meeting with one individual or a couple of people every once in a while.  Bring a notebook with you and clearly show that you are documenting some good ideas, requests, issues, etc.  If it’s not something you can answer or resolve at that very moment, tell them you will look into these suggestions and comments and follow up as soon as possible.  They will be surprised that you truly listened and followed up even if you could not fulfill the request or idea.  They will know you tried and you will earn their respect. 

 

5. Periodically hold team meetings.  For example, hold weekly meetings to go over the goals and share the direction in which the team is heading.  Go over items such as performance based stats, sales, customer compliments (and complaints…), needed materials, training requests, and any other pertinent information.   Also announce upcoming events such as new projects, new products, visiting VIP’s, or structure changes.  You want to always keep your team well informed and not left in the dark. This is also a good chance to gain ideas for improvement, and if needed, how to ease any tension in the group.  Make sure to set up the meetings in your Outlook calendar to re-occur for at least 6 months.  You can update each meeting request with an agenda with items you would like to discuss.  Also make sure you have all of the needed paperwork to pass out to the team, or show in a PowerPoint presentation. This will show you are serious about your expectations.  See Lesson 7 for more advice on holding effective meetings and giving presentations.

 

6. Make sure everyone is fully trained and has what they need.   Although training was already mentioned in Lesson 2, it is worth mentioning again.  Always be aware of any training the team needs to accomplish the goals at hand.  They also need the right materials to do the job to its optimum. 

 

7. Teach them how to work as a team.  Talk to your employees about how important it is that there is support amongst team members with respect for one another. Team members need to rely on other team members to accomplish the work or the goals of the team, which is the basic principle of team spirit.  They will listen to you as you are their manager and more importantly, especially in this aspect, their leader.

 

8. Show how the goals of the team tie into the organizational goals.  Explain to the team why their part in obtaining the departmental goals are also part of the big picture within the company’s goals.  When they perform to or above standards, the company is more likely to succeed.  Keep in mind that even though you do not want your department to be the weakest link within the departmental chain, you should still want to see other departments succeed.  You will have a solid company in which to work, and a very happy upper management team.  This should be stressed to the team as well.

 

9. Make their opinions count and always follow up.  If someone brings a training idea, talks to you about furthering their career, or confines in you about how some improvements can be made, make sure you follow up on everything that has been brought to your attention.  If you can provide what was requested, you will not only build that persons morale, but it will inevitably get around the department that someone approached you with and idea and you followed up.  People like being taken seriously and if an idea is implemented, a strong sense of pride happens which can be contagious amongst other team members.  Stress that you want your team to be innovative and that you’re always willing to do whatever it takes to improve any process, procedure, or make any functional improvements.  Even if you cannot accommodate the request, or it is something they do not want to hear, at least they know you listened and took them seriously.  Just make sure you always follow up with the reason why.

 

10. Support the differing strengths of your teammates.  Allow each person to bring their unique qualities to the table. There can be some new and innovative techniques and processes that can lead to doing things in new and different ways.

 

11. Sometimes let the team decide.  Encourage the team to come up with improvements to existing processes, ideas on troubleshooting, equipment they need, etc.  If you build the right type of team, you can trust what is presented to you, and you can give it your blessing.  This is a great motivational tool as well.

 

12. Make sure your team members are not afraid to speak up.  If no one speaks up or contributes anything during a meeting, there are potential ideas that will not be shared, or even worse, there may be problems that are not identified.  You want any ideas or concerns to be dealt with right then and there.  Make sure you stress that you want people to share even if they might create some waves.  You also want to make the timid people feel comfortable to participate.  Let them know that their contribution to the team is just as important as anyone else’s opinions.

 

13. Make sure everyone understands what is expected.  Just saying we need to work as a team and leave it at that does very little and sounds like a corny cliché.  You need to give clear details of the expected goals, and potential consequences if the goals are not achieved.  Clearly defined roles and responsibilities for each team member is key.

 

14. Demand the needed attention to detail.  Express the importance to become a world-class organization by striving for perfection.  Make sure to stress the importance to “dot every I and cross every T.”   Inspire the team to make it their goal to treat each situation they find themselves in with absolute professionalism. Customers and upper management knows the difference between good and great, or even great and brilliant performance.  Strive for brilliance in making sure every possible detail is given full attention.  You have to be excessively meticulous or else the flaws will become acceptable.  Once your team knows the attention to detail that is expected, you will see excellent results.  The higher quality the team, the better the teamwork.

 

15. Stress that the customer is right, no matter how wrong they are...  When you are creating your team, you need to make sure they understand this simple core value.  Always tell your staff, and yourself, that without the customer there is no company, thus no paycheck.  You do not have to be quite so dramatic, but this is basically the truth.  Teams work a bit harder and are a little more patient when they remember this fact.

 

16. Try to curb any negativity about customers or other departments.  It’s so easy to complain, criticize, and always find faults in customers or people in other departments.  A prime example is how customer service is always bashing a salesperson.  Even if it’s justified, you as manager do not want to add fuel to the fire.  You can always have a lighthearted thing to say like “Sales sure seems to pass the buck,” but follow it up with something like, “but we need sales to sell or else they will not bring income into the company.”  Then follow up with letting the team know that if it gets too out of hand, you will meet with the salespersons manager (and you should truly have a brief discussion with the sales manager).  Your staff might have a common grief about a customer or company employee, but watch it closely and don’t let it get out of hand.

 

17. They should act as if a camera is filming them.  Have them pretend that a camera is filming their actions when working.  They will find themselves treating the customer like gold or precisely producing a product.  This little tip will always keep them in check (try it sometime…). 

 

18. They should act like they are Ambassadors for the company.  If an employee and team feel like they truly represent the company in their actions, words, and attitude, they should feel like ambassadors to the company.  The team will feel their contribution to the company means something.  As ambassadors, they should feel like a true part of the success in the growth of the company.

 

19. Team Building is not a one-time activity.  Be prepared to continually work on improvements, ideas, functions, etc.  Just calling a group of people a team does not necessarily mean they are working in harmony as a team.  This should be looked at as a continuous ongoing project.

 

 

Points to keep in mind:
 

· Strong teams do need to be micromanaged not.  Even though micromanaging was mentioned in lesson 1, it is worth mentioning again.

 

· Make sure you know what they know.  Just saying “do it” without knowing what needs to be done is a morale killer that will destroy teamwork.  You should be able to do the basics of each individual’s job in your department whether it is answering a phone, taking an order, making a product, or technically supporting a customer. Besides, your confidence level will also rise if you understand the work being done by your team.

 

· Balance is key.  You want your team to be happy, but at the same time not acting goofy.  You want them to be serious, but at the same time not stressed.  You want them to communicate openly, but at the same time not always complaining.  You want them to be easy going, but at the same time not flaky.  You want them to be communicative, but at the same time not so much of a social butterfly.  You want them to be independent, but not disrespectful.  Always make sure there is balance in the air and be prepared to counter-balance as soon as possible.

 

· Project teams within a team.  This is a temporary team used for a specific reason. For example, you might need to have some of your testing software updated.  This would not need the whole teams participation, but it is too big of a task to delegate to just one or two individuals.  In this case you would pick a small team whose task would be to work together on the project until the mission is complete.  Be sure to communicate exactly what is expected and in what timeframe. 
Step 2 – Motivate Professionally and with respect
 

To motivate you need to be positive, honest, encouraging and direct.  To be honest, motivation starts at home.  If you are truly motivated, it is easier to spread that enthusiasm to others.  Share your vision and mission with confidence.  Your attitude, the way you handle yourself around others, and the way you talk to each individual will subconsciously build morale.  Do not come to work stressed out and miserable, and yet expect your department to be happy and enthusiastic. 

 

Some people work hard and do good work for pay and recognition.  It is your job to give them monetary increases and praise a job well done.  Some are lazy and do bad work, yet still expect to get paid.  It is your job to get them motivated and show where they need improvement.

 

Motivating a team uses a “one for all and all for one” approach.  Motivating an individual is more of a one-on-one approach to get your point across and to inspire.  The people you are trying to motivate must be truly motivated themselves.  They are motivated in different ways:

 

· By the actual work they perform

· Their pay

· The work environment

· A helpful manager when needed

· Not micromanaged when all is under control

 

Whatever you do, don’t patronize your staff with silly gimmicks such as balloons, bells, and whistles for ordinary work done.  This just makes it look like you are treating them like children in a kindergarten class.  Motivate professionally with maturity and respect. 

 

Although monetary increases, rewards, praise and recognition are big motivators, we will first look at 23 other ways in which to motivate professionally and with respect:

 

1. Be a solid leader.  Be the person who can make decisions, solve problems, has an open door policy, knows how to delegate, and provides regular feedback.  People are motivated when they trust their leader.   

 

2. Give clear instructions.  A person and team are more motivated to do a good job when they know exactly what is expected of them.  No one likes to be given daily tasks or a project with little to no direction.  People are more motivated when they know the exact goals to reach, both individually and as a team.

 

3. Show how much you value everyone in your department.  This especially holds true for the good workers.  Quite often you should take them aside and truly communicate to them your appreciation.  When they know you know how hard they work and how valuable they are, it makes them feel great and continue to be motivated.  A simple pat on the back, shake of the hand, or a simple thank you goes a long way, much more than you would know.  It is so simple to say kind and encouraging words.  This simple people skill will get you more than just about any other motivational technique.

 

4. Help people grow.  Always try to help people grow their skills and develop their careers through training, providing opportunities, and spreading the word through upper management.  This will make you be the person people want to work for and be in your department.  When employees feel they are learning and growing, they work harder and more efficiently.  Don’t let them become board and stagnant or else they will become sluggish, both personally and professionally.  Challenge and empower your employees with tasks, projects, and assignments.  You will both win.  Coaching and mentoring your employees by focusing on the needed strengths for them to learn and grow is one of the best things you can do as manager and leader.  Build their confidence when they are unsure about themselves, bring them out of their shell when they are shy, and help with reporting and process skills when they are not program experts.  By helping your employees learn and grow, you will have more people in which you can delegate tasks.  This in turn gives you more time to focus on other aspects of improving your department, which is a win/win situation.

 

5. Encourage your employees to recognize each other for great work.  Whenever a co-employee does great work, goes the extra effort by helping out one another, or inspiring extra teamwork, try to get them to pat each other on the back.  When employees respect and help one another, you have a highly motivated department. There are reward programs like “power points” that you can set up for just this type of scenario.  Rewarding ideas will be covered later in this lesson.

 

6. Motivate by building their confidence.  This should be done both individually and as a team.  When people feel good about themselves, they work better as a team.  They need to clearly understand the big picture and believe that working as a team produces better results.  This will get the slower performers working faster, and the faster performers continuing to work hard.

 

7. Motivate the already confident by listening and discussing triumphs.  The more you show these “self starter” type of employees that you really care about their expert skills, the more they will be motivated to keep you impressed.  You would also really try to make sure you get these employees whatever they request.  For example, if they ask for a software package, get it for them without asking too many questions.   You want to especially build respect with these key employees.

