ce every Morning
again before leaving

S We worked each day.

fived and ¢, stop by
€ could track the hour
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We were expected to answer specific qQuestiong on the
spot, such as “How many of x item had we solq in the
last week?” without being given the Opportunity tq

pull up reports. When business was tough, she ade
it very clear how disappointed she was in us, ang that
we needed to step it up. When we achieved results,

however, we received nothing more than an insincere

smile and were told to make sure we did the same the
next day.

One month Anita achieved a double-digit sales increase in her de.
partment, a rare event for the store. “I received no public recognition for
this achievement,” she told us, “nor did my store manager ever congrat.
ulate me directly” Instead, the manager wrote a cursory thank-you letter
and left it in Anita’s mailbox. The next time Anita spoke to her, there was
no mention of her accomplishment. “It was back to business as usual?
Anita said. “It cast a shadow on my achievement, and I did not fee] par-
ticularly motivated to exceed performance expectations a second time,
This manager’s approach discouraged the entire team and resulted in an
extremely high turnover rate” In the end, Anita decided she could no
longer take the manager’s temperamental and distant behavior and left
for another company.

Contrast this experience with Anita’s next one working as the store
manager for a national coffeehouse chain.

My district manager was a complete turnaround from
my previous manager. She was warm, welcoming, and
encouraging of all her team members. She believed
that we all had the potential to do great things and

so always expected the best of us. She made sure to
make the time to sit with us and walk us through our
business opportunities and weaknesses so that we
could better tackle the problems at hand. She knew
what it was like to be in our shoes and understood the
challenges we faced on a daily basis.
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¢ than berate her team when they had

. ¢ results, the district manager would

.thods she had used in the past to help
o "“‘e obstacles. She visited the store managers
;egul::;y in their respective sto‘rcs and W(Tu‘d spend
he entire day with them, working alongside s.tore
staff in areas that needed additional help, getting |
“personally involved” When a store had a week with
great results, she would show up to congratulate the
team in person. If she could not make the trip, she
would call to tell the team how proud she was.

pelow averag

overc

meeting,” Anita told us, “she would de-

“At our quarterly managers’
s who had proven themselves to have

liver awards to the store manager.
gone above and beyond in their duties”

She did not base these awards on sales quotas alone—
rather, she found ways to reward people for stepping
outside the box. For example, there were awards for
most improved, most supportive, and even most
courageous. When presenting these awards, she
would accompany them with a personalized speech
for the recipient and highlight all the achievements
this individual had made in their time with the
company. One time, her emotions got the best of her,
and she became teary-eyed during the speech. Seeing
this made me realize how much she cared about her
team members. Rather than feel envy over my co-
worker getting a reward when I did not, I instead felt
joyful that I was a part of such a high caliber team.

Becayse ;

th i

0 ber e district manager created a spirit of community, Anita
W store managers were highly motivated to do their best.

As Anity
. Simmed ; s
N indivigyq wtfo ;:)fl’mhder experience: “Being under the leadership of

oy

ways to connect personally with ail her team
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ET.PEOPLE'KNOwW
ABOUT HIS%HER CONFIDENCE IN THEIR ABILITIES
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CHAPTER 1

ths and that if he had any doubts, he would not have
i her. “His belief in my skills and talent was what
¢ that I could handle the project on my own and madc.! r.ne
ronger and motivated me to go ahead with a positive
the best in me by expecting the best and showing

believed that I was already a winner””
rd Barbara as if she were a winner. For ex-

the projcct to

gssi ned
made mé believ
psychologically st
Juitude. He brought out

me that belief. He

manager acted towa
- efer she had any slight problems or doubts, her manager

was supportive and reassuring, answering her questions arld identifying
methods for improvement. “This made me feel respected,” she told us,
and “encouraged me to do better rather than sulking about the fact that
my work was not up to the standards he was expecting”’

