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8 steps to becoming the manager your employees need
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S
o much attention is paid to whether employees are “engaged” in their jobs or not. But managers at all levels need to periodically ask themselves a similar question: Are YOU engaged in managing your employees?
In an effort to “empower” their staff, too many managers take a hands-off approach, leaving employees alone unless they really need help. But this can create a rudderless ship and, as author Bruce Tulgan calls it, an “under-management epidemic.”
The truth is employees look to their imme- diate bosses to get what they want and need at work. To become the type of strong manager your employees need, Tulgan suggests these eight steps in his book It’s Okay to Be the Boss:

1. Get into the habit: Manage each day
The only alternative to “management by special occasion” is getting in the habit of managing every day. Start by setting aside one hour every day – before anything goes right, wrong or average. Concentrate on certain employees each day. The goal is to make these one-on-one sessions routine, brief, straight and simple– 15 minutes should be all you need.

1. Learn to talk to employees like a performance coach
The best way to build rapport with employees is by talking about work. The most effective managers have a way of talking that is authoritative and sympathetic, demanding and supportive, disciplined and patient.
This special way of talking looks a lot like performance coaching. Specifically:
•    Focus on specific instances of individual
performance.
•    Describe the employee’s performance
honestly and vividly.
•    Develop concrete next steps.
•    Don’t wait for problems to start before
beginning to coach an employee.

3. Take it one person at a time
The alternative to “one-size-fits-all manage- ment” is to customize your approach to every person. The best way to tune in to individual employees is to continually ask yourself some key questions, such as “What do I need to talk about with this person? How (and when and where) should I talk with this person?”

4. Make accountability real
Employees need to trust that their bosses will establish fair and accurate processes for tracking their actions and tying their behavior to real consequences.
Make sure your employees know they’ll have to explain their actions to you up close and often. Focus on concrete actions within the direct control of the employee. Separate your role as the boss from your personal rela- tionships with employees.

5. Don’t be shy about telling people what to do and how to do it
How are employees supposed to meet – 
much less exceed – expectations if nobody
tells them in clear, simple terms exactly what’s expected of them? Successful managers give concrete directions, goals and deadlines.
•    Ask employees to think out loud about how
they might approach their assignments. 
•    Ask basic questions: “Can you do this?
What do you need from me?”
•    Ask probing questions: “How are you going
to do that? What steps will you follow?”
•    Ask short, focusing questions: “How long
will each step take? What does your checklist look like?”
It is simply a fallacy that rehearsing the wrong ways of doing things is a good way to learn how to do things right. The best way to engage employees in adopting the best work practices is to convert those practices into standard operating procedures. Give employ- ees step-by-step checklists. Follow up, follow up and follow up some more.

6. Track performance at each step
Knowledge is power: The more you keep track, the easier it will be to keep track. The greater your reputation for being all over the details, the more people will be likely to share information with you and answer your questions fully and honestly.
Monitor, measure and document perfor- mance – good, bad and average – with every employee, every step of the way.

7. Do more for some, less for others
You can’t do everything for everybody. But why would you want to?
Be generous and flexible with your time and your direction. Expand your repertoire of rewards and start using every resource at your disposal to drive performance.

Make a point of talking with your best people to find out what they want or need. Make the quid pro quo explicit, and help people earn what they need every step of the way.

