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UP OR OUT!

Using The Power Of Positive Leadership To Build High Performing Teams

Greatleadersget greatresults Somemanagergust seemto bring out the bestin their employees,
whether they are independentcontributorsor membersof ateam. But,A (int &y accident Studies
of strong managersin twelve industries found that they were committed to actively engaging
employeesmanagingheir performanceto achievedesiredoutcomes

Howdotheydoit? Greatmanagerdntentionallywork to createa positivework environmentsothat
their team memberswill provide consistently high levels of productivity, accuracy,and customer
service Theyfocuson four basicpractices selectingthe right people,settingclearexpectationsgiving
praiseandrecognitionand confrontingpoor performance Theyassesperformanceby observingasks
andbehaviorsor by auditingresults

Thesecretsof greatmanagersare not difficult to learnor to practice Rather,they are commonsense
actionsthat generateuncommonresults

In this sessionyou will learnthe key elementsfor creatinga positivework environmentand gainskillin
the art of givingmeaningfulrecognition , 2 de@rinthree highimpactroutinesthat engageemployees
in their own development through identifying their strengths, setting clear expectations and
monitoringquarterly performancegoals

Greatmanagersknow the valueof givingfeedbackfrequently. Theyusehighimpactroutinesthat are
simple, frequent, focusedon results, and selfmonitoring Theseroutines include daily rounding or
daily huddles, strengths interviews, and performance planning meetings They provide formal
feedbackat leasttwice eachyear,evaluatingpastperformanceand settingnew goals

Objectives
After successfully completing this session, you will be able to do the
following.
A List twelve core elements of a positive work environment and how
they relate to business results.
A Describe the power of recognition and praise
A List the four steps to meaningful recognition.

Essential Questions:
1. What does research tell us about the practices of great managers?
2. Why is a positive work environment essential to achieving strong

business results?

3. What are the core elements of a positive work environment?
4. What are the three levels of engaged employees and how do they
impact the bottom line?

5. How can you make recognition meaningful?




WHAT DO EMPLOYEES WANT?
LINKING EMPLOYEE SATISFACTION TO BUSINESS RESULTS

Effective Managers, Positive Environment, and Results

Isa positivework environmentimportant to businessuccess™ | { {rezkdfeldwith morethana
hundredthousandemployeesshowsthe practicesof top performingcompaniesacrossindustries
Responseswere distilled into 12 statements to assessthe S Y LJ 2 &di$actian with the
organization Everystatementwaslinkedto at leastone of the four businessoutcomes customer
satisfaction, profitability, productivity and employee retention that relate to top performance,
regardlesof industry.

Customer
Core Item Profitability Productivity | Turnover
Satisfaction

| know what is expected of me.

2. | have the materials/equipment

needed to do my job right. X X
3. | have the opportunity to do what |
X X X
do best every day.
4. | have received recognition or
praise for good work in the past X X X
seven days.
5. My supervisor, or someone at
work, cares about me as a person. X X X X
6. Someone at work encourages my
X X
development.
7. My opinions count. X X
8. The mission and purpose of my
organization makes my job seem X
important.
9. My coworkers are committed to X X
quality.
10. | have a best friend at work. X X

11. In the past six months, my
supervisor has talked with me X X
about my progress.
12.Ly GKS LI ad @SFNE LQ@S KIR
opportunities to learn and grow X
Overall satisfaction X X X

Six of the questions were the most powerful in terms of satisfying employees and driving
business results. Put a star by the ones that you think are most powerful.
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GO BEYOND SATISFACTION TO ENGAGEMENT TO GET BETTER RESULTS

When employeesare engagedthey feel connectedto the companyat a deeperlevel than those

who are simplysatisfied Cleargoals,open communication trust, accountability,and recognition

turn out to be the leadershiptraits that drive employeesatisfactionand engagement Engaged
employees demonstrate a greater need for goal setting and accountability than satisfied

employees Satisfiedemployeesvantedmore trust andcommunicatiorfrom their managers

Workplaceattitude surveyghat measureboth satisfactiorandengagemenyieldimportantdata.

Sevenadditional surveyquestionsthat revealemployeeengagement

A major study conductedby Healthstreamn whichthey surveyedmore than 200,000 employees,
was reported in The Carrot Principleby Gostickand Elton Their researchrevealsa statistical
correlationbetweenhighlyengagedcemployeesand positiveresponseso the followingquestions

1. Employeesn my departmentconsistentlyput in extraeffort beyondwhatis expected

2. Employeesin my department are highly motivated to contribute to the successof the
organization

3. Employeesn my departmentconsistentlylook for more efficient and effectivewaysof getting
the job done.

4. Employeesin my department have a strong senseof personalaccomplishmentfrom their
work.

5. Employeesn my departmentunderstandhow their roleshelp the organizationrmeetits goals

6. Employeesn my departmentalwayshavea positiveattitude when performingtheir duties at
work.

7. My managerdoesa goodjob of recognizingemployeecontributions

Similar results were found by TowersPerrin, in a 2005 study, which indicated that engaged
employeeshave clearexpectationsof their work situation. Thesurveyrevealedthat those highly
engageemployeesvanted the following.

