Managing Employee Performance – Growing Your Own Stars  

Many companies are conducting “star wars” battles daily – they are too busy managing, training, coaching or patching up the work of poor performers to spend time on their star performers. 
Poor performers in your business will account for about 20% of your staff and take up about 80% of your people management time. What’s most telling is that in nearly all cases these falling stars will never come up to speed and will leave, or have to be managed out, you simply hired the wrong person.

Usually important work is held back from poor performers and always given to the trusted, conscientious employees - the good performers. Management can’t afford the risk of getting it wrong.
So now we have rewarded poor performance by stripping the falling stars of responsibility and accountability; they don’t have to do much work. On top of this these bludgers are getting more attention than the stars who are taken for granted and burdened with additional work, but get paid the same. 
It doesn’t take a rocket scientist to pick the outcome – The good performers start looking around for an organisation that will appreciate their input. So whilst the manager is trying to catch falling stars, the real stars are looking to shoot off into the blue yonder.

Most managers are poor at managing performance. In the first incidence your number one goal is to hire good people – notice I said good, not great, not super-stars. Your goal is to hire solid A and B players – keep the C players out of the selection loop and cut loose those you have on board now.

Flip the people management equation upside down. Starting today, spend 80% of your time on you’re A and B players. Nurture your A team; don’t take these valued employees for granted. Give them challenges, stretch their goals, and reward them well. 
Stars like to hang-out with other stars – like attracts like. Stars enjoy competing with other stars. If you want to recruit or develop internal stars make sure you have another on board they can “play” with.

Yes, stars are hard to manage. They tend to have strong individual traits, they march to their own drum, so be prepared to pamper and have a support team or person. If you can’t afford a couple of stars, or pampering goes against your grain, develop internally. Many organisations have stars sitting under their noses – look for attitude and train for aptitude.    

Chances are you have B players sitting on your team now. You second goal is to work with these B players to get them onto the A team, or at least help and encourage them to be consistent B players. Let the B team know the rewards that await them if they challenge themselves to reach the A team.  
And yes it is ok to always play in the B team – some employees just don’t have the innate personality characteristics, mental ability or inspiration to shoot for the moon. That’s ok. It would be impossible to have an organisation full of A grade players. Statistics tell us there are just not enough to go around.

However, an organisation that can cheat the 80/20 principle will win out every time – that is having 35% of your team A graders, 60% B graders and 5% C graders. Just like the A graders, the bell curve tells us it’s inevitable we will have C players on board no matter how disciplined we are in hiring. 
Your goal is to uncover the C players quick and practise zero tolerance for poor performance. Don’t hope these poor performers will get better, inevitable they don’t. Don’t waste time or money; admit you made a mistake and more on.  
Managing and developing home grown stars is good business. It benefits both parties. Don’t fall into the scrooge trap of thinking money spent will be wasted as the good employees usually leave. Despite all the rumours to the contrary, stars my look, but seldom do they leave organisations that look after them.

Call me old fashion, but I still believe most people are honest and trustworthy. Home grown stars recognise that their success was due, in greater part, to the investment you made in them. They will remain loyal.

If you take the home grown approach, where do you start? You need to establish some initial benchmarks. To do this you need to…

1. Define the competencies required to be successful in the job – these must align to the company’s overall strategy. 
2. Measure each persons’ strength and weakness against these competencies to understand the “how” and “why” they do things

3. Feedback the results and get agreement on development needs
4. Don’t forget strengths – where can these be used in other parts of the organisation?

5. Draw up a development plan. Make this plan time specific, then revisit at the agreed time
6. Re-measure agreed weak competencies to evaluate any intervention that were put in place – go back and start from 3.

The ASSESS assessment platform is designed to do all of the above – want to investigate it? Email us and ask us to send you a copy of the ASSESS information booklet. Or log on to our dedicated website. Another great information source is our white paper on competency modelling. You can down load this 
Become a Certified ASSESS User – no “over the top” licence fees. It’s an ideal way to operate this platform independently within your organisation and dramatically cut your HR costs to build competency models (or upload your own), do selection and development assessments and manage employee performance with the ASSESS Review process – one system does it all – one phone call gets you all the information.  
Call Rob McKay on 64 9 414 6030 – email office@assess.co.nz or visit our website at assess.co.nz                 

