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THE SUMMARY IN BRIEF

In today’s increasingly competitive marketplace, companies are some-
times finding it difficult to satisfy customer demands while struggling with
record low levels of applicants for open positions. Unemployment is lower
than at any other time in recent memory.

How can companies balance the need to satisfy customersin an
environment where workers are hard to find?

The answer lies in developing the workforce you do have into a peak-
performance workforce — and recruiting new workers who are eager to
join an organization that has achieved a balance between employee fulfill-
ment needs and enterprise performance requirements.

In this summary you will learn how some of the very best build excep-
tional levels of employee performance and commitment by consistently
pursuing one or more of five distinct paths to peak performance:

The Mission, Values and Pride Path. This path is characterized by a
noble purpose, arich history, team spirit and value-driven leadership.

The Process and Metrics Path. This path is characterized by clear
measures and focused processes designed to reflect worker perspectives and
performance priorities.

The Entrepreneurial Spirit Path. This path is characterized by high-
risk, high-reward opportunities for employees. Workers gain significant
“ownership” of the business and thrive in an environment where manage-
ment is largely “hands-off.”

The Individual Achievement Path. This path focuses on creating per-
sonal growth and individual advancement opportunities.

The Recognition and Celebration Path. This path features integrated
approaches that recognize workers for their performance and celebrate their
success — thus spurring workers on to new heights.

Let this summary help you decide where and how to generate and maxi-
mize the emotiona energy needed to propel your company aong the path
best suited for it — thus alowing you to develop a higher-performing
workforce that can deliver superior customer benefits every time. sou@w

Published by Soundview Executive Book Summearies, 10 LaCrue Avenue, Concordville, Pennsylvania 19331 USA
©2000 Soundview Executive Book Summaries « All rights reserved. Reproduction in whole or part is prohibited.

]
=
m
T
>
p
O
@
o
P
<
>
p
>
@
m
<
m
p
_'



PEAK PERFORMANCE

by Jon R. Katzenbach

— THE COMPLETE SUMMARY

Balance the Needs of the
Enterprise and the Worker

To qualify as a higher-performing workforce, a sig-
nificant group of employees must demonstrate emotion-
al commitment to the enterprise in ways that create a
sustainable competitive advantage for the company.
Your company likely benefits from a higher-performing
workforce when:

e Morethan athird of individual workers consistently
exceed the expectations of their leaders and customers.

e The average worker performs better than the aver-
age worker in the industry, usually because the compa-
ny has a cohesive set of management systems, pro-
grams and motivating mechanismes.

e A strong emotional commitment to higher stan-
dards and aspirations is reflected across the workforce
in ways that create a multiplier effect.

e The collective performance of major segments of the
workforce, particularly the front line, forms the core of
the company’s competitive advantage and is extremely
hard to copy.

o Leadersat al levels share the belief that front-line
people are the key to success and engage their employ-
ees emotionally as well as rationally. Leaders also bal-
ance performance and personal fulfillment so that neither
takes center stage — which isalot easier said than done.

Achieving Emotional Commitment

The key to emotional commitment at the front line
lies in maintaining a balance between enterprise per-
formance requirements — such as shareholder return;
market share; customer satisfaction; and work output
and improvement — and employee fulfillment needs —
including source of livelihood; social interaction; direc-
tion, structure and control; and identity, purpose and
self-worth. While you can sometimes force perform-
ance through intimidation, insecurity and punishment,
you can't expect the extra energy that comes only from
employees who have a positive emotional commitment
to perform.

In sum, the best companies cultivate higher perform-
ance workforces because they strongly believe in the
value of the individua worker. The result? Attractive
growth and great value for their shareholders. Examples

include Home Depot, where employees of the rapidly
growing home improvement warehouse enthusiastically
embrace customer satisfaction, and Kentucky Fried
Chicken, which has returned to its roots by focusing on
such things as the “Colonel’s Dozen” rules of restaurant
service. m

Five Paths That Work

There are five paths to an energized “ peak-perform-
ance” workforce. Each dlows worker fulfillment and per-
formance to remain or come into balance. The paths are:

1. Mission, Values and Pride (MVP).
2. Process and Metrics (P&M).
3. Entrepreneurial Spirit (ES).

(continued on page 3)