A Aleaderwho connectswith them

A Opportunitiesto growtheir career

A Aleaderwhoisinspirationalandenthusiastic
A Agoodreputationandpride in the company

While the researchis consistent,beware of relying solelyon externalbenchmarks Youwill have
the most to learn by askingyour own employees particularlythose who are top performerswith
strongloyaltyto the company



THREE LEVELS OF EMPLOYEE ENGAGEMENT

Employeeengagementis about winning the discretionaryeffort of employeesso that they go
beyondsimplymeetingthe basicsof the job, flying just abovethe radar. Anengagedwvorkforceisa
companyfull of peoplewho are willingto do whateverit takesto satisfythe customer

Companiesvith high employeesatisfactionand engagementreport customerserviceratingsthat
are 20% higher than their low satisfaction peers  Clear goals, open communication, trust,
accountabilityand recognitionturn out to be the leadershiptraits that drive employeesatisfaction
andengagement

Therearethree levelsof employeeengagement

1. Engagedemployeesfeel a profound connectionto their company Theywork with passionand
purpose bringinginnovationand movingthe organizationforward. Engagedmployeeselight
your customers Theircommitmentto the companyis reflected in high productivity, safety,
serviceandteamwork L (n@t Aardto spotengagecemployeeg; (i K S @uRANIHP 2péople

2. Satisfiedemployeesare happywith their pay, benefits and work environment Theyhavea
low risk of turnover, but | NJB padidilarly committed to the O 2 Y LJI gfcdvi@ &r success
¢ K S ddepedeiable However, they often do just enoughto get by, without rousing a
sufficientlevelof concern(or griefto the managerto warrantdisciplinaryaction

3. Activelydisengagedemployeesk NBjystuihappy ¢ K S &@pEingout their unhappiness
in manywaysthat are damagingo your customersatisfaction productivity, profitability. They
frustrate customersandirritate the boss Activelydisengagegmployeesunderminewhat their
engagedcoworkersaccomplish further impactinga key businessresult- the retention of the
bestandbrightestemployeeswho otherwisehavehighsatisfactiorand highengagement

Exercise

Consideryour employeesand their levelsof engagement In the table below, identify those who are
activelyengaged simplysatisfiedand thosewho are activelydisengagedn terms of how they relate to
your patientsand other customers

Actively Engaged Actively Disengaged




THREE EVIDENCE-BASED PRACTICES TO BUILD A POSITIVE WORK ENVIRONMENT

LT &2dz Ifg¢gled R2 ¢gKIFi e2dz2Q@oS |f gl é&a
380 o6KIFG &2dzQ@S ltglea 3A2G00Syo

AsQuint Studersaysthe bestemployeesare thosewho feel that their jobsoffer ameaningfulpurpose,
worthwhile work and an opportunity to makea difference Theylook for waysto improve their skills,
create opportunitiesto learn and foster a team approachto problem solving Everyemployee,and
especiallythe best, wantsto get feedback recognitionand waysto improvetheir performance Here
are someof the secretsof strongsupervisors

High performingemployeesfocuson results Theywant to know how (i K S @dniyahd they want to
improveon their scores Theyachievethe highestresultswhenthey settheir own targets Whenclear
goalsare combinedwith consistenimeasurementandalignedbehaviorsyesultsstartto come

What are the three leadershippracticesthat create a positive work environment? Againand
againthe greatonestell youthat they havea few basicpracticeghat makethe difference

1. Beclearabout your expectations Letyour employeesknow exactlywhat you expectand how you
will measure their success Introduce your behavioral standards early in the selection and
onboarding process For example,describethe specific customer service behaviors and the
outcomesyou desire Tie the service behaviorsto a particular process,ideally one that is
performedmanytimesaday. Trainthe employeein usingkeywordsat those keytimesto achieve
the desiredresults

2. Selectgood people. Hiringthe right persontakesmore than a gut feeling It takesplanningand
preparationto find the right person someonewho hasthe necessarycapabilities,commitment
and chemistryto be successfuin the job. Structureyour recruitment, interviewing,selectionand
onboardingo identify candidatesvho are naturallyorientedto customerservice

3. Recognizegood work andtie it to businessresults Engagedcemployeescreate loyal customers
Wheneverpossible catchyour employeesin the act of servingcustomersand recognizethem for
greatservice Praiseand recognitionfrom a supervisoris one of the mostimportant motivatorsto
employees You can increasethe effectivenessof your praise by giving feedbackas soon as
possible,with specific detail, in person (if you can) and in a way that shows you genuinely
appreciatewhat the teammemberdid.
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CLEAR EXPECTATIONS BUILD PERFORMANCE

Employees want to know what is expected tfem.