Believing in others is an extraordinarily powerful force in propelling
greater performance. If you want your constituents to have a winning
attitude, you need to do what Barbara’s leader did: show that you believe
your constituents are already winners. It's not that they will be winners

mple, when

someday; they are winners right now! When you believe that people are
winners, you behave in ways that communicate to them that they are
precisely that—not just in your words but also through tone of voice,
posture, gestures, and facial expressions. No yelling, frowning, cajoling,
m‘f]‘ing fun, or putting them down in front of others. Instead, it’s about
tf)::egnii;:il}r’ Polsitive. fupporti\fe, an'd encouraging. Offer positive rein-
sourms ;uﬂ‘la:e :tti 02 mforr.na'tlon, ll.sten deep?y to th?ir input, provide
—— leng o their jobs, give th.em increasingly challenging
Tuse thoas - .your support and as?swtance.
Gandh, e ﬁnzn:;les to help nTe practice encouragement,” said Ravi
8t nto worg h; officer, Umted. Auto Credit Corporation.* When
& ang during th; i Se;s three [:enmes on the left side of his comput-
and °nC0uragZ, e :lays, I'look for opportunities to recognize,
cocr “NCouraging SOmegoo work that people are doing around me.”
_ m?uter 10 the rigp ‘O“et he moves a penny from the left side of the
" his Jegy Pocket aﬁdt side. When not at his desk, he puts the pennies
Ple dul’ing the dg mov?s them to the right pocket as he encour s
Y- This small reminder, explains Ravi, “kecps 13-
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ct that we live in an encouragement-starved world 1
part to fix that—at least with my work
day with pennies in his left pocket

y home and offers them some

mindful of the fa
am just trying to
team.” If Ravi gets t
he calls his kids an

encouragement!
Put yourself in this situation: If you knew someone was coming
around to check up on you, how would you behave? Conventional wis-
boss coming, people put on their

dom holds that as soon as they spot the
best behavior. Wrong. They may put on different behavior, but its not
typically their best. In fact, it can be their worst because they get nervous

and tense. Also, when you know that people are coming around to look
for problems, you're more likely to hide them than to reveal them. People
who work for highly controlling managers are more likely to keep infor-
on to themselves, conceal the truth, and be dishonest about what is
ntuitively, as we pointed out in Chapter Eight, organi-
f mistakes are reported may simply be because people
and obstacles and get the assistance needed 0

do my small
o the end of the

d friends on the wa

mati
going on. Counteri
zations where lots 0
feel safe to share problems
solve them, and continuous

It's a virtuous circle: you bel
favorable expectations cause you to
those encouraging behaviors produce
lief that people can do it. Another virtuous circle be
that they are capable of extraordinary performancé,

expectation of themselves.

ly move forward.

jeve in your cons
be more positive
better results, reinforcing YO
gins as people s¢¢

they develop that

tituents’ abilities; your
in your actions; and
ur be-

sitive expec

d the Rules Fo
that Jevel 0

rmance, but
e clear about the
kid, you mig

d. Do you remer?
'ng-card sal-

Be Clear About the Goals an
tations are necessary to generate high perfo
performance isn't sustainable unless people ar
rules and expected outcomes.” When you were 2

read Lewis Carroll’s Alice’s Adventures in Wonderlan
the croquet match? The flamingos were the
diers. were the wickets, and the hedgehogs were
mov1r.1g. and the rules kept changing all the tim
l;';]o:l”mg how to p.lay the game or what it took to win. YoU

own the rabbit hole to know how Alice felt.

t ave

mallets, the playi ’
the balls. Everyon¢ kep
vay of

e. There Was no W<
dont D' w

opt
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S

Jam Harmon M.D., is a cardiac surgeon who shows that he expects
A from people by being clear about aims and expectations.® He
e bes! ime to get to know his patients and their families personally,
ules 1 tl12:ns what they can expect in what is often a traumatic surgical
nee® does the same for his cardiac team. He expects the best
d he demonstrates it by what one member described as

tional team members [that] creates an atmo-

and
experience: He

out of them, a1
“his habit of praising excep
sphere where everyone improves th.e%r pfrformance, seeking to be the
next recipient of his gracious recognition.

For any team members who do not perform to high standards, Adam
dlearly outlines what they need to do to improve. He takes this a step fur-
ther, for example, by also saying to the team member he has just coached,
“I know you can do it because you've done it before!” He reassures team
members that they can do the job and connects their performance to the
outcome for the patient, enabling team members to develop an emotion-
al bond with their work. He consistently focuses attention on the major
goal: “The better we do, the better the outcome for the patient,” he says to
the team. “He shows us how to be the best we can be,” said one member,
“and we love working under his leadership.”