8. Solve small problems
before they turn into big problems
Without regular daily or weekly conversations, you have no natural venue in which to provide employees with regular evaluation and feedback – good, bad or neutral.
As a result, dealing with problems becomes a difficult conversation to avoid. Most problems grow with time – they don’t just disappear.
But with regular guidance and feedback, small problems can be solved early.
Addressing one small problem after another is what continuous performance improvement looks like.
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Improve your time management: 6 tips for managers
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F
or many managers, the clock is their biggest adversary. Finding enough time in the day to complete every necessary project can be difficult. But the adage “Work smarter, not harder” is based on the concept of managing the minutes in your day more efficiently.
Here are six tips to help you work toward that goal:
1. Create quiet times. Essentially, this is time when you block out all interruptions. Inform your staff that a certain time, say 2 p.m. to 3 p.m., is off-limits except for emergency questions. Or you can set aside quiet times
on a case-by-case basis by posting something on your door. Chances are, if you create these off-limits periods, your staff will solve problems on their own more efficiently.
If quiet times aren’t an option, you can break away from interruptions by finding an empty office.
2. Handle paper only once. Productivity experts agree that the No. 1 way to save time is to handle each piece of paper only once. If you pick up a piece of mail, deal with
it right there. Act on it! Toss it in the trash, file it for future reference in the appropriate place or hand it off.
If you read a memo, report or article and then hold it to deal with it later, you’re wast- ing time. The exception: when you put it in a reading file for those times when you’re wait- ing at an airport and have time to kill. If you’re not saving it for an otherwise wasted time, act on it immediately.
The same is true with email and voice mail. When you read or listen to it, decide right then and there what to do with it. Don’t save it for a later date; that ultimately creates more work.
3. Limit the length of interruptions. Be honest with employees or co-workers who stop to chat or run on too long at a meeting. Don’t expect them to pick up on your subtle cues – like a door half shut or your frazzled look – that you’re on a tight deadline. State clearly, “I have to finish this project by noon; can we discuss this problem right after?”
4. Create a time log. Jot down what you do all day, in increments of 15 minutes, for a week or two. You’re looking for patterns of waste, interruptions that can be halted and tasks that can be delegated. This will help identify inefficiencies in your day.
Those informal conversations with co- workers can be valuable, but if they’re taking five hours out of your workweek, that’s more than 12% of your time! For time-management masters, a time log will help you further iden- tify areas to curb.
5. Do what’s most important. Time man- agement isn’t just doing more; it’s doing what’s important. Jotting down what you have to do isn’t enough, especially if it’s scattered on sticky notes.
You also need more than a list of what needs to be done. The most important part of time management is identifying what’s important – to you, your boss, your staff and the organization. Use that to decide what to tackle, and do it when you have your best boost of energy, such as first thing in the morning.
6. Stop working in crisis mode. If it seems like you’re always putting out fires, here are some tips to stop that cycle:
•    Set realistic deadlines. Many crises occur because people rush through their work to meet tight deadlines. When you’re involved in setting time frames for big projects, add a cushion to allow for emergencies that will inevitably arise.
•    Prevent recurring “emergencies.” If you encounter the same emergencies over and

over, find a way to fix them for good. If an employee keeps making the same mistake, hold him or her accountable with a pro- gressive-discipline deadline. If a vendor keeps getting your order wrong, start searching for a new vendor.

•    Let employees solve the problem. Your job as a manager isn’t to dive in and automatically take over the moment a crisis occurs. It’s usually best to guide employees to their own solutions. If you give them the opportunity to fix a problem, they’ll learn how to stave off problems in the future.
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10 ways to reduce daily stress 

There’s no single magic bullet that will erase your work-related stress. Instead, a series of lit- tle steps—like the ones listed here—can make a difference:
1. Write everything down or use calendar reminders. Don’t rely on your memory.
2. Allow a little margin of extra time for all tasks.
3. Review your standards to make sure they are
not unrealistic. Perfectionism breeds stress.
4. Always have a “Plan B” to fall back on if
“Plan A” doesn’t work out.
5. Organize your desk or your inbox before





















leaving each day. Put the most important job on top so you can focus on it first thing in the morning.
6. Focus on using the resources you have instead of complaining about the ones you lack.
7. Tackle your toughest task in the first 10 minutes of your day.
8. Give yourself deadlines; start early and stick to them.
9. Set realistic goals for each day.
10. Question the purpose of meetings. If possible, find an alternative way to distribute information.

Are you a micromanager?

Control the process, not the people
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A
s a manager, you must remain involved in your employees’ activities. But where does involvement stop and micromanaging begin?
Sticking your nose too deeply into an employee’s work process can be counterproductive. Let’s say you overheard an employee refer to you as
a micromanager. To find out if it’s true, answer the following questions using this scale:

4 = Very often

3 = Often

2 = Sometimes

1 = Seldom

0 = Never

HOW OFTEN DO YOU …
 	1.   Give specific directions about how you want a task completed?
 	2.   Wonder what employees are doing and whether their time could be spent better?
 	3.   Reject an employee’s suggestion because it isn’t how you would per- form the task?
 	4.   Get annoyed when a normally capable employee makes a simple error?
 	5.   Worry about whether a key task will be done right or on time?
 	6.   Sneak a peek when your employee isn’t around to see how a project is progressing?

___ 7.   Delegate work in increments rather than explain the entire project at once?
___ 8.   Resent or refuse to answer questions about why a task needs to be done?
___ 9.   Find employees coming to you with multiple questions for which they should know the answers?
___10.  Talk most of the time during strategy meetings or brainstorming sessions?

