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HOW NOT TO BUILD A HIGH-TRUST, HIGH PERFORMANCE

CULTURE IN YOUR COMPANY

We should
start  this
\ | post with a
disclaimer:
It's a very
bad idea to not make an effort to build a
high-trust, high-performance culture in
your company. Need proof? High-trust
companies aretwo and a half times
more likely to outperform those with
lower levels of trust. High-trust
organizations also have more innovative
and engaged employees and fewer
turnovers. So why would anyone choose
to de-prioritize trust and performance in
their culture? Well, the answer is that it's
probably not a choice. Low trust and bad
performance can result from things that
we do or don’t do without even realizing
it. In this post, we explore a couple of
conscious or unconscious missteps that
can lead a company down this path.

Don’t Clearly Define a Mission for
Employees to Be Passionate About

ZOE MACKEY

Simply put, money isn't a great motivator.
In a TINYpulse survey of more than 200,000
people, only 7 percent of employees said
that they’re motivated by money to "go
the extra mile” for their employer.

Why? Money is important, but it's “now
viewed as a baseline reason for taking a
job,” TINYpulse reports. The survey
identifies camaraderie and the ability to
make a positive impact as more important
motivators. However, “making money”
becomes your organization’s de facto
motivator if you don’t clearly define an
alternative mission. So if you don’t want
passionate employees who are willing to
go the extra mile, definitely don‘t clearly
define a mission for them to be passionate
about.

Defining your organization’s purpose and
connecting people to it is also a critical
step in building a high-trust culture. In
fact, Great Places to Work, the
organization behind Fortune’s 100 Best
Companies to Work For, ranks thisas a

key step in building a high-trust culture.

Michael C. Bush, the CEO of Great Places
to Work and the author of A Great Place to
Work for All, explains that a clearly defined
mission signals values that leaders will use
to make important decisions.

“"They are the bedrock principles
that guide executives’ choices in
complex, difficult  matters.
Matters like hiring, firing,
geographic expansions, doing
more  for customers and
mergers.”

What happens when leaders value profits
over purpose? Employees can’t trust that
they won’t be fired or that a company
won't pull out of their community if doing
so would make a quick buck for
shareholders or private owners.
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How Not to Build a High-Trust, High Performance
Culture in Your Company (cont’'d)

Zoe Mackey

By All Means, Micromanage Your Employees

Few management traits are as universally disliked by
employees as micromanaging. A Gallup poll found that more
than half of all U.S. employees have left a job because of
micromanaging boss.

In fact, micromanaging creates such a stressful culture
that research shows it’s actually bad for employees’ physical
health. Ultimately, micromanaging conveys a lack of trust in
an employee’s character, judgment, and abilities. The direct
result is a drain on energy, motivation, and passion, leadership
expert Skip Prichard writes. This leads to diminished profits,
loss of productivity, and higher employee turnover. If you don't
want to build a high-performance culture in your company, by
all means, micromanage away.

Of course, few managers make the conscious decision to
micromanage employees. Many managers do so reflexively.
Human performance expert Laura Stack explains that most
organizations have long been structured in traditional
command-and-control hierarchies. As a result, lower level
workers have historically had "little power or autonomy.”

New technology, new approaches to leadership, and more have
loosened those old norms, but many managers are behind the
curve. In her book, Faster Together, Stack writes,

"Micromanagers arent necessarily on a power kick;
rather, they mistrust everyone. They’re afraid if they
don't 'ride herd’ on other team members, everyone will
make catastrophic errors. Afraid of the consequences of
letting go, they hold on to as much of their power as they
can.”

Alternatively, micromanagers might not have received
adequate leadership training or been prepared for their roles—
and are just doing the best they can.

Regardless of why a boss micromanages employees, however,
the end result is the same. It “drives a stake through the heart
of team productivity,” creates a “stifling environment, in which
everyone’s time gets wasted,” and ultimately drives away the
best employees.

Establish an "Us Versus Them” Mentality Between Managers
and Employees

We're living in a changing world. In an American Management
Association survey, 82 percent of executives said their
organizations were often required to implement changes that
impact people, processes, and products, and 69 percent said at
least one significant change had done so in the previous year.

That's good news if you dont want a high-trust, high-
performance culture. You don't have to do anything!
Simply not taking a proactive approach to change management
will create a destructive “us versus them” mentality between
managers and employees. The Society of Human Resource
Management explains, “Sometimes decisions about major
organizational changes are made at the top management level
and then trickle down to employees. As a result, why and how the
company is changing may be unclear.” That communication
breakdown can lead to competing interests and—you guessed it—
an "“us versus them” workforce divide.

Change management is a critical component of building a high-
trust, high-performance company culture. If communicated
incorrectly, organizational change can signal that there’s
something wrong with an employee or an entire division of
employees, setting the stage for the "us versus them” mentality.
Expert on organizational communication Dianna Booher notes
that most employees are intimately connected to their work.

