[image: Front Cover of The Power of Stay Interviews for Engagement and Retention]



[image: Half Title of The Power of Stay Interviews for Engagement and Retention]



[image: Book Title of The Power of Stay Interviews for Engagement and Retention]



Copyright © 2018 Richard P. Finnegan. All rights reserved.

This publication is designed to provide accurate and authoritative information regarding the subject matter covered. It is sold with the understanding that neither the publisher nor the author is engaged in rendering legal or other professional service. If legal advice or other expert assistance is required, the services of a competent, licensed professional should be sought. The federal and state laws discussed in this book are subject to frequent revision and interpretation by amendments or judicial revisions that may significantly affect employer or employee rights and obligations. Readers are encouraged to seek legal counsel regarding specific policies and practices in their organizations.

This book is published by the Society for Human Resource Management (SHRM). The interpretations, conclusions, and recommendations in this book are those of the author and do not necessarily represent those of the publisher.

This publication may not be reproduced, stored in a retrieval system, or transmitted in whole or in part, in any form or by any means, electronic, mechanical, photocopying, recording, or otherwise, without the prior written permission of the publisher, or authorization through payment of the appropriate per-copy fee to the Copyright Clearance Center, Inc., 222 Rosewood Drive, Danvers, MA 01923, 978-750-8600, fax 978-646-8600, or on the Web at www.copyright.com. Requests to the publisher for permission should be addressed to SHRM Book Permissions, 1800 Duke Street, Alexandria, VA 22314, or online at http://www.shrm.org/about-shrm/pages/copyright--permissions.aspx.

SHRM books and products are available on most online bookstores and through the SHRMStore at www.shrmstore.org. The Society for Human Resource Management is the world’s largest HR professional society, representing 285,000 members in more than 165 countries. For nearly seven decades, the Society has been the leading provider of resources serving the needs of HR professionals and advancing the practice of human resource management. SHRM has more than 575 affiliated chapters within the United States and subsidiary offices in China, India, and United Arab Emirates. Please visit us at www.shrm.org.

Library of Congress Cataloging-in-Publication Data has been applied for and is on file with the Library of Congress.

ISBN (pbk): 978-1-586-44512-6; ISBN (PDF): 978-1-586-44513-3;

ISBN (EPUB): 978-1-586-44514-0; ISBN (Mobi): 978-1-586-44515-7

Printed in the United States of America

SECOND EDITION

PB Printing 10 9 8 7 6 5 4 3 2 1           61.14513-2 | 18-0094



For Wade Colin Snook, may you bring great contributions to our world, love to those around you, but most importantly happiness to yourself.



Table of Contents

Dedication

Foreword

Introduction


	Chapter 1.
	Making the Case: Why Stay Interviews Are Better


	Chapter 2.
	Supervisors’ Mighty Power to Drive Engagement and Retention


	Chapter 3.
	Introducing Finnegan’s Arrow


	Chapter 4.
	Stay Interview Essential Ingredients


	Chapter 5.
	The Five Stay Interview Questions


	Chapter 6.
	Thinking Through Stay Interview Solutions


	Chapter 7.
	Can Stay Interviews Solve Millennials’ Engagement and Retention Issues?


	Chapter 8.
	Three-Legged Power: Integrating Stay Interviews, Exit Surveys, and Employee Surveys


	Chapter 9.
	The Stay Interview Game


	Chapter 10.
	True Stories of Stay Interviews at Work


	Chapter 11.
	“I’ve Burned the Ships”




Notes

About the Author

About C-Suite Analytics



Foreword

The evolution of the employment environment since the original publication of The Power of Stay Interviews in 2012 has created an almost unimaginable landscape marked by contradictory conditions for employers and employees alike.

While the economy has raged back from the dark days of the recession—resulting in historically low unemployment—wages have stagnated. Disruptive technologies have given rise to entirely new industries seemingly overnight, jeopardizing the very existence of jobs that were stable sources of employment for decades. The unknown impact of machine learning and artificial intelligence looms large at the same time that the talent gap in traditional skilled trades and manufacturing environments widens.

Demographic projections fail to offer much comfort. Population growth in most western countries will likely not be sufficient to support the workforces needed to sustain their economic stature. Further, as the baby boomers’ long-foreseen exodus from the labor pool winds down, the rise of the millennial workforce is far from its crest.

Regardless of how the future ultimately takes shape, the battle to keep the best talent will remain among HR’s most pressing challenges. Even the most progressive organizations will be forced to constantly evaluate their talent management strategies to deliver effective approaches to increasing engagement and cutting turnover as a means of ensuring long term sustainability.