Characteristics of the Five Balanced Paths

o Noble purpose

o Rich history

o Strong values

© Group cohesion

© (lear measures and
standards

© Focused processes

o Performance transparency

© (ollaborative and
collective effort

o Widespread
recognition/rewards

© Lots of special events

o Visible high energy

© Social inferaction and fun

Mission, Values
and Pride

Process and
Metrics

Recognition
and Celebration

BALANCED
PATHS

Individual Entrepreneurial
Achievement Spirit

© Lots of opportunity

© [ndividuals given freedom to act
© Focus on individual performance
© Performance-hased advancement
© Healthy competitiveness

© High earning opportunity
o Strong ownership inferests
o Personal risk

The author: Jon R. Katzenbach, a former principal and
director with McKinsey & Company, Inc., is the Senior
Partner of Katzenbach Partners LLC and the author of
numerous books on leadership, teams and workforce per-
formance. His bestseller, The Wisdom of Teams (co-
authored with Douglas K. Smith), was summarized in
1993. Copyright© 2000 by McKinsey & Company, Inc.
Summarized by permission of the publisher, Harvard
Business School Press, 60 Harvard Way, Boston, MA
021643. 282 pages. $29.95. 0-87584-936-9.
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Peak Performance — SUMMARY

Five Paths That Work

(continued from page 2)

4. Individual Achievement (1A).

5. Recognition and Celebration (R& C).

Choosing the right path to a balanced workforce
requires a careful analysis of your organization’s style,
leadership and history as well as your marketplace. The
five paths, which will be explored individualy in the
following five sections of this summary, constitute a
composite framework of options that allow top manage-
ment to make choices about how and where to generate
emotional energy and which “alignment” approaches to
use in channeling that energy into higher performance.

For the most part, companies do not create this energy
from scratch. Instead, they draw on energy sources, such
as past heroes or fierce competitors. Your company prob-
ably already has one or more sources of energy on which
you can draw. The key isto identify and tap into these
sources effectively. The sources of the energy will guide
you to choose the most appropriate of the five paths. m

The Mission, Values and
Pride Path

Those who succeed in energizing workers along a
Mission, Values and Pride (MVP) path typically benefit
from an existing legacy of accomplishment, reputation
and history in which front-line employees can take
pride. Another characteristic is the strong identification
of employees with the corporate values of the company.
These values are so deeply ingrained in the enterprise
that those who cannot accept them invariably leave.

Also, employees believe in the importance of the
company’s mission, which alows them to place the
team’s or company’s interests on a par with their own
individual interests when performance requires it.

The U.S. Marine Corps. Mission, Valuesand Pride

The best example of the MVP path isthe U.S. Marine
Corp, which draws on a 200-year history of defending
American values. Perhaps no other organization — mil-
itary or civilian — better demonstrates the power of a
noble purpose and core values.

The primary source of energy that motivates the
Marine Corpsisits history and legacy of winning
against all odds.

Marines are prepared to handle a variety of missions
around the globe, and to win decisively. They succeed
by drawing on a history that goes back to its birth in
Philadelphiain 1775. Over the years, Marines have
become legendary for their bravery and enthusiasm.
During World War | the Germans called them “devil

Soundview Executive Book Summaries®

dogs.” They fought afierce battle and raised the flag
over Iwo Jima. One Marine division defended itself
against eight Chinese divisions during the Korean War.
Bangladeshi flood victims rescued in 1989 called their
Marine saviors “sea angels” With every victory and
heroic rescue, Marines draw on, as well as add to, their
unique history.

Another source of energy was Commandant Al Gray,
an “up from the ranks” general who was able to revive
the discipline, values and commitment of the Marines
after the debacle of Vietnam.

The Marines use three approaches or tools to tap into
and channel this energy in order to inspire and sustain a
peak performance workforce comprised of people many
corporate recruiters would reject:

Distributing L eader ship Broadly. The Corps has an
unsurpassed commitment to developing superior lead-
ers. It selects high-caliber individuals with different pat-
terns of leadership potential, instills in them the basics
of Marine philosophy, and devel ops each with a combi-
nation of practical experience and mentoring.