"We take pride in our achievements. Yes, we’re open to
progress, change, improvements, growth. But to have a
new leader walk in and talk about 'rebuilding’ implies that
what has gone before has become worthless. Many
employees consider it arrogance for a new leader to begin
'change for change’s sake’ before he or she knows what’s
what and why what’s what,”

She writes in Communicate Like a Leader. Offering little to no
communication about big changes creates the perfect
circumstances for reduced trust and poor performance.

The Final Word on Not Building a High-Trust, High-Performance
Culture

Nobody sets out to build a company culture that doesn't drive
high levels of trust and performance. The point is that
organizations can do so unwittingly or subconsciously. This can
result from the vestiges of the command-and-control leadership
styles of yesterday, failure to communicate, failure to recognize
changing employee-manager relationships, unconscious bias, or
many other factors. Whatever the cause, awareness is the first
step. The next step is to take action.
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Why Servant Leadership Improves Employee

Turnover Rate

Zoe Mackey

Employee turnover isn't fun to
talk about. Probably because of
the unpleasant fact that if you

SERVAN'T

LEADERSHI? K& in a leadership position, you
ACTION may be at least partially at

fault. One _study found that
How You Can Achieve Great “relationShips With

Relationships
and Results

supervisors” was the third
leading reason for voluntary
employee departures. Lack of
recognition and few
professional development
opportunities also topped the list.

Eset by Ken N - Rence
Blanchard % Broadwell

So what can you do to address retention problems?
Adopting servant leadership can be an important part of
the solution. After all, servant leadership is based on the
foundational idea that learning to serve those around you
helps them achieve their greatest potential. Who
wouldn‘t want to work for a boss like that?

Servant Leaders Build Avenues for Better
Communication

If your team members were to answer honestly, what
would they say is their biggest complaint about your
organization's leadership? If nationwide trends are any
indication, communication would be a common
answer. One _survey found that not giving clear
directions, not taking time to meet with employees, and
not providing constructive criticism were among the top
10 employee complaints about leaders.

A number of these complaints can stem from traditional
command-and-control leadership structures, which are
based on values like hierarchy, class systems, and
exclusion and privilege. After all, these characteristics
determine how we talk to and interact with each other. In
a hierarchical system, the importance of relationships is
minimized in favor of getting results, so it's hardly
surprising that communication might break down.

Edgar H. Schein, a renowned organizational psychologist
with a career spanning a half-century, and Peter A.
Schein, an expert on organizational development with
more than 25 years of management experience, explain
that traditional 20th century management prescribes a
“transactional set of relationships among designated
roles that unwittingly creates conditions of low
openness, and low trust and can, therefore, make truly
effective leadership difficult.” Leaders become alienated
from their team members in these types of relationships,
which the Scheins call “Level 1”in their book, Humble
Leadership. Meanwhile, “Level 2" relationships are
“intimately tied to a more personal, trusting and open
culture built on more personal intragroup and
intergroup relationships.”

Like the Schein’s concept of humble leadership, servant
leadership offers avenues to improving communication
by emphasizing the equal importance of relationships
and results.

Servant leadership emphasizes aspects of the New
Leadership Paradigm like egalitarianism, collaboration,
treating everyone as a leader, and sharing information
openly. In systems like these, leadership expert Ken
Blanchard writes, the servant leader’'s role is to
collaborate with the team to set the vision and give
clear direction, and then shift “to a service mindset for
the task of implementation.” In other words, the leader
sets the vision and then sets about serving the team that
makes it happen. This sets the stage for a very different
type of communication—one that values clear goals,
welcomes one-on-ones, and demands useful feedback.
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Why Servant Leadership Improves Employee

Turnover Rate (cont’d)

Zoe Mackey

Servant Leadership Recognizes Success, Encourages
Growth

Harvard researchers have foundthat employees, who
enjoy their work, play to their strengths, and
continuously gain skills and experiences that will advance
their careers are about 33 percent more likely to stay in
their jobs. That's probably part of the reason why U.S.
companies

shelled out more
than $70.6 billion é
on formal
employee training
programs in 2016,
according to

the Training Industry Report. However, a servant leadership
approach goes a step forward by ingraining those three
pillars of employee retention into workplace cultures.
Servant leaders help team members realize their greatest
potential. Servant leaders also recognize and reward their
team members’ growth at every turn.

Beverly Kaye, the legendary employee engagement expert
and founder of Career System International, and co-author
Julie Winkle Giulioni reiterate in their book, Help Them Grow
or Watch Them Go, that organizations ignore employee
development at their own peril. Some employees will resign
to seek opportunities elsewhere. Others will resign and
patch together a handful of projects as a freelancer. Even
worse, others ‘“stay but withdraw their engagement,
motivation, and enthusiasm for the work.”

Each scenario results in a net loss for businesses.

So how can managers recognize and reward team members’
growth? Blanchard writes that servant leaders can
accomplish that through performance planning, day-to-
day coaching, and performance evaluation. "Meeting with
direct reports one-on-one is an excellent way for servant
leaders to create and sustain good relationships and build
trust in the workplace,”

Blanchard writes. In their book, Help Them Grow or Watch
Them Go, Kaye and Winkle Giulioni outline a formula that
servant leaders can use to have productive conversations
about career development with employees:

Hindsight conversations. Help employees look within “to

determine who they are, where they've been, what they
love, and where they excel,”

Foresight conversations. Keep employees focused on the
future, noting “changes, trends, and the ever-evolving big
picture” on the horizon.