Richard Finnegan’s The Power of Stay Interviews offers straightforward solutions to this critical need that are based not on theory, but rather result from time tested, common sense principles, and presents them with unrivaled clarity. Finnegan’s Arrow makes the case for a fundamental shift in thinking about employee engagement and retention that has been adopted by organizations around the world and in countless environments.

It places the responsibility for improved engagement and retention squarely on the shoulders of the supervisors who are uniquely positioned to drive those outcomes, while holding leaders throughout the organization accountable for supporting their efforts. The Power of Stay Interviews has been and continues to be the go-to guide for forward-thinking companies that want practical, business-based strategies to create high engagement workplaces that foster game changing levels of personal and organizational achievement.

Employers who take a one-size-fits-all approach to engagement and retention should not be surprised when those efforts fail to move the needle. The stay interview process forces organizations to consider the employment relationship from the perspective of the unique needs that each of us brings to our work every day. Employers able to leverage their understanding of those needs to create a highly customized employment experience will possess a commanding edge over their competitors in the war for talent.

This is an amazing time to be an HR professional, not in spite of the challenges we face, but because of them. The Power of Stay Interviews has earned its rightful place in the toolbox of those organizations seeking to shape their destinies in an uncertain world rather than falling victim to them. I have been fortunate to see the transformative effects of Finnegan’s Arrow at work in our company over the past two years, and I can say confidently that Richard Finnegan—and The Power of Stay Interviews—gives you the advantage you need to win.

—Paul J. Ruiter, SHRM-CP

Chief Human Resources Officer

The Boyd Group

December 2017



Introduction

The One-Hundred-Word Introduction: This Book Is Right for You If…

[image: Image] You feel like a hamster on a wheel regarding employee surveys that lead to the same old solutions.

[image: Image] Exit surveys say employees leave because of jerk bosses or for better opportunities, and few outside HR care about that.

[image: Image] Supervisors have immense power over employees’ decisions to stay or leave—and whether they work hard or not—but some supervisors just don’t get it.

[image: Image] The right data would convince executives—if you could just find it.

[image: Image] You will take a strong position on HR’s versus managers’ roles regarding engagement and retention because winning is a team game.

If you said, “That’s me” more than once, enjoy reading on.



Chapter 1

Making the Case: Why Stay Interviews Are Better

For decades, organizations have struggled to find clear solutions to better engage and retain their best employees. At some point, doesn’t it make sense to say, “Why don’t we just ask them?”

Well, we do ask them. We ask them through engagement surveys, opinion surveys, climate surveys, and exit surveys. We survey online, over the phone, and with live and recorded voices. These surveys generate reports, and from reports come scores and rank orders, which then become benchmarks. From benchmarks, we set goals to improve our scores on the next survey.

The primary outcome of all of our surveys is that we build programs. To improve recognition we add employee appreciation week and employee of the month. To improve communications we hold town-hall meetings and write better newsletters. To improve careers we hold brown-bag lunches and career fairs.

Our client executives tell us this ongoing survey process makes them feel like a hamster on a wheel. In the beginning, it made sense to utilize expanding technologies to measure employees’ opinions as a pathway to improve them. But over time these surveys morphed into redundant administrative processes that lead to few new outcomes. Instead they’ve become periodic rituals like preparing budgets, leading to jaded comments like, “Is it that time again?”

The good news is that there is a better way to strengthen each employee’s engagement and retention, and that better way is simple.

The Good and Bad News about Surveys

Let’s look at the ways companies use employee surveys and examine what works and what doesn’t work. Exit surveys can be called the original retention tool, as it has long made sense that knowing why employees leave will direct us to retention solutions for survivors. But, though they are based on logical thinking, exit surveys rarely lead to retention or engagement solutions. The primary obstacles are as follows:

[image: Image] Leaving employees often don’t tell the truth.

[image: Image] Employee participation is too low, in part because surveys are too long.

[image: Image] Surveys are designed to accept “attendance” and “better opportunity” as reasons for leaving, which fails to trigger solutions.

[image: Image] Companies are reluctant to make policy or management changes based on “autopsies,” that is, the words of employees who no longer work there.

Over the last few years I’ve polled hundreds of HR professionals to determine if they’ve ever improved their companies based on exit survey results. The number who indicated they have improved their companies in any way has been less than 1 percent. How many employee hours on both sides of the desks have been invested yet received no outcome? What about the administrative work to generate these worthless reports?