 

8. Show the team you truly care.  Showing concern and understanding for your employees are signs of management strength, not weakness.  Let them feed off of your positive and caring approach.  Strong leaders show they care by getting the team what they need to succeed, even if they have to work across department lines.  Ask about their interests, family, hobbies, and genuinely be curious about their lives.  Know the little things like how their kids did in the game.  You can do this in a group atmosphere as well.  Many employees who feel you are uncaring or unfair are more willing to cheat on their expected workload and think they can get away with it.  They will feel like they are just a number so why should it matter what they do. So make sure you are there for them and show that you care.  This really helps build harmony and teamwork and thus more productivity.

 

9. Stress their importance to the company.  Let them know that what they do is a vital part of the company’s success.  Even an operator who just answers a phone is vital as they are the first customer touch point.  If the operator comes across as a positive happy person, the tone will then be set to the person who receives the transferred call.  Another example would be a support technician who not only fixed the problem, but also asked if there is anything else they can do and go the extra mile.  This can result in future sales just based on the support the customer received.

 

10. Create more interesting and admirable job titles.  For example, add the word “Specialist” after a normal mundane title.  “Technical Support Specialist” sounds a little more important than “Technical Support Representative,” yet has the same job responsibility.  This also looks better in the customer’s eyes.  Some employees might find this a bit suspect.   They will think a better title with no monetary increase is a bit dubious.  It is up to you to judge whether or not this idea would work for your department.  This should also be considered when writing a job description as described in lesson 4.

 

11. Do not rule by intimidation.  Only short-term gain is usually achieved with this approach and a higher rate of attrition usually occurs.  It is good for a little healthy fear associated with the natural approach to hierarchy and respect for the position, but that is as far as it should go.  Intimidation is a morale killer. 

 

12. Don’t raise your voice.  Show people their errors and mistakes in a calm and professional way, even if you want to scream.  Calmly show them how to do it right. Morale goes down when your temper goes up.  A sergeant in the army has a need to yell, as it could be a matter of life and death.  A manager of a business department luckily does not have that responsibility.

 

13. Don’t penalize them for doing their best.  If you do not hit a goal or complete a task, don’t take it out on your staff.  It is your job to set a truly achievable goal, provide the right training and materials, and hire the right people.  If they are doing their best but their best is not good enough, you need to re-evaluate how to achieve the goals or complete the tasks.  See lesson 2 for ways to set up your department to its optimal.

 

14. Focus on their strengths and try to work around their weaknesses.  There will be times when a person is better suited in another position or other duties.  That is not to say that they should be rewarded for poor performance, it is more about working with what you got.  Many times you will have inherited someone who has some sharp skills but are not happy in their work.  For some reason, although they are sharp, they are just not getting the job at hand.  You may have tried to get them trained, talked to them about the need to improve their performance and/or attitude, and you still have someone who is not performing up to speed.  You can go through the discipline and firing processes as described in lesson 5, but if there is a chance to truly utilize this person, do all you can to keep them.  You might first need to post the job for others to apply before you can move this person into the other position. That might be up to HR.  If it works out and you keep this person after you moved them to another position, you would want to talk to them about your high expectations.  This could really be a win/win situation for both of you.

 

15. Really, really motivate your favorites.  This goes against conventional “all for one” thinking but lets face it, you want to keep the employees who enjoy doing the difficult tasks, who never complain about the work given, work after hours to complete the task, and is willing to do what it takes to make the company succeed, fully motivated with extra perks and pats on the back.  Try hard to accommodate any of their requests. These are the people who can help you, help the rest of the team, to understand what is going on.

 

16. Continually train and keep your department up to speed.  Whenever there is something new on the horizon such as a product launch, software release, or any new projects ahead, make sure you train them to fully understand the new entity.  It is really important to make sure the supervisors of the department are always involved in the latest training opportunities.  This is where daily meetings come into play as discussed in lesson 7.  It is important to show the department that you want to make sure they have all the training they need.  They might also have some training ideas or requests.  This is one thing that can really earn you a great deal of respect, and show great leadership skills.  Constant training builds and motivates both the team, and individual.

 

17. Make the environment for the employees as nice as possible.  The environment in which your employees are expected to work should be clean and ethically pleasing. You should also make sure they have all the materials they need, no matter how trivial, to perform to their optimum level.  An unorganized department, dirty bathrooms, or not having basic supplies are fairly easy to amend and at little cost.  If possible, get the best chairs and replace the old broken equipment.  These small changes can enhance employee morale, and improve productivity.  Give them what they need to produce, and they will produce.  Even a $5.00 item can make a big difference to someone.  Try not to nickel and dime everything unless absolutely necessary.  Also, make sure that your team knows and sees that you are doing everything you can to improve their working environment.  Even if you are unsuccessful, they will appreciate the fact that you tried.  Just make sure you don’t have the attitude of “this is what you get, so get use to it.”

 

18. Motivate the good workers by disciplining the bad.  Another way to keep the good workers motivated is to discipline the bad workers when it is truly time to do so.  Putting your head in the sand when there are problem employees is a de-motivator for the good workers.  You also want the poor performing people to feel a little uncomfortable so that they know they need to improve. 

 

19. Make your positive attitude seen.  Make it a point to at least once or twice a day, depending on the size of the department you manage, to walk around the department and say hello with a positive, feel good smile on your face.  Ask how things are going or if there is anything you can do for them.  Even asking them if they would like a Coke or something trivial like that helps build morale.  You also want to really motivate your supervisor staff.  They are your front line to all complaints and getting your point across in a daily if not hourly fashion to the team.  They are the ones in the trenches with the rest of the department.  This is why it is so important to meet daily, or at the least weekly, with your supervisors.  In meetings, you are sharing the goals and discussing improvements all the while motivating due to the time you give each day. There will be more information regarding meetings in lesson 7.

 

20. Don’t let them burn out.  When you start seeing that the challenge is getting to be too much, people feel more like a number than part of the company family, are easily disappointed, stressed over changes, too much anxiety trying to obtain the goals, or just basically losing interest, you need to remedy the situation as soon as possible. Provide a bright outlook for the future, listen to their worries and concerns, let them know you care, let them know how valuable they are, provide more interesting yet related training, and rejuvenate by reducing the de-moralizing tasks and increasing the interesting work.  Signs of burn out can lead to employee resignation.

 

21. Have some fun.  Depending on the type of department you have, certain external team building events like bowling, paint ball, golfing, and picnics are a good idea at least one time a year.  You can also have some internal fun such as a pizza lunch, have a potluck lunch, or a jersey day in which you wear your favorite teams jersey. Some people are not into after work activities, and that’s fine, as long as it’s a majority decision.

 

22. Buy Cokes, donuts, bagels, pizza, etc for the team periodically.  For a few bucks, you will have happier employees.  You may be able to expense this as well for morale purposes.  Even while you are walking around the department, just ask if you can get them anything such as a bottle of cold water.  Write down the order on a notepad and maybe ask one of your supervisors to help personally pass them out. These little gestures go a long way.  Don’t make it a corny event, just a nice simple gesture.

 

23. The Management team cooks a barbeque for all the staff.  This is both motivational and rewarding for a job well done.  Employees will appreciate the fact that their manager is barbequing for them.

 

 

Point to keep in mind:
 

· When you hit a plateau… There will be times when your department does great for so long that the challenge is no longer there.  When you get to this point, try to motivate by looking at beating your competitor’s goals.  For example, if you are at a 95% customer satisfaction rating, try to make it to 98% by focusing on every little bit of detail.  Another way to motivate is by finding new training courses with certification.  You can also try cross training your employees by having team members sit with other team members in different groups or even departments.  Also let your boss or upper management know you are willing and capable of taking on new projects and additional responsibilities if applicable.

 

· Ask a few of your most trusted employees what truly motivates the team. There is nothing wrong with this.  You shouldn’t keep on throwing darts at the board hoping one of them hits the bulls-eye.  Not only is it ineffective, it can make you look bad and silly trying some obscure motivational techniques. By understanding what truly provides the motivation the team needs to succeed, the quicker you are to obtaining your goals.  Pep talks and fun games might be ok for short-term goals, but in the long run they have no effect.  Communication again is key.

 

· Hire nothing but the best people.  New employees who have the right aptitude and attitude tend to motivate and build morale with existing team members.  There will be more about hiring the right people in Lesson 4.

 

· Don’t forget the people out of sight.  If you work in a 24/7 type of company or providing after hours support, you will not see the swing and graveyard shift personnel as much as you would like.  They need to be motivated as well.

 

· Again, do not micromanage.  If you plan, organize, train, communicate, direct and lead correctly as described throughout this course, you should not have to micromanage your staff.  Continually over shadowing or controlling excessively and not letting them have a chance to prove themselves is very demoralizing.  Looking over someone’s back is very uncomfortable unless they ask for the help.  This does not mean that you shouldn’t monitor the work going on in your department.  It means to trust that your staff is capable of doing the work expected of them.  If there are any problems or training issues, you handle it by meeting with the supervisor or with the individuals themselves to discuss ways in which to improve.
 

Step 3 - Recognize and Praise great work

 

People like to be recognized and crave praise for doing good work.  People crave praise, but do not always like to give it.  One of your jobs as manager is to make sure you give out praise as often as possible.  In the workplace it really holds true because it is a place where they spend on average 40 hours a week.  People want to be happy and secure in a place where they spend so much of their time.  It only takes a few seconds to say, “Thank you,” and “great job,” but you get years of return.  It’s so easy, and quite effective. 

 

Here are 12 ways to recognize and praise your staff in a professional and dignified way:

 

1.      Don’t hesitate to acknowledge the good things.  Whenever there are events such as when a project is completed, a task is performed, monthly goals are achieved, a compliment from a customer is given, evidence of good work is seen in documentation, or a compliment from another co-worker is given, be absolutely sure you make it a priority to talk to that individual as soon as possible and give them a true hearty thank you.  There might even be times when the employee already knows, for example, a customer gave a nice compliment regarding their performance.  It would do so much harm if you did not take the time to thank that person.  An employee, who feels they have not received any praise recently, or that their best efforts and work performed is ignored, will end up de-moralized and un-motivated. 

 
2.      Praise in public.  Not only will the person or team feel good that you praised them, their peers or other departments will also see it.  It is also contagious as the more you praise, the more they will want to receive it.  There are, however, times when you should praise privately...
 
3.      Don’t publicly praise an individual on a team related effort.  Depending on the situation, in most cases if you only single out one person with praise that was based on a team effort, you are going to damage team morale.  For example, if the customer satisfaction goal was achieved you want to first praise the team. You can give praise to an individual as long as you first gave praise to the entire team and then added in the individual praise related to the subject at hand. However, you can and should praise the individual in front of the team if it’s an individual accomplishment not necessarily tied to a team goal.
 
4.      Post the results on the wall in big letters and in clear view for all to see. You and your team should take pride in achieving the goals set.  There should be constant reminders around the office regarding the departments’ objectives. Besides, this will also inspire and motivate everyone to achieve those goals and objectives or else all will see the dirty laundry of the department… 
 
5.      Make it publicly known when there is something positive to share about an employee.  This is not necessarily praise for individual performance in front of the whole team, but an anomaly of sorts when something good is said or happened with a particular employee.  Don’t embarrass the person or make the other team members jealous, but do it in a way that shows how this contributes to the overall success of the team and department.  For example, an important customer who normally is hard to please gave a compliment to a particular individual.  This good news should be shared.  You should also periodically share good news with the senior management team.  It’s a win/win situation because it also makes you look good as the manager of the individual.  *Note:  If there are any negative comments about an individual, you should never broadcast that information to other employees.  This should be a one-on-one conversation with the individual only.
 
