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First, Break All the Rules:  What the World’s Greatest Managers Do Differently
Written By:  Marcus Buckingham and Curt Coffman of the Gallup Organization

The Gallup Organization undertook two large, in-depth studies over the last twenty-five years.  The first study focused on employees, asking, “What do the most talented employees need from their workplace?” They studied over a million employees from various organizations and countries.  The studies revealed the most important needs expected by the highest performing employees; the most powerful finding was that talented employees need great managers.  The most important learning was that no matter how great the organization or how many programs were in place to support the company’s ability to attract and retain great employees, the length of stay and the degree of productivity of a talented employee is determined by his relationship with his immediate supervisor.

The findings of the first study led the Gallup Organization to the second research effort: “How do the world’s greatest managers find, focus and keep talented employees? The managers studied represent many different types of organizations and roles, various backgrounds, styles and traits make up this unique group of managers.  Though they seem to have very little in common, they each seem to “break all of the rules” when faced with conventional wisdom.  The great managers that became the focus of the research were those who “excelled at turning each employees talent into performance”.

The findings led to the following conclusions:

· Measuring the strength of the workplace can be simplified to twelve questions.  The questions capture the most important information that measures the core elements needed to attract, focus and keep the most talented employees.

1. Do I know what is expected of me at work?

2. Do I have the materials and equipment I need to do my work right?

3. At work, do I have the opportunity to do what I do best everyday?

4. In the last seven days, have I received recognition or praise for doing good work?

5. Does my supervisor, or someone at work, seem to care about me as a person?

6. Is there someone at work who encourages my development?

7. At work, do my opinions seem to count?

8. Does the mission/purpose of my company make me feel my job is important?

9. Are my co-workers committed to doing quality work?

10. Do I have a best fried at work?

11. In the last six months, has someone at work talked to me about my progress?

12. This last year, have I had opportunities at work to learn and grow?

· The direct manager or leader was the most important element in building a great workplace.  No matter how great the organizational leader or how great the pay, benefits or perks, the direct leader or manager made the most impact on the performance of talented employees.

· Of the twelve, the most powerful questions are those with a combination of the strongest links to the most business outcomes.  Every one of the questions was linked to at least one of the four business outcomes; productivity, profitability, retention, and customer satisfaction.

· Great managers really do “Break all the Rules!” At least they break the rules of conventional wisdom.  They work hard to discover how each employee can utilize their talents to perform well.  This often requires that each employee be treated differently, often requiring the leader to focus on one employee at a time. The leader becomes the catalyst for great individual and company wide performance.

· There are four basic roles of great managers.  They must be able to do the following key activities extremely well:

1. Select talented people… not just based on experience, intelligence, or determination.

2. Set expectations and define the right outcomes…not the right steps of action.

3. Motivate people by focusing on strengths…not on strengthening the weaknesses.

4. Develop people and help employees find their “fit” in the organization…not just the next rung on the career ladder.

What Great Managers Do:  The Four Keys Defined

(The First Key:  Select for Talent

	Conventional Wisdom
	Great Mangers’ Wisdom

	Experience makes the difference
	Right talents, more than experience, more than brainpower, and more than willpower, are the prerequisites for excellence in all roles

	Brainpower makes the difference
	You cannot teach someone talents



	Willpower makes the difference

-Talent can be trained or taught


	Talents prove to be a motivating force behind job performance.  The full compliment of talents- what drives him, how he thinks, how he builds relationships is more important than willpower, brainpower or experience.


The world’s great managers hold this mantra:

“People do not change much.

Don’t waste time trying to put in what was left out.

Try to draw out what was left in.

That is hard enough.”

There is a difference between skills, knowledge and talents.

· A leader can help employees learn or acquire new knowledge and skills.  Skills, knowledge and talents make up the elements of performance, but the talents are the only ones that cannot be taught.

· Skills are the capabilities that can be transferred from one person to another.  Skills can be broken down into performance steps and practiced.

· Knowledge is “what you are aware of.”  There are two kinds of knowledge:  factual knowledge- things you know; and experiential knowledge- understandings you have picked up along the way.  Experiential knowledge is much harder to teach than factual knowledge for it is less tangible.  It requires reflection and discipline to make sense of one’s experiences and understand how to make connections and learn from the past.