Believing that people can succeed is only part of the equation. If you
want people to give their all, to put their hearts and minds into their
work, you must also make certain that people know what they are sup-
Posed to be doing. You need to clarify what the expected outcomes look
t‘:‘:ha:d malfe sure that there are some consistent norms governing how

game is played and points are scored.
Centgfezlsma:: V;lflues provide peoplc? with a set of standa.rds that con-
Pinciples) oe :?n orts. Goa?s are typically sthrt-.term, while values (o.r
el e ,reore enduring. Values and principles .serve as the l.msxs
2 they deﬁnye thZour sta.ndarc‘is of excellence, your highest as'»plratnons,
Mediate " ofarer.la in which you must set goals and metrics. Values

The idee] s thlOl’l. C?oals. release the energy. |
Called “fg» “Flow eon ﬂ?e job, in sports, and in life generally—is often
i Xperiences,” as described in Chapter Ten, are those
:’fed pure enjoyment and effortlessness in what you do. To

»YOU need to have clear goals. Goals help you concentrate

timeg when yo
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and avoid distractions. Goals give your actions intention 5
they provide a purpose for doing what you do. Action wjt
least in an organizational context, is just busywork. It’s 3 wa
time and energy.

But what do goals have to do with recognition? What ¢, they ha
to do with Encouraging the Heart? Goals give recognition context, Th:e
give people something to strive for, something important to attain— fo)r'
example, coming in first, breaking a record, setting a new standard of

hout gog ,,
Ste of pr €Cioyg

excellence. Goals enhance the significance of recognition because the ac.
knowledgment is for something a person accomplishes or exemplifies,
While it’s vital to affirm the worth of every one of your constituents, rec-
ognition is most meaningful when you reward appropriate behaviors anq
achievement of something everyone knows is highly desirable.

Goals focus people’s attention on shared values and standards. They
help people keep their eyes on the vision. They help keep people on track
Goals enable people to choose the kinds of actions they need to take,
know when they are making progress, and see when they need to course
correct. They help people put the phone in do-not-disturb mode, appro-
priately schedule their time, and focus their attention on what matters
most.

Goal setting also affirms the person. Whether you realize it or not,
goals contribute to what people think about themselves. As Claremont
Graduate University professor Mihaly Csikszentmihalyi points out, It
is the goals that we pursue that will shape and determine the kind of self
that we are to become. . . . Without a consistent set of goals, it is difficult
to develop a coherent self.”

Provide and Seek Feedback People need to know if they'e
making progress toward the goal or simply marking time. Their mf.m‘
vation to perform a task increases only when they have challeng“; gr
goal and receive feedback on their progress.® Goals without feedback..“-
feedback without goals, have little effect on people’s motivation a"df ‘:"ﬂ
ingness to put discretionary effort into the task. A global study © ;

1,000 organizations in more than 150 countries found that more o
one-third of all employees had to wait more than three months (€
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back from their manager; nearly two-thirds wish they received more
feedbac

feedback from

While a s¢ o
ponsible for the recruiting, training, career development, pro-

was res . . . .
Jtion, and retention of project engineers and interns. Eddie points out
m ’

ihat “giving regular feedback helps people self-correct and understand
their respective role in the bigger picture. Setting goals without feed-
pack on achievement and performance toward these goals is woefully
incomplete” And what do his constituents say about this? One told us,
“Receiving feedback is the most important thing in my growth because
without knowing where I am, how can I plan where I need to go?” She