6.      Create a storyboard on the wall to show motivational achievements.  Every time you get a customer compliment, one employee recognizes another for extraordinary work, or an exceptional task was completed, you should document and post it on a “Celebration Wall.”  It does not have to be elaborate and will cost next to nothing.  Document the achievement with the employee’s name, or team effort, in big print and pin it to the wall.  Continue doing this and before you know it, your wall will be filled with inspirational comments.  The more stories that are posted, the more people will want to be included in the storyboard.  If you run out of room, continue it on another wall.  There does not need to be any big fanfare, just a posting on the wall.  You should, however, have already given a personal note of gratitude to the individual or team as well. 
 
7.      Recognize and praise quickly.  It you wait too long to tell someone about a recognizable event, it will lose its effectiveness.  It can also create a certain anxiety, as the employee would have thought up to that time, that you did not notice the exceptional work.
 
8.      Give Praise, recognition and positive feedback on what means the most to the individual and team.  Be sure to praise correctly.  Praising a job well done on a specific skill or true attained goal is meaningful.  Generically praising for praising sake, especially if you are missing the important point, looks bad on you and you will lose respect.  For example, a technician troubleshot and fixed a very difficult repair.  Instead of focusing on the technician’s excellent troubleshooting skills, your praise was related to a lack of typing mistakes.  Sure that’s important, but it missed the true mark.  This is why it is important to fully understand just what it is that your employees do related to their job functions.  Using the example above, if you do not realize how difficult the troubleshooting was done to fix the problem, the technician will be demoralized thinking you do not realize just how good they are and how hard it was to truly resolve the issue.
 
9.      Admiration of a person’s skill is a show of respect and recognition. Sometimes the most important way to recognize good work is to be in true awe of an employee’s performance.  This can be based on their skills, knowledge, attitude, etc.  True respect for the team or individual is truly meaningful.
 
10.  Go into detail regarding the recognition.  Follow up the "thank you" with more in depth comments about the good deed done.  It will show you truly mean it and understand the positive impact that was made.
 
11.  Write a letter, forward the e-mail, or write the e-mail yourself.  Proof of a written compliment is very powerful.  You can cc the team and if desired, upper management.  Simple, but effective and so easy to do.

 
12.  Have someone in upper management take the time to acknowledge the individual or team.  Ask your boss or someone else in senior management to personally thank the individual or team.  This simple gesture goes a long way.  It also makes upper management feel good about what they are doing, and makes you look good for suggesting it.  Another win/win situation.
 
 
 
Points to keep in mind: 
 
· The effect of giving praise is a very powerful and productive tool. The individual or team not only feels better about themselves, but will most likely think, “I can do it even better.”  So chances are their performance will improve to an even higher standard.  Studies show that positive feedback releases the chemical “Dopamine” which is a stimulant of excitement.  Interestingly enough, you will also feel more positive about yourself. 
 

· Don’t start with praising, and end with a lecture.  If you approach someone or the team with the intention to praise, don’t then turn it in to a time to focus on the negative.  It’s like a child who is proud about getting an “A” on their report card, but you then quickly focus on the “C”.  There is a time and place to talk about the “C”, but not at that moment.

 
· Praise when praise is truly due.  The team or individual needs to earn praise, not just get it because they all showed up to work on time or just doing normal daily tasks.  If you praise for the expected things, it will lose effect on the exceptional things.
Step 4 - Evaluate and Appraise employee performance

 

Giving feedback, whether positive or constructive, can truly be effective if done timely and correctly.  Effective feedback is specific, not general.  For example, you would not just want to give positive feedback like, “Good job on fixing the problem.”  You would want to go into specifics like, “Good job on the troubleshooting skills you used to determine that the problem was a customer router misconfiguration.”  Make this positive feedback timely, specific, and frequent.  Recognition for effective performance is a powerful motivator.  Most people want to obtain more recognition, so recognition fosters more of the appreciated actions.

 

The same holds true if work done was not up to standards.  In this case you would make a constructive observation.  Constructive feedback is not criticism, but alerts to an area in which performance could improve.  It is descriptive and should always be directed to the action, not the individual or team.  The main purpose of constructive feedback is to help people understand where they stand in relation to expected, and productive, job behavior.

 

By sharing information and observations, when done sincerely and honestly, will help the individual or team on specific actions or behavior that they can do something about.  It is a good idea to approach the situation by saying something like, “I would like to give some feedback on how you troubleshoot if that is ok with you?”  This way it will come off looking like you want to help rather than scold.  After you have provided the feedback, make sure they fully understood what you said by asking them a question or two or by observing their behavior.

 

 

Employee evaluations can be a positive, encouraging, and a good synopsis on how they are doing in the many categories of their job responsibilities.  On the other hand, it can also be considered a waste of time and doesn’t work if neither you nor your employees take it seriously and just go through the motions.  Many managers hate having to do these evaluations.  Managers usually just want to get the necessary info together as fast as possible and are happy it only comes once or twice a year.  Depending on the amount of employees you are evaluating, this can be quite a big task.  However, if your department has been managed right, it could become a rewarding experience.  Evaluations, also called performance appraisals, are important and most companies perform them so they will be discussed here. 

 

Performance reviews can be an effective tool but only if you and your staff take it seriously.  This is not just a snapshot of how they are doing at the moment of the appraisal, but a review of the past 6 months or year.  You need to have the necessary data to back the appraisal, and everyone needs to understand what is expected and how they are appraised. 

 

In general, most appraisals cover the set goals and objectives including:

 

· Volume or production levels

· Thoroughness and attention to detail

· Accuracy

· Attitude

· Teamwork

· Attendance and punctuality

· Corporate values

· Future goals

· and Final notes

 

When developing a performance review:

 

· Be sure to meet with your employees and review the performance appraisal goals, values, and expectations. 

 

· Meet with them at the beginning of the year or evaluation period and establish the timeline.  Most companies perform these appraisals once or twice a year.

 

· Make sure you and your supervisors have detailed records of each employee’s performance.  Outline the recent accomplishments as well as improvements needed. You need all of this data for the review itself and to back up the review if questioned. 

 

· When it's time to do the performance review, make it a priority to eliminate any employee anxiety.  Don’t put it off.

 

· Once the review has been discussed, be sure to come to terms together on the evaluation rating and goals going forward.  Short-term and long-term goals should be established whether for growth or improvements.

 

· End the review on a positive note.  If there are any issues, be sure you have discussed and offered training, counseling, and coaching to help improve on the needed skills and remedy any deficiencies.

 

 

You want the review to be thought of as professional and an inspirational experience. Reserve plenty of time for the meeting with no interruptions.  If performed correctly, your employees will feel you truly understand their strengths and weaknesses, and will leave with a positive outlook for the future.  It will also establish your credibility as an effective leader.  To help create a successful outcome, 
here are 19 valuable tips to think about when performing employee evaluations:

 

 

1. Evaluations keep a written record to support pay increases.   Documentation of the employee’s performance lets the employee officially know where they stand in the company and what you think about their performance.  You want your team to feel like you really do want to take the time to let them know what they are all about.  It will inspire them to perform better and they will respect you more as manager and leader.  The goal is to make them feel as if they have had special attention, whether it is praising or encouraging.  This same mindset should always be used for everyone you evaluate.  It is their scorecard to see how well they did and if tasks were achieved or completed on time.  It can also be thought of as a report card.  The evaluation process makes sure that you are utilizing the talent in your organization that not only benefits the employee, but you and the company as well.  So you can see, even though these types of appraisals are usually thought of as a waste of time for many managers, there is some important underlying value.

 

2. In most cases evaluations have a set of core job objectives and corporate values.  The core objectives would basically refer to the overall job performance expectations.  The corporate values refers to open communication such as working with others to produce the best result, a caring culture treating others with mutual respect, or unmatched service & support taking personal responsibility for customer satisfaction.  They are based on a scale of something like 1 to 5 with 5 being best. There can also be statements such as “exceeds expectations, meets expectations, and below expectations.”  These ratings would be for each job objective and each corporate value along with an overall score.

 

3. Appraisals, at the very least, lets the employee know that someone at work is thinking about their job performance.  When employees know they are working hard and doing a great job, they want it put in writing.  Your employees should be well aware of what is expected of them as long as you put the lessons learned in this course into place.  This is because you have communicated, coached, and guided your individuals and team to achieve their goals, objectives and values.  This will also make it much easier to create the appraisals since all of the goals, objectives, tasks, responsibilities, and corporate values have already been well communicated to the team.

 

4. Hopefully because you have managed the department so well, you will have mostly “meets” or “exceeds” expectations.  However, this does not mean they all “walk on water.”  If you give a score of “exceeds expectations” or a “5 out of 5”, they truly need to be considered your star performers.  A common mistake is rating people too high, know matter how they performed, which does not give a clear way for improvement.  It does not mean you should be necessarily be giving more negative reviews, just keep it balanced.  If they truly are a star performer, give them top marks.

 

5. Be sure your supervisors also follow these guidelines.  If they are performing the reviews with their direct staff, then they need to have the same mindset as you have.  In most cases, depending on the size of the company, you would review your supervisors and you supervisors would review their direct reports.

 

6. If you expect or anticipate complications with a particular employee performance review…  You need to make sure you have all documentation and data to back up your evaluation.  If they are confrontational, and indeed not happy with the appraisal or the amount of the raise given, make sure you stay open and understanding.  Prepare to discuss and stay professional at all times.  Do not be confrontational or take a hard line approach.  You do, however, need to be decisively direct.  Stay focused to the points at hand.  Have the confidence that you have truly previously communicated your vision, goals, objectives, and values to the individuals and team, and have coached all you could have up to this point.  Stand by the fact that your appraisal will be fair and accurate, and that you're not coming across like you are on a witch-hunt.

 

7. If you have an employee who is performing below expectations…  You need to find ways to coach and provide training for improvement.  This could be because they are still fairly new, were previously a good employee who is losing their way, or recently promoted and still growing.  You might want to give a 30 or 60-day action plan to improve along with a follow up meeting to discuss.  If, however, you have an employee who is just non-retainable even though you’ve coached all you could, repeatedly spoke to them about their bad attitude, or their performance is just not acceptable anymore, it is time to terminate the employee.  You should deal with this as soon as possible.  It does neither of you good to prolong the issue.  Lesson 5 deals with this subject in much more detail.

 

8. Whatever you do, make sure you complete the performance appraisals on time.   You should even strive to be ahead of schedule if possible.  It will not only make you look efficient as a leader who cares about their department, it also makes HR and upper management happy.  Some people really do care about these evaluations and work hard all year just for this moment.  This is another time to really thank the good workers, and try to get the bad workers to become inspired within themselves.  The last thing you want to do, is do an “11th hour” rush or miss the deadline.  Whenever money is involved, you need to do all you can as quickly and efficiently as possible.  The good news is if you are consistent and have communicated your vision and goals, you should be able to complete these in a timely fashion.  Most companies already have an appraisal form for you to use along with directions.