There are three kinds of talent

· Gallup found a way to simplify the many different and diverse talents into three basic categories  Each talent area is more fully defined on page 12 of this document. :
· Striving Talents explain the why of a person.  Why he gets out of bed every day, why he is motivated to push
· Is he intensely competitive, altruistic or both?
· Does he define himself by his technical competence, or does he just liked to be liked?
· Thinking  talents explain the how of a person.  They explain how he thinks, how he weighs alternatives, how he makes decisions.
· Is he focused, or does he like to leave all his options open?
· Is he disciplined and structured, or does he love surprises?
· Is he a linear, practical thinker, or is he strategic, always playing mental “what if?” games with himself?
· Relating  talents explain the who of a person.  They explain whom he trusts, whom he builds relationships with, whom he confronts, and whom he ignores.
· Is he drawn to win over strangers, or is he at ease only with his closest friends?

· Does he think that trust must be earned, or does he extend trust to everyone in the belief that most will prove worthy of it?

· Does he confront people dispassionately, or does he avoid confrontation until finally exploding in an emotional tirade?

A person’s drive and attitudes are talents and are hard to change.  Skills and knowledge can be taught and learned.  Competencies, habits and attitudes are not as clearly defined since they are often defined by lumping together skills, knowledge and talents.  We need to be very careful when measuring competencies to ensure that we identify what can and cannot be taught and changed in people.  For example, many organizations have identified “Planning” as a core competency, and by the way it is defined, it becomes apparent that some of the competency is skill; “breaks down work into process steps; develops schedules and task/people assignments”, can be taught or transferred, while “anticipates and adjusts for problems and roadblocks” is difficult to teach and indicates more of a personal talent or ability.

Understanding that talents are not taught allows great managers to break the rules when faced with pervasive management myths.  

· Myth #1:  “Talents are Rare and Special”

Gallup defines talent as “simply recurring patterns of thought, feeling or behavior”.  If this is so, then people cannot boast of the talents that they have.  They can only take credit for cultivating their unique sets of talents.  Great managers and leaders work to help each employee discover the best role match for his or her talents and when a person is in a role where his talents are utilized, then he can be described at “talented”.    Gallup studied some of the greatest nurses and asked a study group of excellent nurses to inject one hundred patients and a control group of less productive nurses to do the same task with the same one hundred patients.  The results showed that the patients reported feeling less pain by the best nurses, thought the procedures were exactly the same.  The research uncovered that the best nurses were using their “relating” talents to engage the patients and that talent, along with the skill of performing the injection, was more effective than just having the great skills.

· Myth #2:  “Some Roles are so Easy, They Don’t Require Talent”

Great managers understand that every role requires specific talent and that employees need to be performing roles that match their talent.  When talent and roles are aligned people are able to perform at their best and may not want to be promoted beyond the role.

Great Managers Know How to Select for Talent

It is important for great managers to understand the company culture and which talents fit for the environment and the role.  There are critical things the manager must do:

· Understand the Company Culture:

· How does the company drive performance?  Does the company focus on individuals with the “highest scores” or does it focus on individuals who live out the values of the company?

· How will expectations be set and how will the individual be led, supervised or managed?  Which style will work best with your style?  Do you give short term goals and expect individuals to live the structure you create or do you set long-term goals and objectives and expects individuals to perform and realize their goals without much interaction from you?

· What type of work environment will this individual be expected to fit into?  What does your team really need?  Is your group in need of more of an individual contributor or one who can motivate and challenge the group?  This is the area where understanding the various work styles and preferences will be helpful so the manager may know what style will benefit the team and support the new individual.

· Study the Best:

· What talents are required for high performance in the role that you need to fill?  What is it that separates the average from the most high performing?

If the culture is understood and the manager knows what the role requires, it will be much easier to know what talents to look for.  There are many talents, but Gallup suggests that a great manager would identify the three most important to fit into the culture, the work environment and the necessary role.

No matter how great the company or the manager, it is equally important to have talented people to work with.  A great leader needs to have the right talent and the ability to create an environment that turns the talent into high performance.

(The Second key:  Define the Outcomes:

There are many temptations for the manager to focus on dictating how work is to be accomplished versus just sharing the expected outcomes.  Many managers have difficulty seeing the difference between sharing expected outcomes and work practices because they may have become accustomed to only telling employees “how” to do the work.  Often, many managers fall into the following temptations:

· “There are perfect people and processes” temptation:  It is tempting to think that there is a perfect way to do things and that the manager must try to create perfection in people.  It is imperative to understand that all individuals will not do things exactly as the manager’s thinks they should, or how he would do them.