Articulating What Matters Most. The minute new
recruits step off the bus at the processing center and
step onto yellow footprints on the ground for their first

(continued on page 4)

Perpetual Innovatorsat 3M

Another successful company choosing the MVP
path is 3M. The company is the $15-billion-dollar pro-
ducer of everything from office supplies to medical
devices and cleaning products. Innovation plays a
large role in 3M’s success. Take the invention of Post-
it Notes. The sticky memo pages are one of the top
five office products sold in the United States. They
were invented by 3M researcher Art Fry in 1980
because he was frustrated that the pieces of paper he
used to mark hymns in his song book fell out
between practices. He remembered that another
researcher had invented a glue that the company had
rejected because it wasn’t permanent and thought it
would be great to have temporary glue on a book-
mark. The idea was, of course, brilliant.

The corporate vision that allows inventions like
Post-it Notes was first introduced in 1948 by the
company. It states:

“As our business grows, it becomes neces-
sary to delegate responsibility and to encourage
men and women to exercise their initiative. This
requires considerable tolerance. Those men and
women to whom we delegate authority and
responsibility, if they are good people, are going
to want to do their jobs their own way.”
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The Mission, Values, and Pride Path

(continued from page 3)

encounter with their drill instructor, they begin learning
the values of the Marine Corps. The first day, each
recruit is given a card to carry with the Marine mission
statement, “Honor, Courage and Commitment.” The
bulk of effort during boot camp will then be focused on
value shaping, not skill building. Most recruits enter the
Marines with poorly formed personal values; the goal is
to change those values. Those who don’t take to heart
the core values don't make it through basic training.

Spreading and Regenerating Collective Energy.
For example, new recruits are energized by their role
models, the drill instructors. These instructors, in turn,
are energized by the positive changes in the new
recruits. In addition, the Corps makes the most of both
individual and team achievements. No accomplishment
goes unnoticed. =

The Process and Metrics Path

To some degree every good company pursues the
Process and Metrics path. The path is based on sound
principles of accountability and consequence manage-
ment. Performance goals are set, and revenue, cost and
profitability measures are established, tracked and com-
pared. The company reports on its competitive position
and market share regularly. If this all sounds very famil-
iar, it should. Thisis how most companies have chosen
to measure themselves. But higher-performing compa-
nies who rely on the Process and Metrics path don’t lean
on it exclusively. Instead, they pursue one or more addi-
tional paths at the same time. In addition, they involve
employees more actively in shaping the processes.

One successful enterprise pursuing the Process and
Metrics Path in its manufacturing facilities is beauty
products giant Avon.

Process and Metrics at Avon

Avon is probably best known for its 2.6 million-mem-
ber direct marketing sales force, but should perhaps be
better known for some of its excellent manufacturing
operations. The company’s mission is to “deliver quality
products and services, defect free, on time every time,
and at the lowest total delivered cost to our sales repre-
sentatives and customers.”

At Avon, the Process and Metrics (P& M) path works
well because the cosmetic industry demands close atten-
tion to quality aswell as cost. Quality problems would
erode customer confidence and hurt future sales. To pro-
duce quality products, Avon must engage its workforce so
it iswilling to be measured against precise standards. The
cosmetic industry is also subject to rapid changesin pref-
erence and products, so Avon must be

4

capable of meeting changing demands against tight time
constraints.

The dynamic global marketplace for beauty products
and the accomplishments of Avon in thisfield are key
sources of energy for employees. To channel this ener-
gy, Avon takes a number of different approaches.

One secret to Avon's success in using the P&M path
isthat leadership is distributed broadly. Workers are
called associates, and supervisors are advisors. Thereis
only one additional level in the hierarchy: leaders. Input
and innovation is expected from everyone, whether
associate, advisor or leader.

Avon clearly articulates what matters most through
carefully thought-out metrics and measures. Workers
know what is expected of them. Just as important, they
play an important role in determining which metrics
should be used.

Perfor mance transparency is also key. Workers are
frequently and publicly rewarded for meeting goals —
and performance metrics are charted as often as weekly.
Every processing station, assembly line and packaging
operation has huge placards that display the relevant
metrics on daily and weekly production, quality and
safety activities — an open display of performance
information that not only provides direct feedback but
also a sense of accomplishment and pride.