 

9. It is better to focus on the positive rather than the negative.  Start out with the positive.  People tend to take the positives lightly, but the negatives heavily.  If you start off with a negative, the positive will practically be ignored and forgotten.  Only bring up the negative if it relates to the performance review.  If the negative is performance related, this would be a perfect opportunity to coach the individual and create actions to improve.

 

10. When discussing appraisals, be sure to tailor each one to each person’s personality.  You should know what makes them tick and to get the most out of the evaluation.  A “cookie cutter” approach just wont cut it…  You want to stay consistent with the documentation and expectations for all, but unique with the verbal presentation for the individual.   See the managing different personalities section in this lesson for more on how to deal with particular personalities.

 

11. Make an outline of the significant items to cover.  By creating a cheat sheet of sorts, you can be sure to hit the important areas like:

 

·         Important contributions the employee made to the company

·         Personal interests

·         Making or missing a specific goal

·         Accuracy issues

·         Attitude

·         Potential growth possibilities

 

12. It’s a “bit of an art” to encourage someone with poor performance.  During the evaluation, when you are dealing with a poor performance related situation, stay confident but not intimidating, serious but not scary, and make your point but not be disheartening.  You also cannot be sheepish and intimidated such as hiding behind jokes, passing it off as no big deal, etc.  If you act like it’s not a big deal, even unintentionally, then your employees will think it is no big deal and will continue to perform badly.

 

13. Do not compare the employee to other employees.  This is demoralizing, hurts teamwork and will not accomplish anything but antagonism towards the compared employee.

 

14. Encourage open communication.  You want your employees to always feel comfortable to be able to talk and share any issues, concerns or ideas.  You should welcome as much input as possible.  The same goes for you as manager towards your employees.  Be open and not defensive if your employees make comments like, “I’m not advancing quick enough” or “my salary is not at the level as the work I perform.” Use the skills taught throughout this course to be able to communicate efficiently, no matter what the topic.

 

15. Treat each appraisal with the same mindset and professionalism of a job interview.  You have to always keep in mind about any possible anti-discriminatory issues that can arise.  Although they have already been through the interview process at one point, and you most likely feel much more comfortable with them than you did in the beginning, you still need to be “politically correct” and careful on what you say and how you act. 

 

16. Stay on track and keep to the specifics.  You have to know when to move on to the next subject once the point was made, discussed, or debated.  There is nothing wrong with a good debate, but when you hit a brick wall or the subject has been exhausted, there is no use in continuing on with that particular conversation.  You need to make the decision to move on with confidence.  Try to find a nice segue into the next talking point.

 

17. Focus on the significance of each success and failure.  This should be looked at as it pertains to the company’s possible successes and failures.  The importance you add to each objective looking at the big picture adds more impact. 

 

18. Always make sure the employee leaves knowing what is expected in the future.  This goes for both good and bad performance reviews.  Just saying something like, “Good Job, keep it up,” is not enough.  You need to embellish what is expected in the future besides “keep up the good work.”  You should have a plan to enhance the individual’s goals and keep them wanting to continually strive to improve.  You’ve got to always be looking forward and never just settling on the “status quo.”

 

19. Always be sure you did everything you could before terminating an employee based on the performance appraisal.  Sometimes it comes down to the point where there is just no saving an employee based on such poor performance.  You do, however, truly need to make sure you’ve done all you can to coach the person, help improve their skills, or help with any personal issues.  If you can look yourself in the mirror with no trepidations, then you know you did all you could and are making the right decision.

 

 

Points to keep in mind:
 

· If you have an employee who is disruptive, has a bad attitude, or is a “bad apple…” you need to deal with the person as soon as possible.  It only takes one bad attitude to spoil the team.  You should never pretend this problem does not exist or hopes it somehow corrects itself.  You will lose the respect of your team if you do not deal with the situation.  Bring the person into your office without making a big scene, and make it as private as possible.  Be upfront and discuss what you are seeing and how important it is to have the whole team working in “harmony.”   This also goes for the employee who is not performing up to standards.  Don’t wait until it comes to the point of no return.  Many times issues blow over without incident and things get worked out without intervention, however, you need to be aware of any growing concerns, especially if it affects team performance.  Lesson 5 will cover how to deal with problematic employees in more detail.

 
· Measure the goals and show proof.  You need to visually show your staff on whether or not you hit your targeted goals with statistical reports, customer surveys, or any other type of pertinent data.  By showing the results in your weekly or monthly team meetings, the clear directions and specific time frames you give to them will have more meaning.   Examples of these types of reports are shown in lesson 2.

 

· Make sure they feel accountable and take responsibility for their work.  You want them to feel proud of what they do, and not take any short cuts or perform sloppy work.  You need to instill into them that they should take pride in their work. They should also know that poor work will not be tolerated and that they will be held accountable.

 
· Lets face it; it’s mostly about the money…  When it comes to appraisals, sure it’s important for you to get your point across, praise and encourage, and let the employee know what‘s expected in the future, but when it comes down to it, it’s all about the money.  If possible, it would be best to be able to discuss the merit increase during the appraisal meeting.  It is usually an hourly increase based on the overall evaluation score, which is normally a certain percentage increase of around 3% to 5%.  It can be as high as 10%, or as low as 1%.  Sometimes it is nothing.  In many cases you have to wait a few weeks after the initial appraisal to inform them about the merit increase.  Just let them know to be patient and that you will get back to them the moment you have the information.  Also, always make sure you let each and every employee know they should never discuss the increase amount with their fellow employees.  This goes with their hourly rate as well.
Step 5 - Compensate and Reward a job well done

 

Kind words go a long way, but rewarding with money, gifts and awards goes even further. Compensating and rewarding employees goes a long way in helping retain employees for good job performance.  This is also a chance to really reward the best of the best. Depending on the company and budget, you can be creative in some aspects, and traditional in others.  You as manager will sometimes need to come up with reward expenses and increased pay percentages out of your budget (see lesson 8 for more information on budgets).  On the other hand, you have to always be striving to keep costs and expenditures down.  It’s a fine balance, but one that can, and should, be achieved. 

 

To begin with, you should have a full list of everyone’s salary within your department.  You will most likely have a salary range for each position already established, if not you should set levels so that you do not have employees performing the same job functions with too much difference in pay.  Look to see if some employees are obviously underpaid for what they are doing, and others who are at a capped level of pay.  Past and present performance reviews are a good way to capture someone’s exceptional work in a way that justifies a larger than normal increase in pay. 

 

Here are 16 ideas for you to incorporate regarding compensation and other rewards:

 

1.      Try to pay them what they are worth.  When it comes down to it, if you offer an above-market wage, the employee usually matches it with more effort in their job performance.  HR or upper management usually sets the rate of pay for employees, so you need to be creative in order to get a raise for your best employees. 

 
The catch 22, when it comes to motivating, training, praising, and getting great results, is now you have employees who are much better than they were when they first started.  The better they are, the more they are in demand.  Usually you can give somewhere around a 3% to 5% increase during their annual performance reviews, but there are times when you need to give more to certain individuals who truly deserve it.  You don’t want to lose them to the competition. This is when you need to do some creative talking to your boss or upper management.  With all of the positive data you have regarding the employee, it should be easy to at least state your case. 
 
Hopefully there is room in the pay scale to give them an increase.  Here’s a typical scenario: The yearly salary for the position is set at $30,000 to $40,000, and the employee currently makes $35,000.  You ask to move the rate of pay to $40,000. That would be a little over a 14% increase.  Most companies do not give more than a 10% increase at any one time.  Even though $5,000 may not sound like a huge jump as far as dollars are concerned, it is regarding the percentage jump based on the existing salary.  It is up to you to present your case and see if you can bend that rule.  If you cannot get $40,000, and only get the 10% increase (which would bring it up to $38,500), at least your employee will know that you tried and will still appreciate the increase, even if it was not exactly what they were hoping for... 
 
The main goal here, besides the obvious increase in pay, is to show the employee that you and the company are eagerly looking out for their best interests, which in return, the employee should be looking out for the company, by exceeding job expectations in their work performance.
 
2.      A raise based on the Employee Appraisal/Performance Review.  The better the review, the higher the increase should be in pay.  It may be by only a percentage or two, but at least it is something.  A great review shows how much you value them, even if the reward is just a small increase in pay.  The most you will usually be able to give your employees, based on yearly performance reviews, ranges from 3% to 5%.  What usually happens is you have an overall department percent average that you cannot go over.  For example, if you cannot go over a department average of 4%, you could give one person 8%, one person 6%, one person 4%, one person 2%, and one person, due to extremely poor performance, 0%.  You would still be on target as the overall average is 4%.  This is why performance reviews can be so important. 
 
Your employees will no doubt know how the raise percentage is structured.  If you give a raise to your best employees that are above the average percentage, they will feel justified and happy.  In turn, you would give a lower than average raise to the under performers.  If you have been doing your job right, there should be no surprises.  If just about everyone in your department is above par, then you will most likely be giving average raises to most of the department.  They should understand, as they will realize that their co-workers are of equal caliber.
 
3.      Promotion is the reward.  This might seem obvious, but this is the best reward. A good team member, who is motivated, continually praised for good work, and exceeds expectations on appraisals, might just be worthy of being rewarded with a promotion.  You should always be looking out for these possible growth opportunities for your top employees.
 
There also comes a time when an employee is at the top level of pay, or capped, for the position they hold.  You want to give them more money, but there is just no more room for them to grow in their current role as far as money is concerned. The answer could be to promote them to another position.  There might even be times when you need to create a position just for this cause.  For example, you determine a lead technician is needed in your department.  Although you might be tailoring this position for just this one individual, chances are you will need this position in the near future anyways.
 
If you promote someone to a position that requires the supervision of others, start off on the right path using a personal development program.  Don’t just throw them off into the deep end and expect them to pick up the necessary skills needed to be successful.  Make sure you train the person on the skills associated with:
 
·       Thinking strategically.
·       Establishing priorities.
·       Giving and receiving feedback.
·       Developing communications skills.
·       Conducting effective personal interviews.
·       Conflict Resolution.
·       Understanding the full scope of the company strategy, policies, and procedures.  This is very important and is usually a mystery to people.
·       The use of the latest technology, tools, applications, and programs such as Excel Spreadsheets, Word Docs, and PowerPoint’s.
 
4.      Try to have the power to give on the spot raises.  In most companies HR will not allow such a thing, but if it’s possible, strive for the ability to give an increase at your discretion as long as you do not go over budget.  You can let upper management know that you will not abuse this power, and that performance levels will rise because of it.  This is because employees will tend to work harder knowing you have this capability.  If not, they might only put in the extra effort right before appraisals are due.
 
5.      Do your research when it comes to requested increases in pay.  Be sure the increase is truly due, and is justified through past performance results.  By checking the employees history of performance and pay levels, you can either be extremely confident when pursuing getting the increase, or content in denying the request.
 
6. Give small gifts such as movie tickets, gift certificates, credit cards with a limited amount, and even cash.  For only a few dollars, you can give a small award for a job well done.  Do not make it a predictable thing or else it will lose its impact and become expected.  Be creative.  Try things like taking them out for lunch, letting them go home early, or giving them a $50 voucher.  The only potential problem would be a complaint that one gift is better than the other.  Maybe you can give them a choice?
 