· “My people don’t have enough talent” temptation:  

· “Trust is precious- it must be earned” temptation:  which leads to the manager imposing and enforcing many rules.  Great employees need to feel trusted.

· “Some outcomes defy definition” temptation:  creates the mindset to only share outcomes with employees that are easily measured.  This thinking may create legislation on how things must be done and often discourages thinking.  Great managers understand that a great deal of accountability is needed to focus people around great outcomes, though, the steps to getting to the outcome should not be dictated.

Though great managers focus on capitalizing on the strengths and talents of the individuals and try to avoid temptations to perfect and control people, it is important to understand that great managers do need to rely on some steps for driving high performance. Gallup uncovered the following steps used by great mangers:

· Employees should follow required steps for all aspects of their role that deal with accuracy and safety.

· Employees should follow all standardized steps when they are a part of the company or industry standard.

Managers should focus on outcomes that are right for the customer, the company and the individual and this requires that managers are keeping track with the demands of all stakeholders.

(The Third key:  Focus on Strengths:

After selecting for talent and sharing the right outcomes, managers must figure out how to create the environment for great performers to practice what they are already good at doing.  The focus should be on understanding what it will require to bring out the best performance in each individual and then set about to create the conditions.  This will require conversations, active listening and exploring with employees. This must be done in a very respectful way where individuals feel encouraged to take personal responsibility for using their talent well.

It is very difficult to change people, so it becomes the task of the great manager to focus on his high performers and insure that they are able to perform at their best.  This will require that managers spend more time with the best employees instead of trying to fix or change those who may not fit into the culture.  

Many companies fall into the trap of expecting each employee to master and become experts in all identified company competencies.  Though, it is true that the behavior demonstrated by the chosen competencies are required to have a great company, it is impossible to insure that all employees are equally talented in all areas.  It is the job of the manager to uncover the real strengths and bring out the best in each employee. 

Great managers are very deliberate at positioning people or “casting” them into the roles where the strengths match the role.  This will insure that the individual can perform at her best at doing what she is naturally good at doing.  This in it’s self will allow for greater performance in the organization.  This type of leading and managing will be difficult if the manager feels he must treat everyone the same.  To discover strengths, cast people into roles where they can use talents and skills and develop people to grow in their strength areas will require managers to manage by exception and treat people as individuals instead of a group of direct reports. Great managers make sure that all employees can see how they are performing and they have regular conversations regarding performance.  

Great managers do not ignore poor performance or weaknesses that may contribute to low performance.  When the manager is faced with poor performance she must ask two questions:

· Can the poor performance be changed if the person learns a new skill or is given opportunity to experience something different?

· Is the poor performance a result of the manager herself motivating the employee in the wrong way?

There is a difference between a non-talent and a weakness.  A non-talent is something that may not exist, like the inability to remember names or the inability to think strategically.  It only becomes important to focus on non-talents when a role requires an employee to be successful in an area that is a non-talent.  This is how a non-talent becomes a weakness or a hindrance; in other words, we do not all need to possess every talent, only those that enable us to be successful in our role. If you are a leader who needs to plan long term and help others discover a vision, then not having the talent to think strategically can become a real weakness.

When a great manager discovers a weakness with an employee that is causing poor performance, she usually chooses one of three possible routes:

· Devise a support system to help compensate for the weakness.  Help the employee create a system to overcome or work around the weakness.  This would allow the employee to continue focusing on their strengths while working around the weaknesses.

· Find a complimentary partner to support the weak areas.  If an employee is non-confrontational by nature, no amount of training will make the person more confrontational, but partnering with someone who has that talent can create synergy and support the employee in providing the talent.

· Find an alternative role when the employee cannot compensate or work around the weakness.

(The Fourth Key:  Find the Right Fit:

Helping employees grow and develop is often viewed as the role of the manager or leader and rightfully so, but Gallup discovered that the role is a bit different from what conventional wisdom would tell us.  Great managers agree that employees are looking for ways to grow and develop career paths within an organization and the successful organizations are wise to continue building the strengths of the employees.  The great managers interviewed in the Gallup study suggested that managers needed to approach the question of development and career pathing with each employee differently.  The way the manager can support the employee would be by helping each person find the right fit and help the person discover roles that ask her to do more and more of what she is naturally wired to do.  The conversations should be focused on helping the employee discover roles that match her combination of skills, knowledge and talents.  As like all other keys, will require the manager to have conversations regularly with employees to unearth the development path.