At Avon, workers value the feeling that they belong to
afamily, and they want the manufacturing facility they
work at to be the best. Many Avon workers, in fact,
fully expect to work at the facility until they are ready
for retirement — at one facility, the average seniority is
fifteen years. m
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The Entrepreneurial
Spirit Path

Entrepreneurs are a special breed. Few of us have the
determination, courage and creative attributes required
both to envision a unique business opportunity and to
incur the personal and financial risks required to bring it
to fruition. It is a high stakes game full of pressure.
People who pursue this path do so for more than wealth;
many simply want to create their “own thing.”

Today, there’'s much talk about developing entrepre-
neurial spirit in established business operations.
Unfortunately, this is a tough task. One example of the
successful transfer of entrepreneurial spirit to a corpo-
rate structure is venture capital firm Hambrecht & Quist
(H&Q), a Silicon Valley leader in financing rapidly
growing entrepreneurial companies.

H& Q has cultivated — and sustains — a higher-per-

(continued on page 5)
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The Entrepreneurial Spirit Path

(continued from page 4)

forming workforce by creating a high-risk/high-reward
environment — thus following the Entrepreneurial
Spirit path to peak performance.

The Entrepreneurial Spirit at Hambrecht & Quist

H& Q concentrates on growth companies in four sec-
tors: high technology, health care, branded consumer
companies and professional services companies. Its
approach to serving emerging companies is to purposely
mirror the way the companies it serves operate. It builds
its business by finding high-growth-potential companies
at an early stage and offering them financial services
throughout their growth cycle, from private placements
to mergers and beyond. Its best-known initial public
offerings include Apple, Amazon and Starbucks.

H& Q draws much of its energy from its customers:
passionate companies in exciting cutting-edge business
areas led by energized and committed entrepreneurs.
These emerging companies are still small enough to be
influenced by advisors, thus enhancing the direct con-
tribution of H& Q to their success. H& Q employees are
excited about working with companies that are chang-
ing the way business is done and are thrilled to have
the opportunity to work directly with upper-level man-
agement.

The fast-paced Silicon Valley marketplace and the
firm’s dynamic leadership are other sources of energy.

H& Q channels this energy into a high-performance
workforce first by creating widespread opportunity.
The firm offers big opportunities early and allows peo-
ple to take risks and make mistakes.

The firm strives to gener ate collective energy,
encouraging collaboration and teamwork, preferring a
collegia atmosphere over the macho competitive atmos-
phere of Wall Street investment banks.

Leaders at H& Q value their people and treat them
with respect. There is a non-hierarchical, open-door
atmosphere where even junior employees can walk into
upper-management offices to discuss professional or
personal issues.

Findly, H& Q carefully sdlectsits employees, looking
for acultural fit with the firm’s core values. Intelligence,
attitude and an admiration of entrepreneurs are more
important than investment banking credentias.

The company offers a unique opportunity for entre-
preneurial people to take risks in arelatively low-risk
environment. Workers are given opportunities to invest
in some of the companies they advise as away of build-
ing personal wealth without the high level of risk actual-
ly starting a new company entails. ®
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The Individual
Achievement Path

Americawas built on the principle of individual ini-
tiative. Horatio Alger’s stories capture the essence of
rags-to-riches dreams, in which those who work hard
will become successful, wealthy and happy. These
visions are part of our shared understanding of how
things work. Individual initiative is what many believe
holds the key to success for individuals and companies.
The Individua Achievement (1A) path incorporates our
culture’s belief that everything is possible with enough
hard work.

It isn't surprising, then, that many companies want to
incorporate the cultural norm of achievement into their
corporate culture. The 1A path lets workers say, “ This
company offers opportunities that allow me to take ini-
tiatives and lets me be judged and rewarded based on
my achievements.”

In order to make the IA path work, you will have to
make sure your company is deeply committed to devel-
oping people. Training, coaching and evaluation all take
center stage on the Individual Achievement path. Along
with that commitment comes a belief on the part of the
leadership that every worker has the ability to contribute
to the company’s overall mission. A path companies
also are known for going to extraordinary efforts to help
employees in need.

Home Depot is a good example of a company pursu-
ing the A path.