7. Employee of the week parking space.  Simple, but effective, especially in the bigger sized companies.

 

8. Move the person to a better office or desk.  This is a nice reward, which is also motivational.

 

9. Bonus for hitting the goals.  This is quite common and usually a semi-annual or annual event.  This is why setting clear expectations and goals with the stats to back it up are so important. 

 

10. Paid time off and unpaid leaves.  Letting people go home early when it is slow, and still get paid, can be considered an award.  This can also go for longer lunch hours and extra vacation time.  Some people are happy to just go home early, even if it is unpaid. *Keep in mind that company rules and/or state laws can be a factor on the legality of these types of rewards. 

 

11. Awards such as plaques, trophies, or certificates.  An employee of the month engraved on a plaque might work, but don’t be surprised if it gets a bit old after a while, especially if the same person always wins.  Another problem could be if it’s the same manager who always does the picking, it will look like favoritism.  Use something like this for a true major accomplishment or achievement that is more of a yearly type of recognized reward.  If it is truly treated as something truly special, it will be much more effective.

 

12. Employee points used towards company provided gifts.  This would be for company merchandise such as hats, shirts, jackets, or even a product the company sells.  Have a program in which employees can award points to other employees for a job well done.  You can also give out these points.  Once you get a certain amount of points, you can redeem them for merchandise.  As long as it’s not abused, it is a fun and simple program.  It lets everyone decide who is deserving of a recognition award. An example of abusing the program would be best friends who award each other just, because they think the other has a good attitude, etc.  

 

13. Annual recognition banquet held for award events and ceremonies such as employee of the year.  Major awards like trips or cash, grossed up to cover taxes, can be given.  This can be a fun event for all, not just the winner.

 

14. Make sure to reward as quickly as the achievement was accomplished.  Giving a reward out months after hitting a targeted goal does not go over very well. Besides, at that point they are most likely already focused on the next target.

 

15. Match the award with the person.  It is better to give an award out that means something to someone, and that they will truly enjoy.  If they like music, then give them a certificate to a music store.  If they like fine dining, then give them a voucher for a great restaurant.  When you get to know your employees, this will not be so hard to figure out.

 

16. The reward should compliment the achievement.  The better the achievement, the greater the reward.  For example, don’t give the same $20 gift certificate for a person staying late one night to finish a task, as you would for a person who saved an important account through months of extraordinary effort.

 

 

Points to keep in mind:

 
· Reward programs require a lot of planning and preparation.  Don’t just wing it.  Take it seriously so that your employees take it seriously.  You should get some kind of reward committee to help.

 

· Don’t make rewarding predictable.  It will lose its effectiveness and not taken seriously after a period of time.

 

· Do not reward if the goal was not achieved.  Seems obvious but it happens all the time.

 

· When it comes to compensation you need to be careful.  Most of the time people do not know what the other is making, even when they are in the same department performing the same job functions.  You need to try and prevent employees discussing their rate of pay.  Some companies have a set rate of pay, so this will not be a problem.  You may need an interpreter or union representative with you when discussing pay.  Don’t make promises you cant keep, it not only demoralizes, but can also turn into a lawsuit.

 
· You will have your favorite employees.  You most likely will, if truly deserved, promote them at one point.  You might even take them out to lunch or dinner.  The important thing is not to show too much favoritism in front of your department.  You need to make sure the whole department knows you are setting the same standards and goals for all.  You need to show that when it comes to business, you treat the people you don’t really like the same as you do with those you do like.  Just make sure to treat everyone in the same professional manner.  That is the key, always be professional to everyone, equally, to eliminate the possibility of being accused of favoritism. 
Managing Different Personalities 

 

You will encounter many different types of people during your management career.  If you are managing a group of around 20 or less, you really should be able to get a feel for each individual’s personality.  Even if you manage a group of 100, you should still be able to know the key players personalities.  It helps when you know what makes each one of them tick, especially when communicating one-on-one.  When dealing with different personalities, be tolerant of styles different from your own.  Always try to adapt to their personality to get your point across, or to get more out of them. 

 

You can’t use a cookie cutter approach with every employee.  In most cases, you will need to change your communication approach with each individual.  For example, you will not get your point across if your too direct and data oriented with a touchy-feely kind of person.  In the same token, you would not want to be too touchy-feely with a no-nonsense type of person.  This is also important when delegating any projects to individuals or as small teams.  If a person or team is too analytical, there will be little creativity.  If a person or team is too sensitive, fewer decisions will be confidently made.
 Here are some ways to deal with different personality traits:

 

 

· The “Considerate” are nice, calm, and like to think things through.  They usually have an optimistic “glass half-full” point of view.  They are agreeable, but might take a bit longer than others to get the work done.  They might need some help in making decisions.  The good news is usually the work is more complete with fewer errors. Let them know calmly, yet directly, what you need from them.  However, also spend some time to talk about family and other non-work related topics.  This would be a good person to do long-term detailed oriented type of projects.  Give a lot of encouragement and praise to get the most out of this type of personality.

 

· The “Aggressive” likes to take control and do things quickly.  They are not afraid to make decisions.  They are usually good at what they do, and know it.  Just make sure they do not try and control you.  They can produce a lot of good work for you, but every once and a while you need to make sure they know whose boss.  Be direct, straightforward, and use a no-nonsense approach to business.  This would be a good person to use to put out any fires that need immediate attention.   Make sure you give this person a lot of praise when praise is due.  If you don’t, they will be upset.

 

· The “Analyst” will always try to find flaws in the system.  They will also play devils advocate.  If you say, “Do this,” they will say, “why don’t we do it like that?” Sometimes it’s a good thing because there might indeed be a better solution, but most of the time it’s just someone being too critical.  They tend to procrastinate when making decisions.  Listen to what they have to say, but if you feel it is going nowhere, take their suggestions and move quickly onto the next subject.  This would be a good person to give projects like finding possible trouble producing trends that requires deep analytical investigation.  This is more of a “just the facts” type of person.  Don’t waste either of your time to chat about subjects of little importance.

 

· The  “Sensitive” takes any type of confrontation too personally.  They do as they are told, but do not like making decisions.  They are usually very nice and pleasant but their feelings get hurt too easily.  Try not to be too direct with this type of personality.  Use an encouraging type of approach when dealing with any performance related issues.  This would be a good person to give projects that are more “touchy-feely.”

 

· The “Talkative” tend to be more feelings oriented and will show more emotion, whether positive or negative.  They have a strong interest about people and are usually the “social butterfly” of the department.  They usually like making decisions but want conformation just in case.  Try using a lightened-up approach and some humor to get your point across to this type of personality.  This would be a good person to help plan social events or any projects that require some animated personality.

 

· The “Brainiac” will use knowledge and sarcasm to get what they want.  They will try and dance around the basic topic.  They will also dance around making any type of decision.  Make sure you keep this person on track as they can lose focus on the task at hand very easily.  If needed, make them repeat themselves in terms everyone can understand.  This would be a good person to give the projects that are more “data-oriented.”

 

· The “Quiet” is one who very rarely talks at meetings, seems to have low self-esteem, and is continually sub-conscious of their actions.  Not only should you try to bring this person out of their shell, they just might have some brilliant ideas that you can incorporate.  There can be power in the quiet person as they might be the ones with the most compelling ideas.  We tend to give our attention to the commanding personalities and ignore the quiet and soft-spoken.  On the contrary, the quiet people are the ones you need to seek out.

 

· The “Results-Driven” tend to focus solely on targeted metrics but sometimes lose focus on the big picture.  They feel like they are doing a great job because of meeting an important goal, however, they are doing a poor job on another aspect of the job.  You need to get your point across by being direct.  You have to stress the importance of the big picture and to use common sense.  For example, this is the type of person who will stop troubleshooting a problem, even if they are close to fixing it, because they went over the average call handle time.  This person is usually more suited for simple straightforward tasks that do not require thinking outside of the box.

 

· The “Loner” just wants to do the job and not get involved with company picnics, break room conversations, or any non-work related subjects.  They do not like any interaction with fellow employees.  You should talk to them about the importance and reasoning of the team approach.  It is to their benefit if the team exceeds, not only for job security, but also for any possible rewards you have in place.  With open and honest communication, you should be able to get them to understand and work as a team member.  This does not mean they have to be everyone’s best friend; they just need to be supportive and reliable.  The problem with a person who does not want to be part of a team usually ends up not fully understanding the expectations of the group, and will have the type of excuse like, “Nobody told me…” or “I did not know I was supposed to do that…” etc.  This person might be a diamond in the rough and if they just do not fit in to the current team, see if there is another position that would be better suited for them.  This might look like you are rewarding someone because of a personality issue, so be careful how you handle this as it could create conflict amongst your team.  You, and most likely HR, will have to determine the outcome of such a move.  Still continue to try to get this person out of their shell, and try to give them projects that do not demand a team effort.

 

· The “Overly-Confident” feels like they know everything and can do no wrong. Sometimes they act confident even when they don’t know what they’re doing.  You need to get your point across by being very direct.  You might want to humble this person every now and then.  Make them repeat exactly what it is they are supposed to be doing.  Give them projects that can easily be tracked to make sure they are not headed in the wrong direction.

 

· The “Curmudgeon” thinks of everyone but them self as incompetent, and does not take supervision well.  They tend to be grumpy and sarcastic.  They have a pessimistic “glass is half-empty” point of view.  You do not want to approach this type of person with your tail between your legs.  State the facts and let them know exactly what is expected of them.  Use a matter of fact approach and try to give them projects that do not demand too much creativity or touchy-feely.

 

· The “Mean-Spirited” makes it known that they are not happy with work or the people around them.  In many cases it is due to problems that are not work related. If you feel that it is affecting employee morale, you should talk to this person and make sure they understand that you need a department that works in harmony. That the goal is to a have everyone work in a pleasant atmosphere in which there are no personality conflicts. 

 

· The “Bad Attitude” is a major problem.  You need to let this person know that their attitude is affecting morale and is unacceptable.  See lesson 5 for ways on how to handle this type of difficult employee
A short story about building a strong team

 

John knew that although his department was structured perfectly, he had to make sure his employees were willing to follow the plan.  He explained that the changes he made were necessary for the department and company to achieve the goals and objectives.  He had chosen the right people, let them know what was expected, trained them, got them the needed materials, and created a good working environment, but still had to find more ways to keep them motivated.  He needed a strong and happy team in place or else it would all fall apart.
 
By making his employees feel like a true team, he decided to let them work as a team.  He found ways that inspired teamwork.  They knew that by working as a team, they would not be micro-managed.  He let them be involved in making decisions and really listened to their suggestions and ideas.  He also made it a priority to always acknowledge exceptional work done and in a timely fashion.  He made sure that everyone fully understood that if the goals were achieved, they would be rewarded both in pay and other small gifts of gratitude.  He developed a performance appraisal that was based on statistical reports that documented whether the goals were reached.  He also documented their strengths and weaknesses in order to always keep them challenged and to improve.  He would always look at ways to help them grow, and promoted his exceptional employees. Basically, John showed his team that he cared about them as people.  He got to know them personally and supported them 100%.  He did know, however, that it only takes one bad apple to spoil the lot, so whenever he felt there was conflict, he dealt with it immediately before it affected the group.
 