Many companies still see the most effective way to develop and reward good performance is to promote the person out of the role she is presently successful. We must be careful or we will continue promoting people to the level of his incompetence versus insuring that we are finding strength fits.  We must move away from the mindset that we must bring people into our organizations to be individual contributors until the time comes where he is rewarded for doing well by given a leadership role.  This cycle will only keep managers from truly matching talent and strengths with the right role fit.

(A Practical Guide for Turning the Keys:

Interviewing for talent:

· Make sure that the right questions are asked to insure you can discover whether the candidate’s recurring patterns of thought, feeling or behavior match the role.  Set aside time in the interview where the candidate understands that that the exclusive goal is to learn about her talents.  Let her know that this part of the interview will be a bit different with more questions.

· Ask a few open-ended questions and then try to be quiet.  The best way t discover the talents in an interview is to allow her to reveal herself by the choices she makes.  In the interview, ask open-ended questions that offer different directions like “What do you like most about selling?” The direction she takes will help indicate possible future behaviors.

· Listen for specifics.  To discover past behavior that may be recurring behavior, the manager must give credit for specific examples and top of the mind responses.  So, when looking for specifics ask for the candidate to tell you of a specific time when something specific happened.  Example, if you are looking for a sales person who has the specific talent for assertiveness in relationships, then you may want to ask the candidate to tell of a specific time when she overcame resistance to her ideas.  When someone can recall a certain time that this happened and repeat it, there is some assumption made that this can be predictive behavior.  This is a bit different from someone telling you what they think should happen when their ideas are resisted.

· Look for clues to talent.  Listen for the types of talents that you feel are important for the role.  If learning on the fly is important, then listen for times the candidate had to learn quickly.  Ask the candidate to share what brings her satisfaction in a role.  This indicates what really excites individuals and are clues to her talent.  Ask, “What kinds of situations give you strength?”  The answer will help you understand what she will be able to continue doing week after week

· Discover which questions to ask to discover different talents.  Many managers work from a list of questions prepared by someone else.  If a manager believes in the uniqueness of each role and each individual, then it will be important to create questions to use to unearth the talents.

(Performance Management:  Turning the Keys Everyday

· Create a routine for helping employees understand how they are performing on a very regular basis.  The routine should be simple and reflect the manager’s own style for sharing performance with employees. This can be done in an open fashion with those who will be supporting the performance and expectations of the individuals.

· Make sure there is frequent interaction between the employee and the manager.  The manager must know the individual well enough to know his style needs, recognition needs and his relationship needs in order to really impact performance.  The more the manager meets with the individual, the easier it is to broach the sensitive subjects regarding performance. 

· The routine and focus should be on the future performance.  The discussion should highlight the patterns and discoveries of the past performance but should eventually lead to full discussions of future commitments and expectations.

· The routine should require the employee to keep track of his own learnings and performance.  The employee may need to be able to rate herself and request that others rate her performance, as well.

Performance Planning Meetings:

To help the individual prepare for the discussion, you may suggest he write down the following answers to these three questions:

1. What actions have you taken?  What are the details of the performance over the last few months?  This should include scores, rankings, ratings, and timelines, if appropriate.

2. What discoveries have you made?  What new insights have you had?  The employee should be expected to keep track of his learning, so this should be easy.  If any training or development sessions have occurred recently, then request that the insights of the sessions and the application of the learning be shared.

3. What partnerships have you built?  These should focus on relationships he has built, whether new or those he has strengthened.  The relationships may be with peers, direct reports, clients, internal partners, etc.  It is important that he sees that relationship building is his responsibility.

The questions can be shared at the beginning of the meeting as a jumping off place.  After the initial discussion, expect him to share the written answers with you, but move onto three more questions that focus on the future.  The following questions will be prompted within he meeting.

1. What is your main focus?  What are the primary goals for the next few months?

2. What new discoveries are you planning?

3. What new partnerships are you hoping to build?

During the performance meetings, the employee may want to discuss the career options that he has within the company. To support the conversations, the manager may want to ask some of the career discovery questions below.  Remember that the employee has the responsibility to come to his career choices alone, but the manager can certainly help to discover the fit.  The conversations are important to have regularly to enable the process and help the employee become clear about his skills, knowledge and talents.  He also needs to understand the next steps and what it would require of him if he were to make a change in career.  The following questions, if asked throughout the year, will help the employee understand how to think about his skills, knowledge and talents as they relate to his performance.

