










owed anything. 

One of the worst things we see is the fact that people say, "I deserve an annual raise 

because of seniority, not because of demonstrated competence." No, you don't. If you 

can't justify performance issues, you don't need a competitive raise. Just because some

body you've worked for a company longer, you're not necessarily more promotable. Upfront, 

people should know that your employees get promoted because of competence, not sen

iority. 

You frequently see this situation in college sports today: A talented high school senior is 

being recruited by a football coach, and his parents ask, "Can he start this year?" In the old 

days, a head coach would say, "He's a freshman. He'll never start." 

But today, the vast majority of college coaches say, "You're playing based on your 

competence. If you're the best player in your position, you're going to play, regardless 

of your years of experience." This change needs to occur in the workforce as well. 

VERBALIZE SOLUTIONS 

-

We don't want employees with this attitude. My boss is responsible for direction setting and 

decision-making. We certainly don't want people who always have this attitude: "It's not my 

fault." It may not be your fault, but ultimately, it's your responsibility. And people need to 

understand this concept. So we're talking about expectations upfront: "What do you want, 

and how can you follow through on your expectations?" I'll address this issue more in a 

moment. 

You want more people at your organization who understand that their employment is only 

justified as long as they contribute something of value. You earn what you get. The employ

ee's attitude should be, "I'm responsible for better ways to serve our end users." We want 

people to take ownership. We want their attitude to be: "This is my organization, so I feel 

responsible for what happens here. If it's not right, I fix it." 

The best way to handle employee disputes is always to let the employees handle it them

selves. And the best way to handle complaints is to have employees self-identity solutions. I 

don't mind if my employees come to me with complaints, but I expect them to have solu

tions. Otherwise, they're just whining for the sheer joy of complaining. 
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CATEGORIZING UNDERPERFORMERS 

-So how do you know when you should micromanage to increase accountability and

productivity? And how do you know when you should cut your losses and let the 

employee go? 

Generally, you should apply my one-size-fits-one tactic to every situation. The first time you 

see somebody underperforming, you have to address it right away. Don't put it at the end 

of your to-do list; it should be at the beginning. There could be a lot of reasons why an 

employee is underperforming. For instance, he or she might be having problems at home. 

I divide underperformers into two broad categories: 

ThI
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I divide underperformers into two broad categories:

The people who are trying as hard as they can, but just can't hit their 

goals. I believe the essence of management involves working with these 

people as much as possible.  If they 're trying as hard as they can, its 

your responsibility to help them succeed.  Ultimately. if they fall anyway. 

you can look in the mirror and say. " I did everything I could to help this 

employee, but it just didn't work out."  So if I'm the manager, I spend 

more time with these employees.

The people who just don't care and infect everyone around them with 

their negativity and unhappiness. I'm not aware of a leadership 

technique that will change a bad attitude. So immediately cut your 

losses with those people. 

ACCOUNTABILITY = CLEAR EXPECTATIONS
How do you  help people become more accountable? The #1 way is to become very clear about 
expectations.  Many times. our frustration with unaccountable people is due to a lack of clear 
expectations.  Make that people know why their goals are important, what their deadlines are, 
and what defines success.

If the situation requires you to follow through with negative consequences, you do so.  It's really 
important not to make hollow threats.  If people are going to feel responsible for a commitment, 
they need to clearly understand what the expectations of the commitment are.



INSPECT WHAT YOU EXPECT 
-

You can't just say, "/ want this," then never follow up on it. If you do, people won't know 

whether it's really important to you or not. 

Back in the early 90s, I was working in the marketing division of a very large organization in 

southern California. The division included about 20 people. 

(Years later, the head of this division ended up becoming the CEO). He was incredibly busy, 

so we didn't get a lot of feedback from him. 

He would take a stack of papers home that was about two feet high. Then he'd spend a 

weekend day by his pool, making a bunch of comments on Post-its about the work we'd sub

mitted to him. 

Then when we arrived at work on Monday morning, there'd be a stack of papers on our 

desks with these Post-its that said, "See me right away." (Remember, this is way before 

e-mail). So all 20 of us would stand in line in front of his office all morning, but we'd never

hear back from him. We eventually stopped doing that. Then on Wednesday or Thursday 

that week, we'd get a call, or he'd drop by and say, "What about this?" That's the only way 

we knew if something was important to him. 

Ultimately, he inspected what he expected, and we were able to get our jobs done. 

USE THE RIGHT LEADERSHIP STYLE 
-

Your people have different levels of competence and commitments to goals. As a leader, it's 

your job to bend your style to provide the proper amount of direction and support that your 

people need to accomplish their goals. If you don't set your people up to be responsible and 

successful at achieving their goals, that's on you, not them. You have to hold yourself 

accountable for both. 
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look." Rather, you should say, "This is what I want it to look like." 

For example, your boss comes in one morning and says, "Today, I'm really going to hold 

you accountable. If you do a greatjob today, I'm going to give you a $1,000 bonus. And 

if you do an average Job today, you get to keep your Job. But if you do a bad Job today, 

you're fired." 

Here's the first thing you'd probably want to know: What does a great job look like? And 

what about an average job and a bad job? After all, your boss just told you that you're going 

to be held accountable for your actions, and there will be real consequences. So you'll want 

to know exactly what's expected of you. You'll probably also want to know that somebody is 

keeping a close eye on you all day, so you won't miss it when you do a great job. Finally, 

you'll want to ensure that your performance will be measured, based on those expectations 

and nothing else. 

If you set these kinds of expectations, your employees will model the kind of performance 

you want. 

THE RIGHT TALENT 
-

I always liked to ask leaders or executives, "Do you have the right talent to accomplish 

your goals within the next five years?" If businesses and nonprofits are honest with them

selves, a lot of them will say, "Well, we had the right talent a couple of years ago. But 

things are changing so quickly, I don't know if we have the right talent moving forward." 

To achieve your goals, it's really important to have the right talent 

CLEAR GOALS 
-

I can't tell you the number of businesses that don't clarify their goals. It could be financial or 

performance-based, or it could be your number of end users. Every single person-from 

your receptionist up to the CEO-should clearly understand your goals. When we go in and 

do a workforce analysis for businesses, we'll do employee engagement surveys and em

ployee interviews. 

For instance, we'll ask each employee, "What are the goals of this organization? What 

about its mission?" Everybody should be able to answer those questions. 
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