SCORING
30 to 40: Your employee is right: You’re a micromanager. You may be focusing too much on how employees perform the work, not the outcome. Instead of always explain- ing how something should be done, explain what you’re trying to achieve. After all, your employee may know a faster, better way.
20 to 29: Shift your focus to results. You’re not a “dyed-in-the-wool” micromanager, but you need to loosen the reins a bit. Give employees more space to make decisions.
10 to 19: It’s not your fault. If you’ve answered the questions honestly, you’re not micromanaging your employees, but you still have a problem. They view your critiques negatively, so you need to work on communicating your expectations and feedback more effectively.
0 to 9: They must have been talking about someone else. The complaint is probably an isolated remark.




7 tips for documenting employee discipline
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Y
ou need to be careful when writing up employees for disciplinary reasons. That’s because how you document the problem can cause problems if an employee files a lawsuit. To protect yourself and the organization, follow these guidelines when documenting employee discipline:
1. Be consistent. Don’t write up one per- son for a behavior that you ignore in other employees. When in doubt, check to see how similar problems have been documented in the past.
2. Be specific. Example of poor documen- tation: “Employee was late three times in the past month.” Better: “Employee was 30 min- utes late on Feb. 5; reason given: traffic. Employee was 45 minutes late on Feb. 9; rea- son given: overslept. Employee was an hour late on Feb. 23; reason given: car problems.”
3. Write in a clear, factual manner. Note the policy or procedure that the employee has violated. Remember to date the document, including the year.
4. Avoid emotional content, including per- sonal impressions (“I think ...”), labels (“he’s
a whiner ...”), adjectives (“very unproductive
...”) and drawing conclusions about the rea- sons for the employee’s behavior (“it’s prob- ably because of her divorce”).
5. State the consequences if the behavior continues. Example: “If the employee is tardy again this month, they will be fired.”

6. Ask the employee to sign and date the document if it’s going into his or her personnel file. If the employee refuses to sign, note that on the document.
7. Give employees an opportunity to respond in writing and include the response in their files.



What should you document?
✓  Excessive tardiness, unexcused absences

✓  Incompetent job performance. Cite attempts you make to help the employee improve
✓ Failure to comply with policy or with established safety procedures
✓  Physical violence, verbal threats

✓  Complaints of sexual harassment or dis- crimination. Include details of your follow- up investigation and HR referral

✓  Proven instances of on-the-job drunkenness or drug use consistent with your drug and alcohol program and HR input
✓  Positive performance. Failing to document a positive performance can backfire. A file of all-bad comments may look like a setup.




Is your employee discipline fair? A 5-question self-test
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W
hether it’s deserved or not, the perception that management is “against” employees, once earned, is difficult to shake. That’s why it’s vital for supervisors to make sure they treat everyone fairly and consistently, especially when disciplining employees.
To make sure your disciplinary actions are fair, ask yourself the following questions before taking action against an employee:
1. Does the punishment fit the crime? Or is the employee being singled out?
2. Is the discipline consistent? How have you treated employees who have shown sim- ilar conduct in the past?

3. Has the discipline been administered after a proper investigation of the facts? (Be a neutral fact-finder until you gather all the facts.)
4. Is the discipline being taken too quickly? Overly hasty discipline may be portrayed as “railroading” the employee.
5. Is the discipline confidential? It’s important that you don’t spread stories about why certain employees are being disciplined.
Discuss disciplinary actions with other managers and staff members only on a need- to-know basis. Always get HR approval.



Don’t let employees’ opinions cloud your decisions
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N
o manager is without biases. You naturally take more of a liking to certain employees than others.
The key is to make sure those personal opinions don’t influence your decisions regarding employees’ work assignments, per- formance reviews and day-to-day treatment.
Employee favoritism doesn’t just create
morale problems; it can also create legal trouble for the organization. That’s because employees may view that preferential treatment as illegal discrimination, based on their race, age, gender, religion or other protected characteristics.
Studies show that managers often unknow- ingly give the benefit of the doubt to employ- ees they like, even employees who are average or subpar performers. Such managers focus on their “friend” employees’ strengths while zero- ing in on the weaknesses of employees they dislike.
One study in the Harvard Business Review found that most managers would rather work with “lovable fools” than “competent jerks.”

5 questions to identify bias
To determine if you let personal opinions cloud your judgment (and treatment) of employees, ask yourself these questions:
1. Do you routinely accept excuses from certain employees who deliver below-average

performance? Managers more readily accept explanations from employees they like.
2. Do you dismiss certain employees’ poor performance by saying, “But he tries so hard”? That’s a common justification for giving likable poor performers the benefit of the doubt.
3. Are you “personality neutral”? Think about one employee you like and one you don’t like. Does your personality change dra- matically around the likable person?
4. Do top performers distance them- selves from your favored employees? The best employees resent the preferential treatment of less talented employees. As a result, top per- formers avoid the lovable fools.
5. Do poor performers hang out with favored employees? The worst producers may hope to gain management’s favor by associating with well-liked employees.
Final tip: Neutrality is important, but don’t talk yourself out of liking an employee. Likability is part of a person’s competence, especially in customer-centric positions. Instead, don’t let your opinion stop you from being tough when needed.
While it may be uncomfortable to approach employees whom you like about their per- formance or behavior problems, it’s vital to becoming an objective manager and avoiding legal complaints down the road.