Career Discovery Questions:

1. How would you describe your success in your current role?

a. Can you measure it?

b. Here is what I think.  (Add your own comments.)

2. What do you actually do that makes you as good as you are?

a. What does this tell you about your skills, knowledge and talents?

b. Here is what I think.  (Add your own comments.)

3. Which part of your current role do you enjoy the most?

a. Why?

4. Which part of your current role are you struggling with?

a. What does this tell you about your skills, knowledge and talents?

b. What can we do to manage around this? Training? Positioning? Support system? Partnering?

5. What would be the perfect role for you?

a. Imagine that you are in that role.  It’s three p.m. on a Thursday.  What are you doing?

b. Why would you like it so much?

c. Here is what I think.  (Add your comments.)

(Keys of Your Own:

It is important to remember that the role of the manager is not to create the employee or to make him productive.  The leader is needed to create the environment and provide a catalyst where great performance is expected, encouraged and developed.  Great managers can help with the development process and support the individual create the right career path, but the great managers know what their role is and exactly how much they can do is dependent on the effort of the employee.  Great managers expect the following from their talented employees:

· Look in the mirror any chance you get.  Use any feedback tools to best understand your performance and the impact of your behavior, as your peers perceive it.

· Reflect.  Take time regularly to look back over the past week to think through what you have accomplished, what has gone well, not gone well,etc.
· Discover yourself.  Become more detailed in your description of your skills, knowledge and talents.  Volunteer for the right roles, be a partner; look for the right ways to discover your strengths.

· Build your constituency.  Identify which relationships work best for you.  Seek them out.

· Keep Track.  Build record of your learnings and discoveries.

· Catch your peers doing something right.  Make your workplace a better place.

Talents Found Most Frequently Across All roles

Discovered by the Gallup Organization
Striving Talents

Achiever:  A drive that is internal, constant, and self-imposed

Kinesthetic:  A need to expend physical energy

Stamina:  Capacity for physical endurance

Competition:  A need to gauge your success comparatively

Desire:  A need to claim significance through independence, excellence, risk and recognition

Competence:  A need for expertise or mastery

Belief:  A need to orient your life around certain prevailing values

Mission:  A drive to put your beliefs into action

Service:  A drive to be of service for others

Ethics:  A clear understanding of right and wrong, which guides your actions

Vision:  A drive to paint value-based pictures about the future
Thinking Talents

Focus:  An ability to set goals and use them every day to guide actions
Discipline:  A need to impose structure onto life and work

Arranger:  An ability to orchestrate

Work Orientation:  A need to mentally rehearse and review

Gestalt:  A need to see order and accuracy

Responsibility:  A need to assume personal accountability for your work

Concept:  An ability to develop a framework by which to make sense of things

Performance Orientation:  A need to be objective and to measure performance

Strategic Thinking:  An ability to play out alternative scenarios in the future

Business Thinking:  The financial application of the strategic thinking talent

Problem Solving:  An ability to think things through with incomplete data

Formulation:  An ability to find coherent patterns within incoherent data sets

Numerical:  An affinity for numbers

Creativity:  An ability to break existing configurations in favor or more effective/appealing ones

Relating Talents

Woo:  A need to gain the approval of others

Empathy:  An ability to identify the feelings and perspectives of others

Relator:  A need to build bonds that last

Multirelator:  An ability to build an extensive network of acquaintances

Interpersonal:  An ability to purposely capitalize upon relationships

Individualized Perception:  An awareness of and attentiveness to individual differences

Developer:  A need t invest in others and to derive satisfaction in so doing

Stimulator: An ability to create enthusiasm and drama

Team:  A need to build feelings of mutual support
Positivity:  A need to look on the bright side

Persuasion:  An ability to persuade others logically

Command:  An ability to take charge

Activator:  An impatience to move others to action

Courage:  An ability to use emotion to overcome resistance
Measuring and Putting Strengths to Work in the Organization

From the book:  Now, Discover Your Strengths 

by  Marcus Buckingham and Donald Clifton

Once you have begun the journey of identifying and supporting the strengths of individuals in the organization, it’s now time to focus on three key steps to develop these talents into measurable performance.  

The Gallup research suggests that most organizations agree that there are three key areas of performance worth focusing on.

1. The individual’s impact on the business and the outcomes and results expected

2. The individual’s impact on the customer and internal business partners.  This is to focus on the quality of services received by the customer or partner.