went on to say, “I also enjoy getting feedback when I make a mistake be-

their colleagues.’
nior manager at W. L. Butler Construction, Eddie Tai

cause | take note and try to improve for the next time. Without making
mistakes, it is hard to learn, and without a colleague who can point out
your mistakes, they can sometimes be overlooked and not corrected.”
Feedback is at the center of any learning process. For example, con-
sider what happens to self-confidence without feedback. In one study,
researchers told people that their efforts would be compared with how
well hundreds of others had done on the same task. They subsequently
received praise, criticism, or no feedback on their performance. Those
:’h:rt:e;"d nothing about how well they did suffered as great a blow to
feedbaeck icr‘:‘ l:;len::s 'those criticized. Onl)t those w.ho received positiv,e
e rformancfdo‘;e : heu' performance.' Saying nothing about a persons
the deganization s;t ellp anyone—not the performer, not the leader, not
the are doge a-ndeop e hunger for feedback. They prefer to know how
In fact, Peoplg; - :1(1) news has the same negative impact as bad news.
Tews at all, A oneu f:; w‘_’“ld .l?refer t'o hear bad news rather than nf)
Skills when they eff :dxe Tai’s co.nstltuents said, “It sharpens people’s
Performance, andg ho cedback. I befheve the more you know about your
Need tq work op” W you are doing, the better. It lets me know what I
g
to kno\: r:zgtioes“,t l}“Ppen without feedback—it’s the only way for you
ecuting pr op::l y(;“ re getting close to your goal and whether you're
*tpeople re ali g _ eedback can be embarrassing, even painful. While
2¢ Intellectually that feedback is a necessary component

- S < L < M SRS © SR T, P T S 7 I PR e

|
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of self-reflection and growth, they are often reluctant to make th
open to it. They want to look good more than they want o
Researchers consistently point out that the development of experti

mastery requires receiving constructive, even critical, feedback 1 g

In this regard, Wharton Professor Adam Grant suggests “sto

ing the feedback sandwich,” a traditional technique for giving f, pdserv.
, where you put a slice of praise on the top and bottom and stici t;ee ::ed(
| of any criticism in between. The data, he argues, shows that the “fee:f
back sandwich doesn't taste as good as it looks,” and he offers severa]
suggestions for making feedback more constructive. First, explain why
you are giving the feedback. People are more open to criticism whep
they believe it’s intended to help them and you show that you care per-
sonally. Second, because negative feedback can make people feel inferi.
or, he recommends leveling the playing field by sharing how feedback
has been helpful in your career. Third, ask if the person wants feedback
because once they take ownership of this decision, they’re less defensive
about whatever you have to offer.!” Framing feedback in this manner
goes a long way toward transforming feedback into guidance, which is

€mselyeg
8¢t goog!

what most people hunger for."

| Feedback and guidance are vital to every self-correcting system,
and essential to the growth and development of leaders. However, weve
found in our research that seeking feedback is not that easy for leaders
to do. On the Leadership Practices Inventory—our 360-degree leadership
assessment tool—the statement on which leaders consistently reporten-
gaging in least frequently is “asks for feedback on how my actions affect
other people’s performance.” In other words, the behavior that leaders
and their constituents consider being the most uncomfortable with is
the behavior that most enables leaders to know how they’re doing! How
can you learn very much if you’re unwilling to find out more about how
your actions are affecting the behavior and performance of those around
you? The short answer is “You can’t”” It’s your job as a Jeader to keep
asking others, “How am I doing?” If you don't ask, they're not likely to
tell you. .

Openness to feedback, especially negative feedback, is Charad_er_ls'

tic of the best learners, and it's something all leaders, especially asp g
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ltivate. Remaining open to feedback, Hilary Hall, strate-
o hnology director at Cargill, told us was the key les-
]-Best Leadership Experience. “It can be somewhat

ee
ones n . C
gic marketing and te

om her Persona

son fr d embarrassing experience,” she said, “to admit that there
n

ofa Pamful :
are parts ofu

ction ' . 8 .
self;fﬂe ractice and the willingness to view oneself with a critical eye!
er takes p

When leaders provide a clear sense of direction and fei'edback
along the way, they encourage people to reach inside and do their. best.
Information about goals and progress toward those goals stiongly influ-
ences people’s abilities to learn and to achieve, and also a??lies to leaders
themselves."* Encouragement is more personal and positive than other
forms of feedback, and it's more likely to accomplish something that oth-
er forms cannot: strengthening trust between leaders and their constitu-
ents. Encouragement, in this sense, is the highest form of feedback.

s that are unflattering, but it is a necessary component of
and growth?” She appreciated how “becoming a great lead-

Personalize Recognition

One of the more common complaints about recognition is that its far
too often highly predictable, mundane, and impersonal. A one-size-
fits-all approach to recognition feels insincere, forced, and thoughtless.
Bureaucratic and routine recognition, along with most incentive systems,

fioesnt make anyone very excited. Over time, they can even increase cyn-
Icism and damage credibility. Moreover,

COuragement faj] to generate a significant
“ertain about either ¢,

ticular actiop.