John had built a solid, unified team with the same goals in mind.  They wanted to work hard because they knew they would be recognized and praised for a job well done.  The harder they worked, the more John would show his appreciation.  The skills they obtained were truly recognized, and even upper management came by to talk to the team about their success.  John’s department was not only physically and logically in place, but now with a motivated team who was happy to follow the processes and procedures, he had created.
 
Epilogue:  Your employees work better when they are happy and feel they are part of a team to reach a common goal.  It gives them a purpose and they will feel like an important part of the company.  You want them to want to look good in your eyes.  By implementing the skills taught in this lesson, you will have a strong team who respects your management skills and sees you as a leader who cares.

Quick Lesson Summary

 

· The five steps needed to develop a great team are:

 

1.      Create and Develop a strong team with solid expectations

2.      Motivate Professionally and with respect

3.      Recognize and Praise great work

4.      Evaluate and Appraise employee performance

5.      Compensate and Reward a job well done

 

· These same five steps can be also used as building blocks to develop the individual.

 

· A strong team knows exactly what is expected of them, and what it is they need to do.  This includes the goals they need to achieve.  A strong team also does not need to be micromanaged.

 

· Continually look for ways to motivate the team to increase job performance.  Do it in a way, however, that does not insult their intelligence.

 

· Show appreciation of their good work by making it a point to recognize and praise, when true praise is due.  Know the value of their exceptional skills.

 

· Care about your team and their interests.  Let them know you always have their best interests at heart.

 

· Evaluate and appraise their work by documenting it to be used in a performance review.

 

· Give them the raise they deserve based on their job performance, while staying within budget.  Even small rewards mean a lot when you show respect towards the team and individual.

 

· The key to managing different personalities is to take the time to get to know the people, and find out what makes them tick.  You have to know how to deal with aggressive, sensitive, quiet, and mean personalities, just to name a few.  You will be able to get the best out of them, by managing the personality, rather than using a generic approach.  Be tolerant of styles different from your own, and try to adapt to their personality to get your point across.
LESSON 4 - HOW TO HIRE & RETAIN THE RIGHT PEOPLE
Introduction:  The goal is to hire and keep the best people

 

The most important aspect when looking to hire someone is to have the mindset to hire and retain the best and right person for the job.  Try to recruit people who will thrive under your management approach.  In most cases you will inherit your staff and department, which is obviously out of your control.  So when it comes to hiring someone new, you get a chance to make a fresh start and hire nothing but the best.  And, once you hire the right person, you do not want them to leave.  Nothing is worse than hiring someone, provide training, and as soon as you feel comfortable about the person, they leave.  This is why you need to determine up front if the person you hire is going to be around for the long run.  The ability to spot the perfect candidate is a necessary skill in management, and it is easy to learn. 

 

Be patient when you are hiring, and whatever you do, don’t just hire for hiring’s sake.  You might get lucky and find someone right away, or interview 20 to 30 people before you find the right candidate.  You will have to live with the people you pick, so it is imperative that you make the right choice.  Once you hire a problem employee, you will have a lot of work and stress ahead of you.  It is also a morale killer when you bring in a bad apple, and it makes you look bad as far as judgment goes.  Hopefully, you will work, or currently are working for a reputable company that pays well.  People are drawn to the better companies and you will most likely get more applicants.  If not, you might need to look into other ways to get the message out to the public.  Some advertising ideas will be discussed later in this lesson. 

 

Once the individual is hired, you will need to set clear expectations, evaluate the person’s performance, and compensate and reward when the goals and objections are met, as described in lesson 3.  It is up to you to hire the best people and keep them happy.  This lesson will show you valuable information and ideas to use during the interview and hiring stage.  There will also be some ideas and ways keep them in your company for a long time.
First off, do you really need to hire someone?

 

Many times, a new hire is replacing someone who left, or you have an opening available in your budget, so you feel you have to fill the spot.  You need to carefully examine exactly what you need before hiring someone.   Being overstaffed can cause boredom, and even worry, because of the reduced workload.  When there is little work to do, there is more of a possibility of future layoffs. 

 

You might even be asked from the team to hire some more help, but the solution is not necessarily to throw more bodies into the mix, but to re-examine processes and procedures that are in place.  It is up to you, and expected of you as manager, to determine this conundrum.  When you do not replace an employee just because they left, which is sometimes part of an acceptable attrition rate, you might just be doing everyone a favor, not to mention less cost to the company thus higher profit.  You might even be able to shift the current responsibilities to another department.  Keep all of this in mind when thinking about filling a new or existing position. 

 

Only fill the position if truly needed.  It‘s understandable that you might feel if you do not hire someone right away, you will lose that position forever.  This is quite common, but you have to weigh out the pros and cons.   One pro is you will have another employee under your belt, thus a better chance to hit the goals.  One con is you are costing the company more money, thus your management skills might be in question.  Create a list, think about it very carefully, and then make your choice.
Creating the right job description to find the right person

 

You need to create a job description that truly focuses on the exact skills and qualities you are looking for in the potential new hire.  You need to define the right job responsibilities.  You want this description to be truly in synch with what they will actually do, and the skills they actually need.  This way when you are evaluating resumes, you will be able to spot strengths and weaknesses much easier.  The performance evaluations should also be in synch with the skills and responsibilities within the job description.  You will have to update the job description from time to time if there are any additional responsibilities, new skills, or new product experience needed. 

 

Items that should be on the job description are:

 

· General Description: Basic overview of what you are looking for in a candidate.

 

· Primary Job Functions: Brief description of the type of work performed.

 

· Required skills:  The “must have” would be on top, the “should have” in the middle, and “nice to have” at the bottom.

 

· Desired skills:  This would be skills you wish the applicant had, but not absolutely necessary.

 

· Experience: Type of work experience the applicant must have, and the amount of years doing this type of work.

 

· Education: Needed or desired.  This can be anything from technical certification to a master’s degree.

 

· Work status:  Full or part time.

 

· Travel:  Enter a percentage if there is any travel associated with the position.

 

· Reporting:  The positions direct report.  It might be you or one of your supervisors.

 

For example, if you were looking for more of a Tier 1 support technician with lower technical capabilities than a Tier 2 technician, you need to be clear on the expectations in the description which will justify the lower rate of pay.  You would create it around the skills needed for the position.  You would not want to make a description with too many high-end requirements for a lower type of position.  It might put off some potential good applicants.  The opposite is true if you are looking for a higher end type of position. 

 

You also need to keep in mind whether this is a non-exempt position (paid on an hourly bases) which would include overtime and is typically on the lower end of the pay scale, or exempt (paid on a salary basis) which is usually on the higher end of the pay scale but with no overtime. 

 

The following screen shot is an example of a basic job description for a Tier 1 technician with somewhat lower expectations than that of a Tier 2 technician.
SAMPLE CORP

Job description: Data Repair  - Tier 1 Technical Support Engineer 

General Description:  

Technical Support Engineer for the company's family of Internet based products. Candidate will possess a broad technical knowledge of analog, digital and VoIP voice services; IP networking; and data service provision. Candidate will be highly experienced in providing excellent customer service and problem escalation/resolution. 

Primary Job Functions: 

Provide Tier 1 support to end users, dealers and distributors. Provide troubleshooting and technical support via phone, web based tools and email. Advise customers regarding the product's proper use and address specific user issues. During problem escalations, act as a liaison between customers and Tier 2 support. Candidate will assist the customer base during installations. 

Required Skills: 

· Strong understanding of Ethernet, TCP/IP routing, Network packet analysis tools use and configuration. 

· Strong technical and analytical skills.

· Solid experience in problem analysis and resolution of software problems. 
Proven ability to function in a self-directed environment. 

· Must excel in a fast-paced, agile environment where critical thinking and strong problem solving skills are required for success. 

· Innovative thinker who is positive, proactive, and readily embraces change. 

· Ability to handle clients professionally during all interfaces.

· Sales support to help resellers and end users select, optimal installation configurations in a complex network environment. 

· Strong written and verbal communication skills.


Desired Skills: 

Experience troubleshooting and correcting Jitter, Latency, and Packet loss across public or enterprise networks using network analysis tools. 

Experience: 

2+ years of Telecom and Networking experience in a technical support/help desk environment.

Education:
Network+ and/or CCNA certification (preferred)

Work Status: 
Full time 

Travel: 
Position requires 0% travel. 

Reporting: 
Reports to the Manager of Customer Service Technical Support 
How to find the right person

 

The first place to look for the right candidate is to search within the company.  Most HR departments insist on this anyway.  HR will most likely perform a pre-interview for both internal and external applicants. The good news is if you implement all that is taught throughout this course, you should be known as a good manager that people want to work for.  You would post your position internally for a period of time, and then look outside the company if you could not fill the position.  Hiring from within is the best bet, as you will already know the person’s character, background, and realize that they already know the company’s goals.  It also reduces costs.
 

You will also have the benefit of talking to that person’s supervisor or manager.  They will be able to answer any concerns you might have.  Keep in mind this manager might oversell this employee because they want to get rid of that person.  You will then inherit a problem, and also realize you cant trust that manager ever again... 

 

The next place to look for a possible candidate would be through any or all of the following.  The costs will be in parenthesis:

 
· Online job finder (minimal cost) such as monster.com or careerbuilder.com.  You just go to the Internet site, sign up, and fill in the necessary info.

 

· Post on the company’s website  (none to very minimal cost) – the possible candidate will also have a chance to see what your company is all about.

 
· Newspaper ad (minimal cost) – Post an ad in the classified section of your local newspaper.  You will need to provide the title of the position, a brief opening regarding the company name and what they are all about, the qualifications needed including years of experience, the salary if desired and contact info.  Even if it costs a little bit more, make the ad big enough to catch their attention.  Try not to make it look crammed up.  Many times this same ad will appear on the newspapers web page as well.

 

· Recruiter or Headhunter (medium to high cost) – This is a person or search firm who you ask to look for the right candidate based on the job description criteria you gave them.  In most cases they will take a one-time fee of a certain percentage of the yearly salary once you hire the candidate.  For example, they might take 5% of a $40,000 a year salary, which would be $2,000.  This would be considered paying the recruiter on a “Contingency” basis.  The other payment method would be considered on a “Retainer” basis in which you pay the associated percentage whether you hire someone the search firm found or from another source.  In this case the recruiter gets paid either way.

 

· Networking (none to very minimal cost) – Word of mouth or certain blogs on the Internet can be very effective, and inexpensive.

 

· College or trade school bulletin board (none to very minimal cost).  This is a simple way to get perspective students in the same field as yours to apply.

 

· Employment agency (medium cost) – This is an agency that assists job seekers in finding work.  Companies such as kellyservices.com and appleone.com are a couple of online examples.

 

· Radio or TV advertising (medium to high cost) – This will depend on your location and if it is viable.