3. The individual’s impact on the employees around him.  A 360 degree feedback tool is most helpful to understand how the individual is influencing his culture and impacting the organization.

Each key performance area must have a measurable way to define the performance.  The Gallup research suggests the following steps:

1. Figure out the right way to measure the desired performance outcomes of the team and the specific role.  There must be clear measures regarding the individual’s impact on the business outcomes, the individual’s impact on customers and the individual’s impact on the employees around him.  Some suggestions below: 

a. Individual’s impact on the business:  If the expectations (outcomes) are clear, then the only thing left to do is create the right metrics.

b. Individual’s impact on the customer or business partner:  Gallup suggests the following questions be asked of customers and partners on a regular basis:

i. Overall, how well did the service you received meet your expectations?  Was it much better than expected…much worse than expected/

ii. How likely are you to recommend this product/service to others?  Are you very likely…very unlikely?

iii. How likely are you to want to continue using this product/service?  Are you very likely…very unlikely?

c. Individual’s impact on the employees around him:

i. 360 degree tools that focus on the expected behaviors in the organization can be very helpful.

ii. Ask the following questions to determine the impact the individual’s performance has on his peers:

1. Does this person perform his/her work

a. In a timely manner?

b. In an accurate fashion?

c. In a positive, helpful manner?

d. In a way that makes you feel your opinions count?  

iii. To measure the impact that a manager has on the environment and the impacts created throughout the organization, it may be very helpful to ask the following twelve questions of each manager’s employees.  You may recall that these questions are the result of the Gallup’s study determining the outcomes of a productive workplace.  The Gallup group suggests that the organization measure the outcomes of their culture and expect managers to create the right environment and the most productive workplace.  Each manager can use his own style, talents and strengths that fit him best.  (See page 17 for the assessment recommended)

2. Build a performance scorecard with each employee.  This scorecard will serve two purposes:  First, it will communicate the expected outcomes and results and secondly, the scorecard would reinforce the values in the organization for every employee. 
3. Ensure every manager has a development (strengths) discussion with each employee.

a. The discussion should focus on the following questions:

i. What are the employees strongest themes or talents?

ii. How do these relate to performance on the job?  What style do they produce?

iii. What skills can the employee learn or what experiences can he have to build these talents into genuine strengths?

Measuring the Strength of the Workplace

(Based on Gallup Groups Research of Great Managers and Companies)

Gallup recommends the following 12 Questions organizations should ask frequently to measure the core elements of a productive workplace.  A 5-point scale (5 for “strongly agree,” 1 for “strongly disagree”)

1. Do I know what is expected of me at work?

2. Do I have the materials and equipment I need to do my work properly?

3. At work do I have the opportunity to do what I do best everyday?

4. In the last seven days have I received recognition or praise for good work?

5. Does my supervisor or someone at work seem to care about me as a person?

6. Is there someone at work who encourages my development?

7. At work do my opinions seem to count?

8. Does the mission of my company make me feel like my work is important?

9. Are my co-workers committed to doing quality work?

10. Do I have a best friend at work?

11. In the last six months have I talked with someone about my progress?

12. This last year have I had opportunities at work to learn and grow?

To assess the overall organizational health or workplace environment, the data from the previous questions will help the leaders understand the following questions and identify where the leaders should focus attention to create the most productive environment.

1. Do associates know what is expected of them to be productive at work?

2. Do associates have the resources and materials to do their work right?

3. Do associates have the opportunity to utilize their strengths and do what they do best every day?

4. In the last seven days, has each associate received recognition or praise for doing good work?
5. Do associates believe that the leader, or someone at work, seems to care about him/her as a person?
6. Do I encourage each associates development?
7. Do I create an environment where everyone’s opinions count?
8. Do associates feel that the mission/purpose of the company makes them feel their job is important?
9. Do associates believe their peers or co-workers are committed to quality performance?
10. Do associates have best friends at work?
11. In the last six months, have I discussed the performance and progress with each associate?
12. Over the last year, have all associates had opportunities at work to grow and learn?
The research suggests that employee-focused initiatives may be important, but the immediate manager is more important.  If the leader sets the performance expectations, ensures resources are available, builds appropriate relationships, trusts associates, encourages and invests in the development of all associates, then most employees can overlook the many things their company may not provide.  Each of the important elements listed are demonstrated by the immediate leader and if they are missing, or if associates do not trust the leader, then no amount of company sponsored employee initiatives will motivate high performing individuals to perform their best or even remain with the organization.
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