Natha]j . : )
halie McNeil, HR director in Australia for Novartis, contends
A personalizip

EeNlinenes, COmir;mgnition is precifely what makes it genuine. That
sincerely caring abo z (:n}], aCtuzlly knowu,ig peop]e. ona pcrsoiial level.anc,i
she 25, “youne ) ut t t?m. If yoii cant recognize something specific;
They i, Ot paying attention. And good leaders pay attention.
0 you truly know someone, not only do

generalized statements of en-
effect because no one is very
0 whom the comments are directed or for what par-

OW their People, Whe
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you recognize them for things they’ve done but

that they personally value, because it’s relev;nt to)’o: also do jt i, A way
At Yum! Brands, the world’s largest restaurant cow at they care aboyt?
require that every recognition award has to be persmpany,by units, they
handwritten message.'® onal=it mug Garrya

To be able to deliver the appropriate type of recogniti

need to learn about the motivations of each constituenfan'o " leaden
a corporate banker manager with Wells Fargo, recalls o.ne‘i;s ol
worked for who was simply not interested in getting to know :l:n by
on his team. As a result, Luis explained, that manager relied soleel P:‘lople
financial means for encouragement, which had the opposite eﬂ'ec); frl;Oﬂ
what he doubtlessly intended. "

Most members of the team viewed the financial
reward that we received from our manager with
indifference. We would get anonymous bonuses
attached to our paychecks without any warning or
knowledge of where it came from, or what was the
reason behind the reward. The lack of immediate
acknowledgment for our work left people unhappy
with management. The lack of feedback left most
members unable to determine if they were doing
a good job, which further decreased morale and

productivity.

rning about the goals of

Because the manager was not interested in lea
of careled tod decreasé

needs of his constituents, Luis told us, “This lack

in satisfaction and retention levels.” ion” they

When people tell us about their “most meaningful recogﬂfal Y:)u gt
consistently report that it’s personal. They say that it feels spec! g
a lot more emotional bang for your buck w ake r¢¢ .
and rewards personal. That's why it'’s so impo
tention to the likes and dislikes of each individual. Alexe fan Railwal®
head of the International Cooperation Department at Russ pe able

observed, “To encourage people to do their best, you sho

260




Recognize Contributions

CHAPTER 1

evements and make them feel trusted and valued. It
nd visible. Even if it is a great reward, if you
t it right—it will be forgotten soon without
rpose of bringing out the best in people” Doug Conant,
dramatically improve the performance of the Campbell
oup Company spent up toan hour each day scanning his emails and the
company intranet for news of employees who were “making a difference”
He estimates that he wrote at least ten notes each day, over 30,000 notes
o employees at all levels, during his ten-year tenure as CEO. He says, “I
made sure the notes went a step beyond gratuitous greetings and were

used on celebrating contributions from them.'¢ |

ognize their achi
has to be personal, precise> &
it out right—0r 8¢

hile working to

foc

Get to Know Constituents As one of the coaches for the girl’s |
developmental team associated with Major League Soccer club San Jose |
Farthquakes, Stephanie Sorg recognized that many of her actions were |
“unintentionally bland and repetitive, and as a result, my players failed
to feel appreciated or fully motivated.” She told us, “I needed to make it '
a priority to stoke the individual fires in each person in order to foster 2
healthy atmosphere that encouraged improvement.” {
Stephanie started paying more attention to the needs of the players ‘
and less time on the game fundamentals, dedicating more time toward
and meeting with each individual to express her ;
satisfaction with their efforts. She had to get closer to the players so that |
S}'le could comment on specific things they were doing, as well as gen-
:;'ely ef‘IDTCSS her commitment to and interest in them. For example,
phanie made a special effort to pull aside one of the players aftera drill |

and
comment on her exemplary efforts.