 

· Temp (Temporary) agency (low to medium cost) – An agency that places jobs for temporary work.  This is a good way to determine if the position is really needed, and if you do not like the person, you can ask the temp agency for a replacement.  Some agencies would expect an extra fee if you hire the person full time.  There could also be a waiting period before the person is eligible to be hired full time.  This is also a good idea if you are busier only during a certain period of time such as Christmas.  An example of an online temp agency would be roberthalf.com.
What to look for in an interviewee

 

Much of the hiring phase is based on how well they answered the interview questions, but what gets their foot in the door is based on key words and experience from their resume. When screening and reviewing resumes you will develop a quick eye for:

 

         Key phrases

         Acronyms

         Familiar companies in the genre of your company

         Over qualified or under qualified

         Bounces around a lot

 

You should have a “yes,” “maybe,” and “no” pile.  Calling the “yes” and “maybe” candidates yourself for a pre-interview helps both you and the candidate so you don’t waste each other’s time.  You might even strike up a good rapport, which will make the live interview that much more interesting.  You should create a list of quick and to the point questions for the telephone interview.  Ask about experience, education, desired salary range, and general information.  Use this same list for all pre-screenings to help keep the telephone call to a short and formatted way.  You can go into more detailed questions during the live interview.

 

You also need to develop a sixth sense and follow your gut, although don’t hire based on gut alone.  Try not to pre-judge based on stereotypes, such as, thinking a man with long hair must mean he will be a troublemaker.  After performing a few interviews, you will start to build confidence on exactly what you are looking for and need.  You might also want to have one of your employees, like a supervisor, to be in the interview with you.  Their impressions count and can help determine if the person will be a right fit for the team. 

 

 

Here are 16 things to look for when interviewing and evaluating a person to join your company:
 

1.      Natural talent.  Getting someone who you know has the aptitude and attitude is just as important than experience, intelligence, or determination.  You can always train for skills.

 

2.      What the person has really done in previous jobs.  Resumes are most often quite embellished.

 
3.      Knowledge of your industry or product without going off track.

 

4.      Emphasis on a great education and hoping you do not notice the lack of experience.

 

5.      How long they spent at each job based on their application and resume.  If they tend to bounce around a lot and spend just a few months or one year at each job, you might be in for some trouble.  It usually takes a few months just to get someone trained to be able to fully perform the job functions.  The last thing you want is someone who gets trained and ready to go, but leaves just a short time later.

 

6.      Are they over qualified and only applying because of a slow economy and high unemployment?  This employee, although qualified, might be desperate for a job. They might leave the moment something better comes along.

 

7.      A nice and good personality.  Remember this adage, “You can train a nice person to become skilled, but you can’t train a skilled person to become nice.” 
 

8.      Integrity and honesty with a strong work ethic.

 

9.      Comfortable eye contact.

 

10.  Nervous mannerisms showing they have something to hide.

 

11.  Someone who can articulate clearly and speaks well.

 

12.  Excellent attendance and dependability.

 

13.  They way they are dressed.  A dirty look says a lot about their personality.

 

14.  A person with a team attitude who will fit in with the rest of the team.  Think about how much energy will this person bring in to the department.
 

15.  Someone who wants to go the “extra mile” to ensure top customer satisfaction.

 

16.  Someone who looks like they will appreciate the job and opportunity and will have fun at work.

 

Job interview questions to ask

 

First create a guide form to use on all interviews, which grades each of the questions given below.  Grade it on a level of 1 to 5, with 5 being best.  You should have at least 10 skill related questions.  You will want to make many copies to use as a guide for future interviews as well to help stick to the same outline.  Have a comments and notes section, as well as a name and date.  This can then be attached with the application and resume. Make sure you have a few “how and what” type of questions to verify what they claim. See how quick and correctly they answer the question.  Many times if someone does not know the answer, they will go off track and talk about something they do know.

 

The more prepared you are, the more respect you will have already developed if you decide to hire this person.  With respect comes trust, and they will look forward to working for you.  The opposite is true if you seem like you are just bumbling around during the interview.  Also make sure you give your full attention to the interviewee with no interruptions.  Put the applicant at ease by making some non-threatening small talk, and not jumping right into the question/answer phase.  They are going to be nervous and blow the interview if they feel threatened or intimidated.  You goal is to find the best in this person, and watch out for the worse.

 

Here are 14 questions you can ask during the live interview.  You may have already covered the basics if you did a pre-screening interview over the phone:

 

1. Ask about their experience.  You are looking for what they did, time spent at jobs related to the position you are trying to fill, and how well that experience qualifies them for the job.  

 

2. Ask about their education.  Related college courses or certificates are highly valued and shows that they are taking this career choice seriously.

 

3. Ask about their skills.  You are looking for their top job related strengths.

 

4. Look at the application and review the salary range at their previous or current employment.  This will give you an idea if they are in or out of your pay range, and the opportunity for them to give a desired amount.  They should not ask up front what the pay is for the job.  It shows impatience.  You should provide the opportunity.

 

5. Ask a couple of questions to see if there might be some potential conflict or attitude issues down the road.  Ask, “Who was their favorite manager and why?” then ask, “who was their least favorite manager and why?”  The second question is the trick question.  You can get some valuable information from a person who you might suspect as dubious.  Listen for the negatives that could end up haunting you, if you hired the person.

 

6. Ask what they liked the most about their last job.  The type of answers you want, relates to learning, growth, respect, and loyalty.  If you get answers pertaining to non-job related duties, such as making a lot of friends, or got to go home early when it was slow, you might have more of a social butterfly who is not focused on the true meaning of a job.
 

7. Ask what they least liked about their last job.  If you get complaints that are related to the day-to-day running of a business, you might have someone who doesn’t like structure.  You want comments that are more justifiable like, "A lack of structure or direction."  You might not get a negative comment at all, which is ok.

 

8. Ask about the best praise or recognition they’ve received and what made it so good.

 
9. Ask about their greatest strengths and weaknesses.  To help determine strengths, ask them about their best day in the past year and what were they doing and why they liked it so much.  To help determine weakness, the same applies for their worst day and why they disliked it so much.  This is a bit of an uncomfortable question to answer, but it can determine the overly confident from the sheepish person.  There might be some great value for you to learn in both the strengths and weaknesses on how they answer this question.

 

10. Ask what is the best way they learn and when in their career did they learn the most and why.  This can help you determine how best to train this person if you hire them.

 

11. Can they multitask and perform well under pressure?  Give a few different scenarios related to the position.  For example, there is an outage that is affecting customers, and the lines are ringing off the hook.  Customers are on hold for a long period of time even adding to their frustration, and you still need to enter the notes from the previous call.  Should you quickly take care of the customer to get to the next call?  Should you let the customer know that you have been inundated with calls and that you are doing the best that you can?   The answers to these types of questions can give you insight on how well they handle stress.  You should also ask the interviewee about a couple of stressful times they’ve had in previous jobs.  If they answer that they have never had any type of work related stress, then they are most likely lying or never had that type of position.

 

12. Are they a team player and will they fit in?  You have to think about the rest of the team and determine if this person will benefit or hurt the team spirit and production.

 

13. What makes them feel they are more qualified than the next person?  This is a hard question to answer.  They will worry if they come off as too confident or too humble.  But you can still get some valuable insight from the answer to the question. If they say something like, “I’m the right person because I know the type of idiots who are out there,” then you know you’ve got trouble.  If they come across as unsure about themselves, you’ve also got trouble.  You want someone who feels comfortable enough to answer the question with a simple but clear statement like, “The best way I can answer this question is to tell you that I really love doing this type of work and will not disappoint you.”  The answer might be rehearsed, but it is still worth a try.

 

14. If you have a company website with your product line, you can ask them if they went to the website before the interview.  If they did and answered some questions based on information from the website, you know you have someone who is ready to take the initiative to learn.  If they didn’t go to the website, it shows that they weren’t even willing to take the time to do their homework for the job they are seeking.  Unless they state that they do not have an Internet connection or are not computer savvy, there is no reason why they couldn’t have visited the website.

 

 

 

If applicable, also have them perform a quick typing test to show speed, spelling and use of grammar. 

 

Be sure to find out what shifts and possible hours they can work.  Also, if they are going to be working a swing or graveyard shift, make sure you have them on a normal shift for the first few months so they can get all of the training and support they need.  You do not want to throw them into the deep end with little to no support.

 

Don’t be surprised if you get questions asked from the interviewee.  Depending on the question, this is not a bad thing and it shows they have a true interest in the company and where it is going.   Be careful not to mislead, or give job security type of comments or commitments.  Tell them that a decision will not be made until all applicants have been interviewed.  When in doubt, have them talk to HR for all benefit, and salary type of questions.  This includes how and when they will be notified if they got the job. 

 

If they ask questions that show more interest in not working than working, you should be concerned.  Here are a couple of questions that if asked, should be considered dubious:

 

· When can they take a vacation and for how long?

· Will they get paid if they take off the day before or day after a holiday?

· Is working overtime mandatory?

· Is working on the weekends mandatory? 

· Can they only work the hours that are required?

· If it is slow, can they leave early?

· When will they be promoted?

· How long do they have to work in your department before they can transfer to another department?

· When will they get a raise?

· How late can they be before it is considered a tardy?

 

If they are asking these types of questions now, who knows what they will be asking in the future. 

 

Use your time wisely, however, try and ask questions that give the applicant a chance to talk about their experience and skills, rather than asking only yes or no type of questions. You want to ask as many open ended questions as you can.  It gives you a chance to see how well they know the subject at hand, and gives them a chance to relax a bit. 

 

Let them do most of the talking during the interview.  Many managers talk too much and come across as intimidating or bragging.  You can also learn a lot about someone on how they react during uncomfortable silence.  Do not jump in and try to finish their sentence. You should also find some common interests to break the ice, just make sure you do not cross any possible discriminatory lines.
Questions you should not ask

 
You need to be familiar with topics that are not permissible as interview questions to avoid possible discrimination lawsuits.  Examples would be race, ethnicity, gender, religion, age, health, illness, disabilities, and national origin.  Stay away from all questions and conversation that is not related to the job unless they are just some nice pleasantries like hobbies or the weather.  Absolutely refrain from making any illegal type of statements or asking discriminatory questions.  Go to this link to help find out what are considered illegal questions to ask during an interview:  U.S. Equal Employment Opportunity Commissionhttp://www.eeoc.gov/.
 

***It is a good idea to have at least two people responsible for interviewing and hiring applicants.  Not only will you get a second opinion, it can help support the decision not to hire if the unsuccessful applicant files a discrimination charge.
Checking their references

 

The candidate might seem very trustworthy, but to ease your mind and to fully justify hiring this person, take the time to check both the professional and personal references.  Think about it, if they are lying about their references, you never know what else they might be lying about.  In many cases HR will perform a background check, which will help as well. You want to be assured that the person you hire can do the job, contribute to your growth and development, and have no past history of violence that might one day endanger your employees. 

 

Also keep in mind that you might be liable if you failed to do a background check on a person who then attacked another in your workplace.  That alone should give you reason to not ignore this important part of the hiring process. 

 

Many companies you call will only verify the employment dates and not job performance. At least you will know they did indeed work at the location they stated, and at the same timeframe that was stated on the application. 
How much should you pay?