The Individual Achievement Path at Home Depot

Home Depot started as alocal hardware store and
within twenty years has grown into one of America's
most successful ventures. Sales for the nearly 700-store
chain topped $24 billion in 1998 — rather remarkable
for a company started by two mavericks, Bernard
Marcus and Arthur Blank, who had just been fired from
their jobs at Handy Dan’s, a Los Angeles-based hard-
ware chain.

The affection generated by Bernie and Arthur, as most
employees refer to the two friendly founders, is one
important energy source for Home Depot workers. Also
important: an obsession with the customer. The Home
Depot approach to hardware is to offer superior customer
service and low price on avast array of merchandise.

One key to the success of Home Depot is instilling
every associate with a sense of ownership. Every man-
ager, for example, controls what is sold in the store,
who is hired, what they are paid, and how much inven-
tory to carry.

Home Depot emphasizes individual achievement, job

(continued on page 6)
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The Individual Achievement Path
(continued from page 5)

enhancement, and broadened personal achievement. For
example, it gives its employees more freedom than is
usua in retail to innovate in their responses to cus-
tomers. Almost every promotion is from within. And
employees can acquire real ownership of the company
through the stock purchase plan.

In sum, Home Depot shows people their true value,
creates widespread opportunity, distributes leader -
ship broadly and enhances the work itself — four
approaches key to pursuing the 1A path.

Ask top Home Depot executives what their chief com-
petitive advantage is and they will tell you it's their
associates (the company’s name for employees.) This
sincere attitude explains why Home Depot has been
successful on the IA path. =

The Recognition and
Celebration Path

Most good companies make a conscious effort to cele-
brate the accomplishments of their people with rewards
that don’t involve money. These efforts range from
Christmas parties and picnics to employee-of-the-month
awards, million-dollar sales clubs and handwritten
thank-you notes from top management.

Those choosing the Recognition and Celebration
(R&C) path to peak performance, however, go far
beyond the annual picnic; they will use any excuse to
celebrate employee accomplishments. Typically in busi-
nesses that offer few opportunities for monetary rewards
and incentives — and for stimulating work — R&C
companies nevertheless find ways to effectively moti-
vate their employees.

It should be noted that R& C companies usually com-
bine this path with other paths. Recognition and
Celebration is almost never the primary path. Marriott
International, for example, combines the Recognition
and Celebration path with a strong Process and Metrics
path as well as the Mission, Values and Pride path.

Recognition and Celebration at Marriott

Marriott started in 1927 as aroot beer stand in
Washington, D.C. From there it grew into a chain of
restaurants, and finally into an international leader in
hotel operations. The company places employees at the
top of its value chain, creating a peak-performance
workforce. The company’s stated goal is to become the
employer of choice in any market in which it develops a
property or establishes a presence.

In an industry that can’t rely on high financial rewards
to attract workers, the company has chosen to praise a

6 Soundview Executive Book Summaries®

Integration of the Three Balanced Paths at Marriott

Mission, Values
and Pride

o (reate a family-like work
environment

o Take care of employees so
that they can care for guests

o Satisfy every guest
© Do what “Mr. Marriott, Sr.,”
and “Bill” would do

Rewards loyalty and adherence

to values and procedures Puts ”{eelh” in the values
-~

MARRIOTT \\

Imparts meaning
and purpose to
the work

Recognition ) Process and
and Celebration Defines the terms of Metrics
© Individual praising pr— business success oy @ Guest Service Index score
 Rewards for loyalty © Lots of “rules,” procedures
© (Collective recognition — and checklists

and celebration © Hands-on management

Ensures the essential
worker fulfillment balance

job well done. This taps into peopl€’s insatiable desire
for recognition. One example is the Marriott Pathways
to Independence program, which trains welfare recipi-
ents into productive workers. At the end of training, par-
ticipants get a framed certificate, a permanent nameplate
and ajob.

Like many other companies, the demographics of the
Marriott workforce consists of untrained workers who
need a job to provide for basic family needs. Because
the company draws from a demographic group whose
members may at times lead chaotic lives, there is a pre-
mium set on providing a clear sense of order, discipline
and direction. People need structure for stability and
consistency, which then enables them to gain fulfillment
in other parts of their lives.

In addition, the workforce consists largely of first-
level entrants who come from dozens of ethnic back-
grounds. Marriott emphasizes the idea that workers are
part of the family and assimilates them.