recognizing their efforts

Inoted how it was obvious that she dedicated herself
to fully embracing the practice drill and pointed |
out the tactical decisions she made that helped her |
Zl;?;eed in completing the task to the best of her |
wou]t();- 1;1 addition to meeting with this player, I

group ;So make an effort to stop drills when the
ade an excellent play and pointed out the
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specific teammates that made it successful. Afte'r a
few practice sessions and games, I began to notice 5
difference in the way some of the players regarded
and interacted with me. When I gave feedback, |
saw the girls give their full attention to me and even
provided visual feedback that they understood ang
appreciated the points I made.

As Stephanie’s story illustrates, to make recognition pergop,
. meaningful, you first have to get to know your constitue

[ ing to personalize recognition and make it fee] genuin
| have to look past the organizational diagrams and role
i see the person inside. You need to get to know who you
how they feel, and what they think. You need to repeat
and plant floors, regularly meet with sm

road for visits with associates,
tion,

ally
nts. If you're go-
ely Special, yoy'|)
$ People play apq

edly walk the hallg
d frequently hit the
omers, Paying atten-

all groups, an

key suppliers, and cust
personalizing recognition, and creatively and

nely care aboyt them they’re more likely to
‘ care about you Showing that You care is one important way yoy bridge
cultural divides,
Because Proximity js

nds completed, on average, more
= the groups made up of acquain-

Slon~makmg aSSignments, groups of friends were
than groups of aCquaintances.* There is an
262
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ot caveal, howevet. Friends have to be strongly committed to the |
ij.;.. : 1f not, then friends may not do better. This is precisely why |
ol NL\ that it is necessary for leaders to be clear about standards

e ;gd;;‘f:ra condition of shared goals and values. When it comes to

w0 credt

! N |
commitment to standards and good relations between peo- |

e
e -ether. Furthermore, employees who report having a friendly

;\'f - t::h with their manager are two-and-a-half times more satisfied
j«; ioh.” People are just more willing to follow someone that they
ed h-_,m.; who they are and what they need. Feeling a connection with

27 motivates people to work harder for the simple reason that people

3.0 like to disappoint or let down individuals they consider friends.

People also stick around longer at their companies when they feel they

tzve friends at their workplace.

Be Creative About Incentives You can't be a broken record
when it comes to recognizing and appreciating others, praising people ’
the same way again and again. Making sure to acknowledge people cre-
zively for their contributions is critical to both the effectiveness assess- |
ments of leaders and to how their people feel about the workplace. For i
eumple, less than 8 percent of direct reports strongly agree that their ‘
kaers are effective when they almost never make sure that people are
eatively recognized. Contrast that percentage with over 82 percent who ‘
rete their leader as effective when they observe that individual engaging 5
‘:'”“‘ always in this leadership behavior. Levels of commitment and mo- E
Evation are over two times higher between direct reports at the two ends
ofthe continuum on this leadership behavior.

Donna Wilson showed creativity in her efforts to personalize rec-

m”:mfm& As the VP and general manager of station KJRH, the NBC af-

mone:na::ta’ Ok.thma, she figured that if she took $300 of her own
ﬁ‘ﬂman, peope? . 'Itn:n recognjﬁ(?n efforts, it probably would not touch
aked thop, o fp:nd .tﬁ‘afl, she split that money among fifteen pecple and
% othery » Itover the course of a month to encourage the hearts
& ::mljob:,l:o‘:d this would be great fun—and it sure was. Some gave

graphers (to ease the burden of rising prices at the
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pump), or bought iTunes cards for IT folks (so that the song fit
son rather than being something generic), or took someone outto)

Some gave unusual mementos to people outside their dfpanm:; Unch,
example was the “Big Fish™ award—a giant plastic fish hung °"¢1’thL One
bicle of the “star performer” in sales each month. It was creative, fune -
a way for recognition to go on and on long after the month had p&’:i“d

As Donnas experience underscores, leaders don’t need to rely
clusively on the organization’s formal reward system, which offers ocx~
a limited range of options. After all, promotions and raises are Ny
resources. Don't make the mistake of assuming that individuals r =

. espond
only to money. Although salary increases and bonuses are certainly vy
ued, individual needs for appreciation and rewards extend beyond cash,
Spontaneous, unexpected rewards are often more meaningful than pre.
dictable, formal ones.