The belief that exit surveys are a must-have tool has been reinforced by vendors who have leveraged technology to make it easier for HR executives to gather survey data. Companies now purchase electronically-delivered exit surveys that lead to pages of reports about how those who leave rated their pay, benefits, communications, and other variables. Too often missing is why the employee left, although there is no guarantee that executives could improve their companies even if they actually knew (see Table 1.1).

Table 1.1. Exit Surveys vs. Stay Interviews




	Exit Surveys

	Stay Interviews




	Basically “autopsies” but not as scientific

	Focus on the current employees we want to keep




	Departing employees won’t burn bridges; often hide real reasons

	Remove the “middle man” so leaders hear directly how to keep employees




	Citing “better opportunity” or “attendance” as reasons to leave offers no real solutions

	Employees hear: We Want You To Stay




	HR managers say nothing gets done with results

	Next steps are in supervisors’ hands vs. program solutions






Various types of employee surveys have offered hope, too. It again makes sense that learning how employees feel about a number of important items will provide clues on what improvements companies must make to retain and engage them. Again, vendors have made this an easy process for companies to gather data and distribute reports.

The missing piece here is solutions. Survey reports focus on scores and benchmarks but don’t tell us how to increase those scores. Benchmarks are worthless because few companies actually know how to improve engagement, so we find false comfort when comparing ourselves to others. And survey scores bring little value unless they report scores for each manager so you can see which managers are improving engagement and which are not. Gallup tells us that engagement has hardly budged since 2000, so we and other companies are clearly on the wrong track.1 What’s worse is the news from Deloitte that we will soon spend $1.53 billion each year to “improve” engagement. The most useful data these surveys provide are about how effectively each individual manager drives engagement for their teams. The surveys fall short on detailing real engagement and retention solutions (see Table 1.2).

Again, the dilemma with this approach is that all solutions are programs. By their nature, employee surveys are confidential, so you don’t know what your best performers think, and all data represent average thinking. Further, survey results typically report all items as equal in importance for driving retention and engagement, whether your survey includes twelve items or seventy. The result is that managers focus on driving up lower scores without knowing if those lower scores represent the items employees care about most. And the solutions they provide touch all employees in the same way, regardless of the unique needs of each employee.

Table 1.2. Employee Surveys vs. Stay Interviews




	Employee Surveys

	Stay Interviews




	Present “average thinking” without learning top performers’ needs

	Supervisor hears why each individual employee stays and considers leaving




	Usually ask for opinions but not importance so we won’t know which items impact engagement or retention

	Employee’s priorities are clear and understood




	Months pass before employees’ opinions are communicated and acted on

	Interview and solutions happen quickly, in real time




	Lead to action plans with more programs vs. better 1:1 supervision

	Next steps are in the hands of supervisors who are responsible for engagement and retention




	External benchmarks lead to false comfort

	Each individual leader’s engagement and retention matter most






One way to measure the effectiveness of employee surveys is to ask, “Will our resulting action plan lead to improved engagement and retention for our top performers?” The real answer is that you just don’t know.

The Stay Interview Advantage

A stay interview is a structured discussion a leader conducts with each individual employee to learn the specific actions she must take to strengthen that employee’s engagement and retention with the organization.

Stay interviews do three things that surveys do not. They bring information that can be used today, they give insights for engaging and retaining individual employees, including top performers, and they put managers in the solution seat for developing individual stay plans. Gone are the following obstacles to and distractions from implementing real engagement and retention solutions:

[image: Image] Time delays. It takes time to survey employees, distribute reports, write action plans, and implement those actions. How soon do data become stale?

[image: Image] Watered-down solutions. Since all data are aggregated into groups, only group-level fixes can be developed, and this paints all employees with one brush regardless of whether they are your best or worst performers.

[image: Image] Short-term, feel-good programs. Casual Fridays or free coffee check the box for new initiatives, but do nothing to improve supervisory skills, and ultimately have no bearing on whether employees stay, leave, or increase their engagement.

How much can your company improve engagement and retention with programs alone without effective day-to-day supervision and leadership? When is the last time you heard a good worker say, “My boss treats me like dirt, but I’m holding on for employee appreciation week; I’ll get a balloon and a hot dog and I’ll be stoked again for another fifty-two weeks”?

Leaders who substitute programs for fine-tuned supervision skills take few steps, if any, to actually become better leaders. The bottom line is that once employees leave any employee program, regardless of how good the food is, they still have to go back to work.

What Are “Engagement” and “Retention,” and How Much Are They Really Worth?