Cut turnover by identifying disenchanted workers
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M
ost managers have experienced a situation in which a rising star in their department suddenly resigns.
Managers may feel shocked by such events. But if you know how to look for the warning signs of employee discontentment, you can often see such “surprise” resignations com-
ing ... and take quick action to prevent a good employee from becoming an ex-employee.
While employees in your department may seem content, salary surveys show that more than half of employees are always looking for a new job.
Being able to spot the signals of employee unhappiness gives you two options.
First, it allows managers to step in, address the problem and help retain the employee. Managers can affect the top reasons that employees leave.
Second, if the employee still decides to leave, identifying that “at-risk” employee ahead of time gives you a head start on mak- ing hiring plans and redistributing the per- son’s workload.

4 signs of discontent
To spot a disenchanted employee, here are four key signs to look for:
1. Waning initiative. Employees who were once energetic now lack enthusiasm. They do just enough to get by and avoid extra effort. Their suggestions, questions and volunteering stop. They no longer say, “I have a new way to do that” or “Why are we doing it that way?”
2. Increased self-isolation. Employees tend to pull away from co-workers when 



they’re dissatisfied and preparing to leave. They attend fewer lunches and are quieter when they do. They chat less in the office and during breaks.
3. Decreased effort. Employees arrive later, leave earlier, take longer breaks and spend more time on the phone.
4. Changing body language. There’s less eye contact and fewer smiles. 

Run a salvage mission
If you suspect a valued employee is thinking about leaving, consider one of these approaches:
1. Initiate a one-on-one “stay” interview. Instead of waiting to do exit interviews when employees quit, you can perform “stay” interviews to determine what makes them happy or unhappy and find out what you can do to make their jobs more fulfilling.
Start the meeting by saying, “I don’t want to lose your talent.  I need to know what’s important to you and find out if I can address it, because your skills matter to this organization.”
2. Bring others into the meeting. Identify people who exert the greatest impact on the employee and form an “influence team” to attend the meeting. This type of approach works best with entry-level workers.
The influence team could include another employee, a manager or a member of HR. The team can interview the employee, take notes on any concerns and develop suggestions for retention.


Best days to hire, fire and perform evaluations
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Y
ou can obtain the best possible results from employment actions simply by performing them on the optimal day of the week, according to outplacement consulting firm Challenger, Gray & Christmas.
Here are their suggestions:

Fire on Mondays. This lets dismissed workers start looking for a job right away.
Make job offers on Thursdays. If candi- dates need time to think, you can give them

one extra day. If you give them the whole weekend, they may find another offer.
Give positive job reviews on Fridays. It sets the mood for a good weekend, which can be a reward in itself. It also prevents satisfied
workers from “kicking back” for the rest of the week.
Give poor job reviews on Mondays. This provides employees time to work out improve- ments during the week, instead of stewing about them all weekend.






Employee fraud: Know whom (and what) to look out for
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Y
ou may be surprised to know that U.S. businesses lose an average of 6% of their annual revenues to employee fraud and theft, and smaller businesses are even more vulnerable.
Instead of trying to shield your organization from outside intruders, you may want to focus security efforts equally (if not more) on stopping in-house thieves.
When it comes to preventing in-house fraud, knowledge is power. Here’s a sketch of whom and what to watch out for:

Most common perpetrators
Position: Lower-level employees account for 68% of all workplace fraud, compared with
managers (34%) and execs (12%).
Tenure: Employees with longer tenures tend to steal more. Two reasons: 1) They’ve likely advanced to a higher position and have earned supervisors’ trust. 2) The more autonomy and authority an employee receives, the greater the fraud risk.
Gender: Men commit only slightly more workplace fraud (53%) than women (47%). But when they steal, men take nearly three times more than women.
Age: Nearly half of perpetrators of work- place fraud are over age 40. And older employ- ees, typically because of their rank, collect more in their scams.
Background: Workplace scam artists typi- cally don’t have criminal backgrounds (83%), but they do feel underpaid and unhappy on the job. About one-third of all fraud is com- mitted by a team of two or more employees.