Rewards are the most effective when they’re highly specific and
given soon after the appropriate behavior. One of the most significant
consequences of being out and about as a leader is that you can person-
ally observe people doing things right and then reward them either on
the spot or at the next public gathering. “The form of recognition that
has the most positive influence, and that should be used most often, is
on-the-spot recognition,” says Sonia Clark, chief human resource officer
with Oportun. “When something really terrific happens, I comment onit
right away and to anyone who might be close enough to hear”

Biswajit Sahoo, manager of analytics with Walmart Global
merce, admits that he was initially reserved about praising a team me-
ber, assuming it might make them complacent. He said that he often
waited until the completion of a task before he provided any positive
feedback. Having reflected on the impact of receiving positive encour
agement himself, Biswajit now maintains that he passes along “feedback
about a job well done instantly. I realize that even a small measure Of'Pf’s'
itive appreciation given right away has much more meaning than gl.mfg
that feedback at a later point of time. In the weekly status meetings ““hu:'
our team, I take the opportunity to recognize the good work done bY air;
team member. This also encourages other team members 10 recos” ;

’ o ., Jag betWe¢
each other’s work openly” In many organizations, the time %5

lhc N-

eCom-
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too long to be meaningful. It's

gnition is typically
did when the feedback follows

nd reco
about what you

ance &

pform f
f mber much

to reme
s true that money may get people to do a job, it doesn’t get
arly outstanding work.2! Your options are also quite
yon the organization’s formal reward system.
that people respond to all kinds of informal recognition and
is the beauty of being creative and personalizing them.
le give out stuffed giraffes, rainbow-striped zebra post-
crystal apples, classic car rides, and hun-
s of appreciation. We've seen recog-
elaborately and modestly. There are

while it
particul

to do
tert u rely exclusivel

jimited if YO
The truth is
rewards, which
Weve seen peop
ers, mugs with team photos,
dreds of other imaginative expression
nition done verbally and nonverbally,
oo limits to kindness and consideration.”

Its important to understand that genuine recognition does not have
toinclude anything tangible. Exemplary leaders make extensive use of in-
rinsic rewards—rewards built into the work itself, including such factors
asa sense of accomplishment, a chance to be creative, and the challenge
of the work—all directly tied to an individual's effort. These rewards are
far more important than salary and fringe benefits in improving job sat-
isfaction, commitment, retention, and performance.”

' It's all about being considerate. The techniques that you use are less

lmportant than your genuine expression of caring. People appreciate

l:::;:g‘"agb :)}zt‘:]:); l:;we their l?est interests at heart, and they are more

it ey are doing as a result. When you genuinely care,
e smallest of gestures reap huge rewards.

Just Sa "

the mosty “Thank You” Not enough people make sufficient use of

is, in factpoweltfm but inexpensive two-word reward: “thank you.” That
% precisely what they found at Sullivan and Cromwell, one of

e Oldest and
most respe § "
they noticeq that th pected law firms in the United States. For years,

Ciateg recruited fro
10 find out wh

ey were routinely losing high-value first-ycar asso-
W;“ the top law schools, so they conducted a survey
Money, the hozrS at they found was a shock: it wasn't because of the
el Ppreciateq b’ or the work. It was because the young lawyers di/n't

Y the Partners. Consequently, the firm instituted a vcrs
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simple policy: Every partner was required to say,

“Plea.se” and ﬁ-rh
Y he mad ok
you whenever he or she made a request. In one

Year, attrition yyy e
versed, and Sullivan and Cromwell was voted the best [ay, firm to -

| for by American Lawyer magazine.* Surveys reveal that the clear Majori

‘ of people (81 percent) indicate that theyd be more willing to wor hardz
% if they had an appreciative manager, and 70 percent report they oy
g feel better about themselves and their efforts if their manager thapkeg
them more regularly.?