The more clear we are with expectations, the more likely
we are to get the performance we need. Clear
expectations ensure that employees know what is
expected and how to achieve successful performance and
results.

THREE AREAS FOR Focus
A Basic job requirements
A Alignment of goals
A Behavioral standards or competencies

Expectationdncludethe basicjob requirementsaslisted in the job description Expectations
may also include such core requirements as attendance, appearance,mandatory training,
confidentiality,safetyandinfectioncontrol.,

Expectationsalsoincludepositionspecificgoalsalignedwith companygoalsand metrics Thisis
tremendouslymotivating as people want to see how their work contributesto the O2 Y LJ y & Q:
successPersonapoalsfor developmentmaybeincluded

Behavioralcompetenciesor standardsare the third areafor focus In healthcare,behavioral
competenciestypically specify standardsof conducttoward patients as well as teammates,
becauseof the impact that our behaviorshave on healingas well as the positive, productive
work environment

Tipsfor SettingExpectations

Researchshows that goal setting goals increasesperformance As a species,humans are
fundamentally goatoriented. Goalsdirect our attention, increase persistence,and motivate
toward strategiesto achieveour goals particularlywhenteam membershavehelpedto choose
the goalsand metrics

Integrate benchmarking into goatsetting  Benchmarking expectations to other highly
performing groupsor individualspromotes high performance It helpsto show that the goals
are reasonableand achievablein terms of volume and quality. Benchmarkindeadsto a feeling
of fair treatmentand commitmentandto establishindrighergoals

Usethe SMARTGoalformulato makesurethat expectationsare clearlyunderstood,are within
the capacityof the personto achieve,considersthe resourcesavailableand the timeframe in
which the goal must be attained The savvymanagerchoosesmetricsthat are alreadybeing
monitored,to avoidcreatinga lot of unnecessaryork.

Setting and communicating these expectations takes some "up front" time in terms of
preparationand patienceto successfullgomplete Monitoring performanceand sharingresults
takestime aswell. However,the payoffin terms of lack of problems,increasedperformance,
productivity, and quality of work, not to mention the reducedturnover, and employeewell-
beingiswell worth the time investment

\ L tinlg, Inc. 7
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2010 Performance Management Process
Behavioral Competency Guide

Customer Servicd Putting patients and customers (internal & external) first

(How we relate to our customers
D I]JvP peS}u Ee v SZ ]JE V < %EJu EC (} pe }( }v [°
positive customer relationships.

tne

Does Not Meet
Job Expectations
(Examples of Behaviors)

Successfully Achieves
Job Expectations
(Examples of Behaviors)

f Doesnot acknowledge f Whencustomer arrives,
customers when they arrive; acknowledges their presence,
does not give eye contact or smiles, and uses formal greetin
greet customer f Meets or exceeds customer

f Unwilling to help customers expectations; asks questions tc
or does the least work determine their needs
possible to meet customer f Treats all customer requests as
needs; avoids taking on extre important
work f Places customers as a priority

f Treats customer as an and is ready to respond to
interruption and places their customer requests and needs
requests and needs as alow f Responds to inquiriesin a

priority thorough and professional
f Fails to ask appropriate manner
questions to determine f Actively listens to customer to

customer needs
f Exhibits disinterest in
customer or customer needs;
does not give eye contact or
looks away from customer f
f Fails to follow up on
customer concerns, question
or requests

determine their needs, asking
appropriate questions to
understand needs; uses open
body language

Follows up with customer
concerns or requests on a
timely basis

**Used with permission of The Everett Clinic

Consulting, Inc. bhannley@aol.com

Far Exceeds
Job Expectations
(Examples of Behaviors)

Alwaysready to welcome the
next customer; smiles; uses
open body language
Consistently displays a positive
and responsive attitude
towards customers; role model
T2N) 20 KSNAT &t
T2N) é2dz AaxXoe
Consistently exceeds customel
SELISOGLGARZYAT
anything else | can do for you
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Is quick to respond to customel
requests; changes approach t
accommodate customer
requests; flexible

Always responds to inquiries in
a thorough and professional
manner and is willing to make
the extra effort to satisfy a
customer

Is able to anticipate customer
needs

Is proactive in problem
LINE@SYyGA2y T I a
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