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The success of your business is directly related to the commitment and productivity of the people who
work in your business. And yet it is generally recognized that 60% of employees, or more, are
underutilized in their roles at work.

So what are the factors that contribute to low performance standards and expectations?

Communication, or mis—communciation, is one of the major sources of low productivity. The messages
that move between the owner, employees, managers and even customers are not understood in the
same way. One classic example is that business owners tend to assume that employees and
managers see things the same way they do.

Managers tend to lower their expectations (unconsciously) so that they will not have to confront
employees. Most people dislike discussing declining performance with their employees, and so actively
avoid having to do so by reducing heir expectations of what's required.

Employees have a tendency to protect themselves from possible failure by pushing back on what is
expected. They will often negotiate/bargain the job down to a more comfortable level.

Business owners often have difficulty separating what they want done from how they want it done.
Telling employees exactly how to achieve a certain goal leaves no room for the employee to think or
use their own initiative. Consequently they often stop trying to contribute and become “sheep” - just
doing what they are told. In this catch—-22 situation, the owner is forced into a position where they must
constantly be telling everyone exactly what to do.

Some owners may not understand the concept of person/job matching, and so have the wrong people
in the wrong positions. This situation can be extremely demotivating for the employee.

So how do you go about setting performance standards and expectations?
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The owner and employee must collaborate together.

They must work together on the fact that the role the employee is performing can be improved in a way
where everybody wins — the employee, the owner, and the business. When you teach the owner to
collaborate with the employee, not only does the performance go up, but so does the morale.

Short term goals, or wins, must be established. 90-days is the ideal.

Set specific goals for the employee in 90-day increments so that there will be ample opportunity to
monitor systems and progress, as well as to experience wins on a routine basis. Ideally, involve the
employee in this goal setting process so they experience some control over their work.

Determine the strengths required to do the job well.
If the employee is going to be successful, the owner and employee must decide jointly what strengths

are required, and how the employee is going to be able to apply their strengths. This is where having a
good match between the employee and the job is so important. The boss doesn't have to figure this out
on their own — the employee will probably already know what's necessary.

Set standards, and determine HOW they will be done.

Decide the standards that will apply to each activity, as well as how the standards will be achieved.
Understanding the level of performance required gives the employee a sense of achievement — which
is one of the key ingredients to achieving performance standards. This is true for employees at any
level.

Establish communication agreements.

To ensure success, the owner and employee must decide at the outset how they are going to
communicate progress (and challenges) along the way. Will it be day—-to—day? Week-to—-week? The
minimum time frame is week-to—week. Less frequent than that and it all falls apart.

The employee decides how to achieve the desired results.

The owner will be present and participating for this part, but it is essential that the employee be leading
the process in order for them to have ownership. Help the employee take responsibility for deciding
how to accomplish the results. You may need to determine if the employee has the skills and
development to do this. If they don't, provide maximum guidance to them.

Get it in writing.

If it is not in writing, within one to two weeks everyone will be confused and uncertain. The focus,
responsibility, resources, constraints, timetables and measures all need to be in writing. The purpose
of doing this is to make sure the owner and employee are so clear on the goals and process that there
is no confusion whatsoever. It sets everyone

Establish a monitoring method.

Make sure you get agreement on how the performance will be monitored and how frequently. In order
for the process to go forward, the employee needs to agree to monitor their own performance, and the
owner must agree to sit down and review it with the employee on a pre—determined schedule. Let them
know upfront that if they get busy and start canceling meetings, performance will not improve and
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expectations will not be met.

| recommend having the employee keep track of their progress in writing and advise the owner weekily.
A simple weekly progress update is a win—win solution and can take as little as 5 minutes. A monthly
sit—-down, face—to—face meeting is a must also.

What are the benefits of setting effective performance standards and expectations?

Employees are energized and empowered to take ownership of their positions.

Owners become energized and inspired, ceasing to lower expectations in order to avoid confrontation.
The productivity of the company goes up.

Everyone knows what is expected of them, which provides certainty to move forward.

This process, itself, opens new channels of communication between owners and employees.

Megan Tough, director of Action Plus, works with small business professionals who are ready to do
more than “just get by'. Increase your income — decrease your stress! To learn more and to sign up for
more FREE tips and articles like these, visit www.megantough.com

What Your Employees Want You to Know (But You Might Be Afraid to Ask)
By Jan B. King

This is a challenge for every company owner and manager. You have tremendous plans for growth
and expect a lot of your employees. But do you know if the company is meeting your best employees'
expectations? Are you providing the type of environment that supports high productivity and high
quality? Do you really want to know?

If you do, consider creating a Company Performance Review to find out what your company culture
really is. Find out how employees feel about their environment and morale at your company. The
Company Performance Review asks employees if they see certain behaviors occurring at your
company - behaviors that could kill a company over time if left unchecked. It will help you determine if
there are ethical issues you need to be concerned about in your company.

This review must be completed anonymously, or employees won't be comfortable answering honestly.
The object is to make all employees suddenly more aware that actions that are sometimes common in
companies can do real and lasting damage. It takes effort to increase the recognition of ethical issues
to make it easier to begin setting standards.

For instance, here are some questions you might consider asking employees - but only if you are
ready to deal with the answers in the whole culture (don't kill the messenger).

Do employees...?

Give a full days work for a full days pay
Accept gifts or favors from suppliers
Falsify time sheets or other reports
Gossip about other employees
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Do other work on company time or with company equipment

Do managers or supervisors...?

Discriminate by gender or race

Allow unsafe or unhealthy work conditions

Discourage criticism

Forget or fail to give promised performance reviews or salary increases
Have unfair work performance expectations

Does top management...?

Ignore long—term problems

Live up to our mission statement

Provide rewards such as promotions on a basis other than competence
Mismanage company funds

Really care about employees

When you get the answers tabulated consider these thoughts:

Are there ethical issues you uncovered with this survey that surprised and concerned you?
Are you setting the right example for employees?

Are you satisfied that the standards of behavior you have set are high enough?

Are there items that should be added to this list that are unique to your company or industry?

Do you have a policy and procedures manual or employee handbook that sets standards on these
issues?

Should some of these behaviors be cause for termination of employment?

Honest feedback can be hard to hear. | suggest you work with an industrial psychologist or other
professional to help you hear the positive message in the survey results and formulate a plan of action.
The real reward will come later when you administer the survey a second time and the results have
changed for the better.

Jan B. King is the former President & CEO of Merritt Publishing, a top 50 woman—-owned and run
business in Los Angeles and the author of Business Plans to Game Plans: A Practical System for
Turning Strategies into Action (John Wiley & Sons, 2004). She has helped hundreds of businesses
with her book and her ebooks, The Do-lt-Yourself Business Plan Workbook, and The Do-It-Yourself
Game Plan Workbook. See

for more information.
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is included. A courtesy copy of your publication would be appreciated.
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