 

In most cases, HR will have already determined the pay rates.  If you have created a new position, you will have had to work that out with HR before even posting the position.  You can always try to use your management influence and change the rate of pay due to the expertise needed.  Just make sure you have your boss’s blessing, and you have the budget to cover the change.  Just be careful not to make waves with HR.  You need them to be on your side.  You will have years of heartache if you do not have a good relationship with HR… 

 

If you are able to set the rate of pay yourself, check around and see what the competition pays.  If you can pay the same, or even slightly more than your competition, the better the chance for a long-term happy employee.  Look for the average rate of pay for the experience required in your city.  It would also be a good idea to use some well-known companies rate of pay as a benchmark, even if it is nationwide.  You want to find the range of the highs and lows.  Hopefully you will at least be in the middle.  Just remember, you get what you pay for.

 

If you have a range of pay for the position, you can try to balance it out by hiring the least experienced and not as technically skilled at the lower end of pay, and the more experienced with higher skills at the upper end of pay.  However, if you do this, you need to stress to your employees to never discuss their rate of pay with their peers.
Making the final offer

 

HR will most likely present the offer to the candidate.  It really is best as they will be able to answer questions associated with benefits, first paycheck date, etc.

 

If possible, it would be a good idea to set a probationary period of 90 days.  This would give you the right to let someone go if they are not performing up to standards.  You should find out if this is possible before making the final offer.  If not, you should try to lobby this idea for future new hires.
Employee on-boarding and orientation process

 

You want to make the first days on the job as stress free and exciting as possible.  With the right approach, you can have your new hire “chomping at the bit” to get to work and be productive.  You want them to know that they will be trained, given clear directions and expectations, understand the goals of the department, and will be part of a team. You want them to feel comfortable, and not feel like they are in the way.  Make sure you give the employee who will be training the new hire plenty of advance warning.  This shows respect for both individuals.  Make sure the trainer takes it easy for the first couple of days, and encourages the new hire as much as possible.  Do not let the new hire train with someone who is too busy, or will share any ill feelings they might have with the company. 
 
Here are 10 tips to use whenever dealing with the new employee:
 
         Gladly welcome the employee the moment they arrive.  Shake their hand with a hearty welcoming tone.
 
         Chances are they will be nervous and already stressed by filling out all of the new hire forms with HR.  Offer a cup of coffee or something to help make them feel at ease.
 
         Walk the employee around the building, and introduce the new hire to your staff as a welcomed addition to the team and company.
 
         Give a brief history of the company and where you feel you’re headed.  Explain how it works, described the products and/or services you provide, talk about the competition, etc.
 
         Go over the department and company’s goals and objectives. 
 
         Go over the job functions and responsibilities.
 
         Give absolute clear expectations of the employee’s role in your department and company.  Stress for attention to detail on every aspect of the job, for example, you expect nothing but world-class customer support with excellent documentation.  If you have set up a probationary period, now would be a good time to discuss immediate expectations.
 
         Cover any rules or regulations that HR did not cover.  This includes any safety policies and procedures. 
 
         Talk about the schedule, the person or people who will be doing the training, seating and computer arrangements, etc.  This is also the responsibility of the employee’s direct supervisor.
 
         Make sure a positive and welcoming feeling has been established, and shake the employee’s hand with a sense of value and ensuring confidence.
Employee Retention

 
 
Now that you have hired the right person, you want them to be a part of the organization for many years to come.  The less turnover, which is the coming and going of employees, the better.  It reduces costs, keeps morale high, and you get full return on your investment.  You need to keep your new hires, and existing staff, happy and content as discussed in lesson 3.

Finding the best people who can fit within your culture, and contribute within your organization, is a challenge and an opportunity.  Keeping the best people, once you find them, is easy if you do the right things. 

 

These 16 specific actions will help you with recruiting and retaining all the talent you need: 

 

1.      Be known as a great company to work for.  If your company has the reputation as being the best, people will not want to leave.  Why would anyone want to leave a place they love?  A place where people envy and wish they were able to work? 
 
2.      Be known as a great boss to work for.  You want your employees saying, and truly meaning, that you are the best boss.  Implementing all of what is taught in this course will surely help make that happen.
 
Point to keep in mind; it is more common for people to leave due to quality of supervision than any other reason.  You do not want people leaving because of you, or your supervisory staff.
 
3.      Always provide the right tools and training.  The easier a person can do their job, and the more they know about their job, the more likely they will be comfortable and not want to leave.
 
4.      Continue to promote the best.  You want your employees to know that when they strive to be the best, they can be promoted and grow with the company.
 
5.      Pay better than the competition.  Although this is fairly obvious, and has already been mentioned earlier in this lesson, it is still worth mentioning again.
 
6.      Use your influence to have, and keep, the best benefits package.  This helps you personally, helps retain your employees, and helps the company as a whole. People will not want to leave a company with a great benefit plan.  Even if the competition pays better, knowing you are secure in benefits can outweigh the other.  This includes medical, dental, life insurance, and retirement.  Matching 401k’s are also a big incentive to stay with the company for the long-term.
 
7.      Have a company bonus plan.  If the employee knows that they will get a bonus if the company hits the yearly goals and targets, the more likely they are to stay. Even if the company missed the year-end bonus target, there is always the hope for next year.  That right there just helped retain an employee for an additional 12 months. 
 
8.      Offer stock options.  This is a great way to keep people for 4 or more years, due to most options are fully vested by the 4th year.  For example, 25% vested after year 1, 50% vested after year 2, etc.
 
9.      Offer tuition reimbursement.  As long as they are with the company, and are taking a course that is related to their position within the company, it’s a win/win situation when the company pays for tuition fees.  This helps retain the employee for at least a year or two, and people tend to stay with a company that treated them so well, even after the course is through. 
 
10.  Competitive vacation package.  The longer you are with the company, the more vacation time is added.  For example, you get two weeks vacation after years 1 and 2, three weeks vacation after year 3, four weeks vacation after year 4, and max out at five weeks vacation after year 5 and beyond. 
 
11.  Provide cross training.  Employees who learn what others do usually want to aspire to learn more and train harder.  It takes time to learn new skills, which means they will stay with the company for quite some time.
 
12.  Inspire employee feedback.  An employee who is afraid to share ideas and concerns is more likely to explode with bottled up emotions, and then look elsewhere for a job.  There will be employees who are quiet and seem content, but inside they are fired up.  They do not say anything because they are afraid of retribution.  Encourage openness as described throughout this course.
 
13.  Parity amongst departments.  If one department is getting all of the perks and recognition, and the other departments are ignored, you will have some disgruntled employees.  First off, don’t let the ignored department be yours. Second, make it a point that fairness and equality is established.  You might need to explain that certain department’s function differently when it comes to commission and perks.  For example, the sales department gets paid by commission, and might get a better reward than you can give to your staff as customer service manager.  Your job as customer service manager is to make sure your staff is aware that if sales do not sell, they do not get paid.  The trade off between a steady paycheck that your staff receives, and the possibility of a great reward that sales might receive, should offset one another.
 
14.  Do not rule by intimidation.  When people feel intimidated and threatened by you, you might achieve short-term gain, but the employee will leave the moment an opportunity presents itself.
 
15.  Keep to your commitments.  People do not trust a boss who is all talk with no substance, thus will want to leave.  Always follow up no matter what the circumstance.  Always keep to the meeting you have scheduled, the events you have planned, or the promises that you made.  Even if you give information that the employee does not want to hear, the fact that you respected their idea enough to follow up will earn you respect.  When they respect you, they will not want to leave you.
 
16.  Make sure they feel like they are part of the “in crowd.”  Treat your employees like they are special and that working for you is cool.  They should feel they are part of a team that is looked at as “the best of the best” with respect, and even awe.
 
Your goal is to make it to where there is no reason for your key employees to leave other than that of a brand new experience or relocating.  There’s not too much you can do about that.  The chances of high retention are also higher when you hire the best as described throughout this lesson.  This is just another reason why hiring someone with a good attitude who shows integrity is such a good thing to do. 
Key employee retention is extremely crucial to your department and the company’s success.  Retaining your best employees ensures a solid future along with customer satisfaction and higher sales no matter what kind of department you run.
A short story about hiring and keeping employees

 

Sample Corp was growing, and more support was needed to provide the kind of customer service that was expected of John and his department.  Because John had structured his department to it’s optimal, it was easy to add an additional person, both logically and physically.  John updated the job description and put an ad in the local paper and online for a Tier 1 data repair technician.  He was so excited to add another person to his head-count; he ended up hiring one of the first people he interviewed.  This person had the right skills and seemed like a good enough person, but after just three months of employment, the new employee quit.
 
John was upset.  It cost the company time and money to bring in a new employee, not to mention the time and money invested into all of the training that was needed.  John thought, “What kind of person starts a new job and quits after just three months?”  He decided to investigate to see where he went wrong and if there was anything to learn from this poor hiring decision.
 
John pulled out the employees resume and quickly spotted that this person jumped around between companies more than he had realized.  In just three years, this person had five different employers and the reason for leaving was because a better offer was made.  To make things worse, John did not call any of the previous companies or references for employment verification and character assessment.
 
From that point on, John added job history and time at each company into his new hire checklist.  He knew that it was pretty easy to spot someone with the right skills, but it was harder to spot someone who is still searching for what they want out of their career. He also made it a point to call references and verify employment. 
 
It also made John realize that if his existing staff sees people leaving for other opportunities, they might leave as well.  Luckily, he already had a motivated staff, due to setting clear expectations along with recognition and rewards in place.  However, he just knew not to take that for granted.  He decided it was time to discuss some new retention ideas with his fellow managers and upper management.  After a few meetings, they came up with a new vacation policy that rewarded those who stayed with the company for over four years, with 4 weeks of vacation (the previous policy was 3 weeks).  It was also decided to provide tuition reimbursement for job related studies.  Just these two changes greatly reduced attrition, not just in John’s department, but also throughout the entire company.
 
Epilogue:  You have to really do your homework when it comes to hiring a new employee. You not only have to look at their skills, aptitude, and attitude, but that they will be around for the long run.  Always look for ways to retain your employees and do not be afraid to discuss ideas with upper management.  The points discussed in this lesson should help greatly when it comes to hiring the right person and keeping your employees for many years to come.

 
 
Quick Lesson Summary

 

 

· You have to hire the right person, not just a body to fill the seat.  You will have to deal with all that comes with the “wrong person.”  It is better not to hire at all, than hire a problem.  Remember, “You can train a nice person to become skilled, but you can’t train a skilled person to become nice.” 
 

· Make sure you truly need to hire a new employee.  Don’t just hire for hiring’s sake. You don’t want to lose the opening, however, you also do not want to be overstaffed.  Make the right decision.

 

· Create a relevant job description and always keep it up to date.  Focus on the most important job skills first, and then add the desired qualifications.

 

· For a successful interview, have a good list of questions to ask and points you want to discuss based off of their resume.  Look for aptitude and attitude, as they are the most important qualities.  Provide a professional, yet friendly atmosphere to put the applicant at ease.  Make sure you know what questions you cannot ask during the interview process.

 

· Check their references and employment history before making a decision

 

· Set the rate of pay as competitive as possible.

 

· Set the right tone by making the on-boarding process a positive one.

 

· Always look at ways to retain your employees.  Motivating, recognizing and rewarding are very good ways to keep your best employees, but there are also incentives like tuition reimbursement, longer vacation time, and bonus plans to keep them around for the long run.
 

  
 

 

 

 

 

 

 
 
 











