Here are our definitions for engagement and retention as we refer to them throughout this book:

[image: Image] Engagement: Employees are fully committed each day to give their all to help their organizations succeed.

[image: Image] Retention: Those employees the organization wants to keep stay with the organization.

Our definitions are pure and deliberately not complicated; employees who give their best each day and stay are our goal. Disengagement then refers to employees who underperform because they are not invested, and turnover refers to companies losing employees they wish to keep. We recognize that good employees sometimes leave for reasons beyond their organizations’ control, and that many examples of turnover do indeed create healthy opportunities for other people. But our fundamental approach is to assume that organizations want all employees to be fully engaged, and that they also wish to keep all whom they want to keep.

Disengagement and turnover are extraordinarily expensive. A Watson Wyatt study tells us that an improvement of one standard deviation in engagement is associated with a 1.9 percent increase in revenue per employee.2 To put this into perspective, the typical employee in their sample works at a firm where productivity equals about $250,000 per employee. This means that a significant improvement in engagement is associated with a $4,675 increase in revenue per employee. For a typical S&P 500 organization, this represents a revenue increase of $93.5 million, and the proportional increase is just as large for small- and medium-sized companies.

Regarding turnover, PwC tells us that turnover costs organizations over 12 percent of pretax income, up to 40 percent for some.3 Another study indicates that turnover across the United States costs $25 billion annually just to train replacements.4 A third study tells us that turnover reduces US corporate earnings and stock prices by 38 percent in four high-turnover industries.5

My company helps client organizations put dollar costs on turnover for their specific jobs, and here is just a sampling from our database:

[image: Image] $225,208 for a physician in an Ohio healthcare center.

[image: Image] $131,000 for a software engineer in a Colorado technology company.

[image: Image] $29,447 for a call center representative in Indiana.

[image: Image] $4,955 for a truck loader and unloader in Philadelphia.

The software company CEO immediately grasped the importance of his turnover cost’s and announced, “Now I know the most important thing I have to do to make our annual profit plan is to retain our software engineers.” Should you wish to wake up your CEO to your real turnover costs, feel free to use the turnover cost calculator on our website at www.c-suiteanalytics.com.

So, finding real solutions to engagement and retention is essential for corporate success because the costs of turnover and disengagement are likely your company’s greatest costs.



Chapter 2

Supervisors’ Mighty Power to Drive Engagement and Retention

Most of you who read this book already get it regarding the impact of the supervisor-employee relationship on engagement and retention. You’ve learned this from your own experiences at work as well as by observing the outcomes that high-performing supervisors bring to your organization. But let’s take a look at relevant research in this area to strengthen our beliefs and, if necessary, to convince others.

As we study the following data, let us draw a clear boundary between the impact leaders have on engagement versus the impact of well-designed and well-meaning employee programs. “Leaders” in this context means supervisors on each level from CEOs down to first-line leaders. “Programs” refers to one-size-fits-all initiatives that are intended to improve engagement and employee morale. While the impact of leaders versus that of programs can be hard to separate, there is convincing research suggesting that the relationships leaders form with their teams are directly related to those teams’ levels of engagement.

A study by Development Dimensions International (DDI) found that “engagement is strongly influenced by leadership quality,” and that employees’ levels of engagement were considerably higher when their supervisors had higher levels of engagement as well.1 It also found that employees who report to highly engaged supervisors were less likely to indicate they may leave the organization within a year. More important are the six personal characteristics DDI identified as closely linked to engagement. As you read these characteristics, consider whether employees are likely to improve in these areas as a result of one-size-fits-all programs:

[image: Image] Adaptability: Openness to new ideas and experiences; readily modifying work approaches in response to change.

[image: Image] Achievement orientation: Pushing oneself through a continual cycle of setting goals, reaching them, and setting progressively more challenging goals.

[image: Image] Attraction to work: Maintaining a positive view of one’s job despite periods of stress and frustration.

[image: Image] Emotional maturity: Avoiding impulsive actions and extreme or sustained emotional reactions that would negatively impact work effectiveness and coworker relations.

[image: Image] Positive disposition: Demonstrating agreeableness with customers and peers; eagerness to help others accomplish work goals.

[image: Image] Self-efficacy: Exhibiting secure, unyielding confidence in the ability to succeed in the job and to advance beyond one’s current position.

It is clear that supervisors’ pathways for developing these characteristics involve providing feedback, coaching, and developing positive one-on-one relationships, not just trying to fix the problems with programs.