Most common schemes
More than two-thirds of all occupational fraud involves some form of fraudulent disburse-

ment of funds. Here are the top five categories to watch out for:
1. Billing schemes. Employee submits invoices for fake goods, inflates invoices or submits invoices for personal items.
2. Payroll schemes. Employee makes false claim for compensation.
3. Expense reimbursement schemes. Employee makes claim for fake or inflated business expenses.
4. Check tampering. Employee forges, alters or steals a company check.
5. Register schemes. Employee makes false entries on a cash register to conceal stealing cash.


Preventing in-house theft: A 7-question self-audit

1. Is all incoming merchandise checked against purchase orders and invoices?
2. Are all storage rooms locked? If so, are keys restricted to only a few designated employees?
3. Does someone supervise employees when they receive supplies?
4. Is access to each part of your plant or office restricted to employees who have a reason to be there?
5. Do you spread responsibility for major transactions so one employee doesn’t con- trol them?
6. Are employees in “sensitive” jobs asked to lock their desks and files when they’re away from their offices?
7. Are visitors always escorted to the person they’ve come to see?



How to master the art of effective delegating
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o any of the following statements sound familiar to you?D

· “If I don’t do it, it won’t get done correctly.”
· “I can do it better (or faster) than anyone on my staff.”
· “My employees are already so busy.”
All of the above indicate that a manager is struggling to overcome the roadblocks to becoming an effective delegator. (To find out whether you’re an effective delegator, take the quiz on the next page.)

Ready, willing and able?
Effective delegation starts by asking yourself: Are my employees ready and able to take on the work I assign? Take a close look at the strengths and weaknesses of your staff, the work to be done and your managerial ability.
You need to have enough confidence in people to let them do what they need to get the job done.
For delegation to work, you must match the skills and talents of your subordinates with the jobs to be done. This means evaluating their readiness to handle additional responsibilities.
In some cases, you may find no one ready to take on a task. Then you must decide whether you’ll continue indefinitely doing the task yourself or train or perhaps hire an employee to eventually take it over.
Before you assign more duties to employ- ees, make sure you understand the scope of their current duties. The fastest way to demo- tivate employees is to dump more and more responsibility on them until they fail or leave.

Evaluate strengths, weaknesses
The checklist at right can help you analyze each worker’s strengths and weaknesses. Once you’ve completed a checklist for each employee, you face a key decision: Is this person ready to take on additional responsibility? If so, what tasks can he or she take on?
If an employee doesn’t possess all the skills yet, consider training them or offering courses to fill these gaps. Delegating is an excellent way to help your staff develop new com- petencies. Weigh the risks and rewards of assigning a project to someone who might not be quite ready.
The bottom line: Give people assignments they can handle, but also delegate projects they don’t know how to do yet but should learn. And pick the best person for the job, not just a “gut-level” choice.
Some managers involve employees in these decisions. Example: Say, “I want you to be suc- cessful. I want to give you a new responsibility, but I want your highest performance. Which of these three tasks would be playing to your strengths and would contribute to a successful outcome for both of us?”
Every manager has “workhorses.” Be careful not to delegate all key projects only to these individuals. That can burn them out with too much work and not give other people a chance to prove themselves.

Which tasks to delegate
Routine, repetitive tasks are time-consuming but necessary and the easiest to delegate. You know how to do them well, so you can explain them quickly and clearly.
Jobs requiring special expertise or demanding extensive research. Move such tasks to the right person with the proper skills.
Pet projects. Give up tasks that you love but don’t realistically have time to do and that can easily be parceled out.

Which tasks to retain
Crisis situations. Never delegate total respon- sibility for handling a crisis. That calls for hands-on action from a manager.
Personnel matters. Tempting as it may be, you shouldn’t delegate evaluations, pro- motions or pay issues.
Symbolic acts. Be there to give the kudos
at staff meetings, eat the birthday cake or con-
gratulate the bride. Delegating those tasks to others will come across as uncaring.
Work requiring your personal stamp. You may have received a particular assign-ment because of your expertise or position in the organization. This means you’re expected to handle the task personally.




Self-quiz:
Do you delegate enough?

1. Are you often the last, or among the last, to leave the office or work remotely after all employees have logged off?
2. Is your in-basket constantly overflowing?
3. Do you hesitate to accept other people’s ideas?
4. Do you feel so bogged down with details that you don’t have time to focus on important concerns?
6. Do you have more followers than initiators on your staff?
7. Do you give overly detailed instructions?
8. Are you constantly checking email to see if employees have sent updates on their progress?
More than four “yes” replies indicate that you should take a second look at how readily and effectively you delegate.
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