Marriott manages to integrate three paths successfully.
The pursuit of customer satisfaction is the primary
source of energy at Marriott. The Marriott cultureis
thus driven by customer reaction, which is measured
and reported on relentlessly — reflecting the Process &
Metrics path. For example, every associate gets regular
reports on customer feedback through a performance
measure nicknamed the “ Guest Service Index” or GSl.
Then there is the rich history of the company, which
serves as the Mission, Values and Pride energizer.
Finaly, there is the recognition and celebration of asso-
ciates who make it possible for customers to walk away
satisfied. m
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Applying The Lessons L earned

Not every company needs or wants the kinds of higher-
performing workforces described so far. Many enterpris-
es can achieve success focusing on traditional conse-
guence management and remain satisfied with average
workforce performance. But if you see alasting value in
the pursuit of a strong emaotional commitment within key
segments of your company’s workforce, you are ready to
embark on one or more of the five paths.

Whichever path(s) you choose to adopt for your com-
pany, the most critical factor is the relentless determina-
tion to balance enterprise performance with worker ful-
fillment. Achieving that balance requires more than one
source of emotional energy plus the desire to channel that
energy into performance results consistently over time.

Generating the Energy

The most compelling sources of emotional energy for
companies can be grouped into three categories:

Magnetic L eaders. Magnetic leaders often start with an
impossible dream. Examples include Michael Dell’s deci-
sion to sall computers without wholesaers or retailersin
the distribution chain and Sea-Land Services founder
Malcolm McLean's decision to transform global shipping
by combining railroads, trucking and ocean shipping to
create containerized shipping. Seemingly impossible
dreamsinspire.

One of the most notable characteristics of a magnetic
leader who can tap into workforce energy is the ability
to tell a compelling story. But a magnetic leader can't
doit al for long. Such leaders often provide the jump
start a company needs to get energized. However, over
the long haul, other factors, including dynamic market-
places, come into play — although the leader’s “legend”
will continue to galvanize employees.

Dynamic, Chaotic Marketplaces. Unpredictable and
explosive marketplace dynamics can also provide com-
pelling sources of energy. Responding to such a market-
place requires carefully listening to the customer.
Indeed, an obsession with a satisfied customer is a char-
acteristic of many high-performing workforces. A truly
delighted customer can be a powerful source of energy
for aworkforce. In the same vein, explosive growth is

Creating Strong Self-Images

Creating employees with great self-images requires
you to invest heavily in training, development and the
creation of opportunity and to always:

o show respect for all individuals at all times,
o place importance on every job in the company,
o encourage mutual trust and confidence.

Soundview Executive Book Summaries®

Three Compelling Springs
of Energy

o Magnetic leaders with impossible, larger-than-life
dreams who capture the imagination;

o Dynamic marketplaces created by aggressive com-
petitors and demanding customers; and

o Remarkable legacies of accomplishment, complete
with legends, heroes and martyrs.

also energizing. Thisis natural since growth means
increasing opportunities for those who are delivering that
growth for the company. But explosive growth eventual -
ly trails off, so don’'t depend on it for sustained energy.
Fierce competition can aso fuel high energy levels.
Competition taps into the human desire to be a winner,
and is essential for sustaining a competitive advantage.

Compeélling L egacies. Legacies on which your work-
force can draw are another source of immense energy.
Take the Johnson Space Center. Long after the last
moon landing, the workforce is energized by the legacy
of those historic space events that captured the minds
and hearts of millions around the world. Legends create
pride in individual as well as group efforts.

Management Practices

Unfortunately, not all companies can tap into all three
kinds of sources. Nor will every company with all three
kinds automatically be able to transform the workforce
into a high-performing one. Finding the source for gen-
erating emotional energy is only half the battle. To
achieve higher levels of performance for your company,
you must work at aligning the extra energy using the
three techniques that follow:

Build Personal Self-lmage. The first dignment tool is
to build your workers' persona self-image. Workers must
be constantly reminded that what they do matters to the
company and its customers. They must be made to feel
special, no matter how menia or routine their job. You
must show people their true value to the company, the
customer, their families and themselves. Mistakes are
understood and accepted, and well-intentioned personal
initiative is rewarded.