Another study takes us in this same direction but adds a new twist. In this research, titled The Power of Federal Employee Engagement, the US Merit Systems Protection Board reports, “Even a cursory review of the 16 questions that we used to measure employee engagement reveals how important supervisors are to their subordinates’ level of engagement.”2 The report then lists a sample of question areas from their engagement scale that they say “supervisors have a major influence” on. Here is the list:3

[image: Image] Communicating job expectations.

[image: Image] Making good use of employees’ skills and abilities.

[image: Image] Ensuring that employees have the resources to do their jobs well.

[image: Image] Providing employees with challenging assignments.

[image: Image] Rewarding and recognizing employees appropriately.

[image: Image] Giving employees an opportunity to improve their skills.

[image: Image] Treating employees with respect.

[image: Image] Valuing employee opinions.

[image: Image] Fostering an environment of cooperation and teamwork.

This study further drives home the power of supervisors on engagement, as researchers asked both engaged and disengaged employees if their supervisors had “good management skills.” Of the employees who were engaged, 87 percent agreed that their supervisors had good management skills. Conversely, of the employees who were not engaged, a mere 13.7 percent agreed that their supervisors had good management skills.

Gallup provides us with a third view on supervisors’ impact on engagement. Gallup categorized employees as engaged, not engaged, or actively disengaged when surveying and reviewing survey data in “Feeling Good Matters in the Workplace.”4 The report states that “supervisors play a crucial role in engagement,” and then provides supportive data from three survey items: whether supervisors focused on strengths or positive characteristics, how employees interacted with coworkers, and whether employees felt challenged.

Research led by the Association for Talent Development (ATD) provides us with an additional perspective on leaders and engagement. In Learning’s Role in Employee Engagement, just 15 percent of respondents agreed to a high or very high extent that their leaders were skilled at engaging the workforce.5 The study concludes that “the bottom line is that many leaders and managers need considerably better engagement-building skills than they currently have.”

Concluding that supervisors have a strong impact on engagement is clear and easy. The crucial question for our discussion is, How effectively can supervisors improve engagement with one-size-fits-all programs? The answer is, not very well.

How Important Are Supervisors for Retention?

For most of us, the link between leaders and retention is intuitive, just as it is for engagement. The amount of supportive data is overwhelming and spotlights the production power that results from leaders on all levels developing relationships with their teams via skills versus programs. Let’s look at just a few of the available studies.

The Saratoga Institute found that poor leadership causes over 60 percent of all employee turnover.6 Its study was extensive, covering more than nineteen thousand workers across seventeen industry groups, and specified that the majority leave because they are not recognized or not coached by their supervisors.

As Gallup consultants Marcus Buckingham and Curt Coffman disclosed in First, Break All the Rules, “If you have a turnover problem, look first to your managers.”7 They go on to say that “how long that employee stays and how productive he is… is determined by his relationship with his immediate supervisor.” These conclusions are based on study results from over one million employees and eighty thousand managers, compiled over a period of twenty-five years.

Teacher turnover provokes many speculations about the effect of job conditions, like low pay, little career advancement, difficult students, and even more difficult parents. My daughter is a teacher and I know all these things are true. Yet the National Education Association reports, “When teachers stay it is because of their immediate managers,” and therefore recommends that principals have specific retention goals to retain their teachers. We work with school districts to cut teacher turnover, and the principals there will tell you that they learn to retain their best teachers by conducting stay interviews with them. And it’s fair to say that if teachers can be retained via stay interviews, it’s likely that any other occupational group can also be retained.

A Kenexa study adds new flavor to the relationship between supervisors and retention.8 Kenexa surveyed employees who had left organizations and asked about their fit with supervisors as well as their satisfaction with pay, benefits, learning, development, and advancement. In all instances, employees’ opinions were “mediated,” or influenced, by relationships these employees had with their supervisors. The study concludes by saying, “Offering a higher salary or developmental/advancement opportunities may not be enough to retain employees.”

Here’s another way to consider the outcome of Kenexa’s study: The prism or lens through which your employees view their immediate supervisors is the one through which they view your total organization. No employee program or CEO video will make a significant difference in how your employees view your company as an employer from day to day. Some draw a long straw and get a good, trustworthy boss, and others draw a short straw.

So how do the results of this study differ from the other studies? In Figure 2.1, I depict the typical assumption that employees’ engagement and retention are influenced by factors delivered by two distinct sources: supervision from their leader and programs from human resources. But the Kenexa results paint a very different picture, saying that employees see these factors as ultimately being delivered via one primary source: their leader (Figure 2.2).

