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Major Leadership/Management Concepts Discussed:  Over 25 years Gallup conducted two studies, the second leading from the first, which surveyed more than one million employees, asking, “What do the most talented employees need from their workplace?”  The data led to a simple insight: great employees need great managers.  This simple insight led to the second study, which focused on the questions, “How do the world’s greatest managers find, focus and keep talented employees?”  The Gallup Organization interviewed 80,000 managers--some outstanding, some average--in business, government and private sector organizations, large and small, privately held and publicly traded, profit and mission driven.  Based on the performance measures provided to each organization and using meta-analytical techniques, they can now synthesize what great managers know about people:

· People don’t change that 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.

Great managers have four key things in common.  First, they select talent, which they understand is different from experience, skills and knowledge.  Since it is difficult to train “talent,” make sure you hire it in your initial selection process.  You want particularly to look for three kinds of talent.  Striving talent covers what motivates a person, the “why” of their life and work. Thinking talent is about the mental processes one uses to weigh alternatives and make decisions.  Relating talent addresses how you relate to others, especially in matters of trust, confrontation, support and so on.  Second, they define the right outcomes by avoiding the temptations of average managers, understanding when to use procedures and when creativity.  Great managers operate by remote control.  Focus your people on the priorities and results that you want by defining and communicating these clearly.  Then, get out of the way and let them each determine their own best way to accomplish the goals.  Third, they focus on the employees’ strengths.  Consider the conventional wisdom.  It says that to increase someone’s contribution, you have to identify and “fix” his or her weaknesses.  Not so, it turns out, with the great managers.  They concentrate instead on leveraging the strengths of their employees.  Furthermore, they devote most of their time on their better performers, their more productive people.  And fourth, they find the right fit for their people, by understanding the heroes in every role, the art of tough love, and by ignoring the myths of the career path.  Get to know the talents of your people and put them in roles, jobs, and assignments that represent a good fit for their natural abilities.  And, when great managers find themselves spending too much time managing a marginal performer, they treat it as a “casting error” and fix the error instead of trying to fix the person.  A manager might have all the vision, charisma and intelligence in the world, but if he or she cannot perform these four activities well, he or she will never excel as a manager.

After extensive research seeking correlations and statistical meta-analysis, Buckingham and Coffman summarized the twelve key factors in retaining star employees.  Measuring the strength of the workplace can be known by the strength of the answers to twelve questions.  If employees can answer the below questions affirmatively, you probably have a strong and productive workplace.

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

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

3.  Do I have the opportunity to do what I do best, every day?

4.  In the last seven days have I received praise or recognition 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/purpose of my company make me feel that my work is important?

9.  Are my coworkers committed to doing quality work?

10. Do I have a best friend at work?

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

12. Do I have opportunity to learn and grow at work?

Every one of the twelve questions was linked to at least one of the four business outcomes:  productivity, profitability, retention, and customer satisfaction.  The most consistent links (ten out of twelve questions) were to the productivity measure.  People have always believed there is a direct link between an employee’s opinion and his work group’s productivity.  Eight of the twelve questions showed a link to the “profitability” measure.  This means employees who answered these eight questions more positively than other employees also worked in more profitable companies.  Five of the twelve questions revealed a link to retention.  This tells us people leave managers, not companies.  Of the twelve, the most powerful questions are those with a combination of the strongest links to the most business outcomes.  The following six are the most powerful questions:

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

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

3.  Do I have the opportunity to do what I do best, every day?

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

As a manager, if you want to know what you should do to build a strong and productive workplace, securing very positive answers to these six questions would be an excellent place to start.

The remainder of the book tells you more about what great managers know and do, how to align and sequence the four key commonalities of great managers along with the twelve questions above.  The ultimate message of this book is that the only way to generate enduring profits or advance a social vision is to begin by building the kind of work environments that attracts, focuses, and keeps talented employees.

The Significance of the Book’s Concepts To Your Experience and Learning:  This book is changing the conventional wisdom and myths of management:  

Myth:  The outstanding performer can be left to their own devices, they will succeed no matter what.  Concentrate your efforts on the struggler, and you will lift up the entire organization.  You are only as good as your weakest link.  The book reveals to concentrate your efforts on your high-performers.  You can only make them even better.

Myth:  People will develop the talents needed to succeed in any task.  Just assign a job and watch the talent unfold.  Treat everyone the same.  The book reveals skills can be taught, talent cannot.

Myth:  There is nothing on the list of twelve questions about salary, working conditions or benefits.  Those apparently are important but not as critical as we have been led to believe.

My first inclination is that working in the Federal Government does not provide the flexibility I need to instigate this type management approach.  However, since the book reveals the studies covered all aspects of business, I need to re-look at my management approach.  As a manager, I try to improve my weakest employee and let the strongest run.  However, with many time constraints and pressure from above, I realistically promote my strongest employees, and place them where their assets can be best utilized, and let the weakest employee remain stagnant.  This dichotomy pits my conscience with my need for productivity and mission success.

As an employee, I must answer no to 7 of the 12 book questions.  Four of the no’s are from the top six.  Per the book, this means I do not have a “great manager.”  He is not a “catalyst: to speed up the reaction between my talents and the squadron’s goals and our customer’s needs.  My manager has not set expectations, provided motivational goal objects or developed myself.  He is a mediocre or poor manager.   