Leveraging insights. Help employees see their place in the
organization, as well as opportunities to grow; identify
“unique experiences and fodder for development.”

Another key element of the equation is "growing with the
flow.” That calls for deviation from the professional
development norm: a lengthy annual conversation about
career goals and aspirations. Both employees and managers
usually dread them. Growing with the flow means breaking
up that long conversation and sprinkling it into everyday
conversation along the way. Kaye and Winkle Giulioni write,

“"Growing with the flow means development isn’t limited to
scheduled meetings and is less burdensome in many ways.
It can be quick—as short as one or two minutes. It can be
casual—right on the shop floor or hanging over a cubicle
wall. It can be completely unplanned—no notes or agendas
to contend with:”

These types of check-in conversations can be especially
useful for millennials, who prefer continuous feedback from
leaders. In addition to keeping opportunities for growth top-
of-mind, these check-ins also provide a great opportunity to
recognize and applaud team members for their efforts.
Blanchard writes, "When a servant leader takes the time to
connect with a direct report, it lets that person know their
work is important and they are a valued member of the
team. One-on-one conversations are the foundation for
strong, productive relationships that align people with each
other and with the organization in a satisfying, meaningful
way.”

In the end, the core function of servant leadership—to help
those around you achieve their greatest potential—make it
a great employee retention tool.
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Why Servant Leadership Improves Employee

Turnover Rate (cont’d)

Zoe Mackey

Servant Leadership Fosters a Sense of Community in
the Workplace

Have you noticed employees who don't speak up in meetings?
How about employees who eat lunch by themselves and don't
often socialize with team members? You might chalk this up to
introversion, but it could be the result of employees feeling left
out or excluded from the team. This can have a detrimental
impact on workplace culture—and employee retention.

Research shows that employees who feel excluded are more
likely to “act out” in subtle ways that can contribute to a
toxic workplace culture. These behaviors can include
undermining coworkers, concealing important information, and
fudging facts. Of course, not every quiet team member acts out
in these ways. But this underscores the importance of forging a
sense of community in the workplace—and servant leadership
can help. How can managers utilize servant leadership to
encourage community? One way is through setting a clear
vision, values, and goals with the team. This not only
contributes to a better functioning team, but also to the team'’s
cohesion and sense of community.

Shared values and a compelling vision of the future are both
important aspects of servant leadership—and this can foster
cohesiveness.

In Servant Leadership in Action, Blanchard cites the phrase “a
river without banks is a large puddle.” It’s the banks, he
continues, that allow the river to flow and give it direction.
“"Leadership is about going somewhere; it’s not about
wandering around aimlessly. If people don’t have a compelling
vision to serve, the only thing they have to serve is their own
self-interest,” Blanchard writes.

Why is vision important to community? Howard J. Ross, one of
the world’s seminal thought leaders on identifying and
addressing unconscious bias, and behavioral scientist John
Robert Tartaglione explain this through the concept of
“bridging” in their book, Our Search For Belonging.

"Bridging” is when people form connections in diverse
groups, like work environments. Bridging usually
occurs as a result of some perceived shared interest or
goal that creates something larger or more important
than the differences that exist between the bridging
parties, and most often includes some expectation of
general reciprocity—"If I'm there for you, | expect

that you’ll be there for me.”

Again, a core aspect of servant leadership is to define unifying
values and goals; not only does this build trust through
bridging, it also creates a much more effective team.

Trust can be a foundational component of cohesiveness, and
it's important to note that it goes both ways. Team members
need to trust each other and the leadership, and the leadership
has to trust team members. This can mean giving the team the
freedom to deviate from written rules and procedures at times,
as long as they are still adhering to organizational values.
Colleen Barrett, president emeritus of Southwest Airlines,
describes her method for building trust and cohesion in Servant
Leadership in Action: making each team member realize that he
or she has potential to be a leader. She writes,

"When our people realize they can be trusted and
they’re not going to get called to the carpet because
they bend or break a rule while taking care of a
customer, that’s when they want to do their best.”

The Final Word on Servant Leadership and High
Employee Turnover

Servant leadership can improve employee turnover. First,
take an honest look at why employees are leaving. There's a
good chance it has something to do with how leaders value and
communicate with employees. Leveraging characteristics of
the New Leadership Paradigm, a servant leader can help to
address these underlying causes of turnover. By incorporating
professional growth into our workplace culture, this approach
can also address another common reason for employee
turnover: lack of professional development opportunities.
Finally, by fostering workplace cohesion, servant leaders can
make all employees feel valued and included, and eliminate the
potential for isolation and alienation that contribute to a toxic
workplace culture. In the end, servant leadership can reduce
employee turnover by rethinking—and improving—the
relationships between leaders and team members.
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Coaching reminders:

Mike is available for individual
leadership coaching.

Call or email for
appointments.

www.futurenowed.com
mstabile @futurenowed.com
513-460-1015

Transforming

...one person

Cultures at a time.
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