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Leaders, please remember---
When your organization is heading in the right direction and has the right people on-board, you have taken care of about 80% of the problems.  What often happens though is that you don’t have the right people working for you and this leads to two further problems.  First, these people may not be able to figure out the right direction for the organization.  Second, the leader now spends an inordinate amount of time trying to help the “wrong” people—helping them get better and covering and correcting their poor performance.

The solution?  Learn how to select the right people, and do it with sufficient anticipation that you are not forced to short-cut the selection process.  Also, deal proactively and relentlessly with having the wrong people.  This can mean better matching the person to the job, and it can mean that there are poor performers even when they are well matched to their job.

Types of Poor Performance and Corrective Approaches

	Performance
	Corrective Approach

	Coasting
	Offer challenges and impose deadlines.

	Procrastination
	Some fear failure: reassure, work on drafts.

Some are bored: offer challenges and milestones/deadlines.

Some are Passive-Aggressive: see below.

	Absent/Late
	Set standards, revisit policy, clarify consequences.

	Personal Problems
	Time off is okay.  Clarify: how long, how lost time will be made up, how problems will be resolved.  Request follow up and documentation.



	Passive-Aggressive
	Direct confrontation in private.

	Insubordination
	Deal with immediately in private.  Clarify the issue and the consequences.


Bad Behavior: Bad behavior is invariably linked with poor performance.
	Bad Behavior
	Response

	Hostility/Anger
	Stay calm yourself.  Put up your emotional umbrella.  Let emotions subside, THEN: identify the problem, focus on the future and do not rehash the past.

Clarify the consequences for hostile/angry behavior.

	Non-Verbal Critique
	Confront.  Describe what you see, e.g., the eye-roll, and ask what it means.

	Defensiveness/Blaming/Not taking responsibility
	Return to the issue of what they did or did not do.  Do not get entangled in the blame agenda.

	Confrontation
	Don’t get caught up in arguing back.  Address the issue.  Do it in private—off-stage.


Root Causes of Bad Attitudes

Whenever bad behavior occurs, try to identify one of these root causes.  In other words explore which of the six root causes may be in play and then address that cause instead of just addressing the symptom, i.e., the bad behavior.

1- Low self esteem

2- Fear

3- Resentment

4- Unresolved conflict

5- Inability to accept change

6- Boredom

If you suspect any of these six root causes, it is even more important to redesign your hiring process so that you reduce the number of future hires that are carrying this type of baggage.  How do you identify these six root causes in the hiring process?
1- Remember to look for them.  Just list them in a corner of your interviewing notes and place a check next to the root cause you suspect whenever it pops up in the interviewee’s comments or application.
2- Ask the interviewee to name 3-6 times in the past when they were at their best at work and 3-6 times when they were most frustrated.  Listen!
Address Resentment

When employees are resentful it always simmers, whether it is inside the employee, at the water cooler, in the lunch room or, corrosively, in teams.

Always surface the resentment.  It is either legitimate and should be addressed or it is illegitimate and it should be neutralized with honest and complete communication.  This must be two-way communication and problem solving; it begins with listening to the employee.  When they are done talking you say, "Tell me more."

All employees are likely to nurture resentment as the Employee-Employer Compact evolves.  Your job as a leader is to help employees understand what the changes are and why they are occurring.  Here are some ways the compact may change.

	Old Compact
	New Compact

	Compensation is based on longevity
	Compensation is based on the market and performance

	Having authority meant you made decisions.
	Even with authority you must build consensus.

	
	

	Work for the company
	Work for one’s self

	
	

	Focus on the department
	Think of the whole company


KEEP RESENTMENT FROM OCCURRING

1- Communicate proactively to employees all events and decisions which impact them.

Do not treat them like children who can’t handle the news.  Only strategically sensitive information might be kept secret.

2- Avoid using punishment to teach.  Punishment produces fear and resentment.

3- Don’t use warnings for minor infractions.

4- Respect your employees.  Don’t treat them as less important than you and your concerns.