Wwork

TH

At TFE Hotels, a leading accommodation provider across Australjy,
New Zealand, and Europe, CEO Rachel Argaman is quite adamapy in
saying that “people want to be part of an encouraging workplace, where
what they do makes a difference and is recognized.” Leaders, she p.
lieves, must make sure that people see the difference they make, and ope
way, she says, is just to tell them: “Thanking people lets them know what
leaders feel are the core triggers that drive performance” For example,
Rachel writes a personal note on each person’s annual bonus letter, a task
1 that takes her over four full days. For each employee, she references 2
1K | particular event, action, or behavior through which they made a differ-
, ence, and then writes, “I'm saying thank you.” In describing what kept her
going through a particularly difficult situation, one TFE associate said it
was “the little handwritten personal notes” she received from Rachel that
helped her carry on. “Those handwritten notes are what kept me here

There are few basic needs more important than to be noticed, recog:
nized, and appreciated for oné’s efforts. Personal congratulations rank at
the top of the most powerful nonfinancial motivators identified by em-
ployees.”” Extraordinary achievements bloom more readily in climates
marked with a high volume of appreciative comments. Research shows
that performance recognition significantly impacts employee engage
ment at a rate of more than two to one. The same research finds that em-
ployees who receive strong recognition are more innovative, generating

two times the number of ideas per month compared to those who recei*®
weak recognition.?

In our studies, those direct reports who rated their leaders abo"f
average on the leadership behavior “praises people for a job well don¢
. . . 4

were significantly prouder, more motivated, and more comitied © th

266




CHAPTER 11 Recognize Contributions

uccess than the direct reports whose leaders are rated be-
his behavior. Researchers have found that members of
vide at least three, and as many as six, times
s for every negative one they make.

oraanization's s
_ average on t
ming teams pro
f positive comment
Medium.performing teams average about twice as many po.smve corrT-
ments to negatives ones, but the average for the.low-performmg teams is
almost three negative comments for every positive one.”

It is always worth the time to recognize someone’s hard work and
contributions. All too often, people forget to extend a hand, a smile, or
2 simple “thank you” People naturally feel a little frustrated and unap-
preciated when their manager or a colleague takes them for granted.
sometimes they overlook this because people are under the pressure of
deadlines, and the mandate to deliver on time overtakes expressing grat-
itude. However, it's critical that you stick around for that extra minute to
say thanks. Olivia Lai recalled that when managing the customer service
team at Kimberly-Clark, it genuinely mattered to her constituents that
she said “Thank you” and “I really appreciate your help.” “You should
see the smile that it generates,” she says. “It gives them a warm feeling
knowing that their work was welcomed and recognized by others” Olivia
understands that for leaders, it's not just about achieving financial results
and delivering on annual objectives. It’s also about creating a winning
team through trust and a personal connection. It includes extending a

simple pat on the back, a handshake, a smile, and a “Thank you for your
hard work”

Jow
top-peror

(he number ©

Robf:i’;:izg your thanks also has another, m?re p.ersonal l.)enef.it.
Davi, inds thr:. professor of psycl.lology :.n the University of California,
it e healtliJ.eople who pltactxce gratitude, compared to those who

ier, more optimistic, more positive, and better able to
They are also more alert, more energized, more resil-
g to offer support to others, more generous, and more
rogress toward important goals.* From a similar per-
Novak, as co-founder and former chief executive offi-
"dsi observed that the path to success wasn't about tasty
*érvice, innovative menus, and value; it was in the power
The important thing to understand about recognition,’

OPe with stress,
<1 more willin
llkely to make p
Spective, David
cer of Yum! Ber
foog, excellent

Ot r -
¢Cognition,
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mr—

— .
To Encourage the Heart, you must recognize contri-
putions by showing appreciation for individual excellence.

This means you must:

1. Maintain high expectations about what individuals and
teams can accomplish.

2. Communicate your positive expectations clearly and
regularly.

3. Create an environment that makes it comfortable to

receive and give feedback.

4. Find out the types of encouragement that make the
most difference. Don't assume you know. Ask. Take the
time to inquire and observe.

5. Be creative when it comes to recognition. Be sponta-
neous. Have fun.

6. Make saying “thank you" a natural part of your everyday
behavior.
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