Employees need a complete picture of the context in
which they work. When workers see the big picture, they
understand the internal and external environment in which
they work. Regular “town meetings,” reports on customer
satisfaction, and competitor tracking are essential.

Keep the Focus on Performance. Next, you must sus-
tain the focus on enterprise performance. Focus on perform-
ance requires you to use amyriad of appropriate selec-

(continued on page 8)

2



Peak Performance — SUMMARY

Applying the L essons L ear ned

(continued from page 7)

Disciplines

tion, evaluation and recognition tools to inspire, develop
and excite workers into world-class performance.

It all starts with purposeful selection of workers who
fit the needs of the organization in skills and personali-
ty, and proper placement of those hired. Applicants
must be screened carefully to ensure that the environ-
ment in which they will work is compatible with their
skills, attitudes and beliefs.

Articulate what matters most so that workers know
what to deliver. At NASA, it's crew safety; at Marriott,
guest reaction; and at Avon, complete and on-time
orders. Every organization must determine what it is
that matters most and find away to communicate that to
the workforce. Don't let them guess at priorities.
Instead, provide performance transparency so that
employees know what is expected of them and how it
will be measured. Workers are more likely to please if
they know how they will be measured.

Make recognition and rewards meaningful. Don’t
reward average performance at the same level as superi-
or performance and make sure rewards are meaningful
to the recipient.

Open up options and opportunities. Let workers
have a sense of personal challenge. You will succeed if
you create widespread opportunity. If your company is
in a high-growth stage, thiswill be relatively easy. If it
is not, you will have to go out of your way to find ways
to make jobs more interesting, challenging and exciting.
Take the case of atypical manufacturing plant, Hill's
Pet Nutrition. Workers are given the opportunity to do
more than work in the line. Some even serve as part-
time tour guides.

Distribute leadership broadly. A distributed |eader-
ship system will be essential to the organization of the
future. Distributing leadership means that many people
at many levels play leadership roles as needed.

L eadership becomes everyone's responsibility and creat-
ed opportunity.

Enhance the work itself so that specific jobs or work
activities are enjoyable, meaningful and satisfying.
People work hard at what they do when they get great
personal satisfaction out of the work they do. =

Enforcing Disciplined Behavior

While the sources of energy and alignment approach-
es may vary, one constant element runs through high-
performing workforces. That principle is discipline
where it counts. Enforcing disciplined behavior is the
only way that an enterprise can hope to ensure a bal-
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High-performing workforces are self-disciplined in
a number of areas. These include:

o Punctuality: Employees arrive on time, meet
deadlines and maintain schedules.

o Cost: Employees learn to provide the most with
the least.

o Customer Service: Workers know it’s the cus-
tomer who matters most.

o Recruiting and Training: The right people are
hired and trained even if that means operating without
some key positions filled from time to time.

o Common Language: Companies develop ways of
communicating that bond workers.

ance between enterprise performance and worker fulfill-
ment. Self-discipline rarely occurs in large organiza-
tions without wise enforcement by top management.

Perhaps the best example of the use of enforcement to
instill self-discipline can be found in the Marine Corps.
With a combination of institutional and peer pressure
discipline, Marines learn how to discipline themselves.
Another example is the disciplined punctuality that
characterizes Southwest Airlines. Meetings begin on
time, not a minute late or a minute early. Planes are
turned around in 18 minutes. Luggage reaches the
carousel within 10 minutes. As a result of disciplined
punctuality, the airline serves 2,400 customers per
employee daily in an industry where the nearest com-
petitor only serves half as many.

Higher-Performing Management

If you are going to create a higher-performing work-
force, you must aso create a higher-performing man-
agement group. Managers of higher-performing work-
forces face special challenges. Crucial to success as a
manager is the notion that you must look for those
“moments of truth” when something can be done for
employees that will earn their best efforts and loyalty
for years, even if it means making a decision contrary to
company policy.

Finding and following your path to a higher-performing
workforce is demanding and can be fearful. The chal-
lengeis not for every company, nor isthe job ever done.
Maintaining the momentum is like hitting a moving tar-
get. The dynamics of a competitive marketplace push
market |eaders to better their previous best efforts. But
for those who choose to face the challenges, difficulties
and inevitable setbacks along the way, the benefits are
well worth it. m