This study more than any other we know highlights the upside and downside potential of supervisors’ impact on their teams, as it tells us that how employees view their supervisor impacts how they view everything about their employment relationship. Let’s consider supervisors as all-inclusive ports through which employees receive and filter everything you offer as an organization. This thinking then takes us to the following two equations:

strong supervision + effective employee programs = high employee retention
weak supervision + effective employee programs = high employee turnover

[image: Image]

Figure 2.1. Asssumptions about Employee Engagement and Retention. We think employees view key aspects of work regardless of how they view their supervisors.

[image: Image]

Figure 2.2. Asssumptions about Employee Engagement and Retention. But research tells us how employees view work is directly connected to how they view their supervisors.

Other studies tell us that this same link between supervisors and retention or turnover happens globally, regardless of native culture. Also, specific research points out that supervisors have a strong impact on stay and leave decisions with nurses and teachers, jobs we usually associate only with the rigors of their duties or perceived low pay.

The easy way to analyze whether supervisors can improve retention with programs alone is to compare peer supervisor retention rates over time. Where peer supervisors manage the same types of employees with the same pay, benefits, training, and supportive programs, you should assume these programs are dominant factors in stay-or-leave decisions only if retention rates are similar for all supervisors. If peer supervisor retention rates are significantly different, it is likely that employees choose to stay for those supervisors with the best relationship-building skills.

Supervisors’ Roles in Building Trust

It is easy to view trust as intangible, a quality in the air between two people that somehow impacts their relationship. Research, though, tells us that trust between each supervisor and their individual employees is the absolute most important substance for building loyalty and engagement.

Leadership IQ found that a full 32 percent of employees’ decisions to stay with their companies were based on how much these employees trusted their supervisors.9 Walker Information found that employees’ loyalty was most influenced by their perceptions of fairness at work, care and concern, and trust.10

Perhaps the loudest declaration of the importance of trust is presented by the Great Place to Work Institute. The Institute is the engine behind the Fortune “100 Best Companies to Work For,” as the results of their survey count as two-thirds of each applicant company’s overall ranking. The Institute’s primary belief is stated this way: “Our 20 years of research have proven that trust between managers and employees is the defining primary characteristic of the very best workplaces.”11

Note that the reference is to “trust between managers and employees,” versus trust in more general terms, such as “trust as an important organizational characteristic” or “trust among all employees from top to bottom.” This is because trust between supervisors and employees is personal, based on daily interactions that drive how employees view their worth at work and maybe how these employees view themselves at a far deeper level. Employees have super-strong, always-present feelings about how much their supervisors are looking out for them and truly want them to succeed. Less important is whether supervisors tell them they did a good job or give feedback on performance. To a significant degree, employees measure their companies based on how much they trust their supervisors.

Here’s one way to appreciate the power of trust, formed as a bet: Think about the best supervisor you ever had, and now compare that supervisor to the worst supervisor you ever had. I will wager $5 that you trusted your best supervisor and didn’t trust your worst one, and another $5 that your best supervisor had weaknesses you easily overlooked while your worst supervisor had strengths you couldn’t see.

Here’s a way to drive home the power of trust to managers, too: ask them to recall the worst trust-breaking experience they’ve had in their careers and describe how it made them feel and how it made them change. Then once they’ve revisited these painful times and fully absorbed their emotions and outcomes, ask if any of their past or present employees may think of them when doing this exercise.

This experience drives home two important points:


	Being on the receiving end of broken trust is painful and potentially career changing.

	All of us are subject to breaking trust because doing so is about behaviors rather than character. All of us have some wrong behaviors and all of us can change those habits.





Chapter 3

Introducing Finnegan’s Arrow

The previous edition of this book contained the Rethinking Retention Model. This was my first method for placing all of my experiences with improving engagement and retention, plus reputable research, into one comprehensive image. Now many more experiences and our own research has formed my thinking into Finnegan’s Arrow.1

What is Finnegan’s Arrow? Think of it as a science-based invention for improving employee engagement and retention. My decades-long tenure in people management tells me there has been nothing new to solve engagement and retention issues, which potentially drive each organization’s failure or success. We have lumped these subjects under headings about surveys—exit, engagement, salary, and benefits surveys—and then developed even more group programs, wrongly thinking of them as solutions. We’ve lumped recruiting and retention into our recruiters’ job titles, believing one leads to the other. Some companies have formed jobs specifically labeled for engagement or retention and then thrown onboarding and managing employee programs toward those people, believing in good faith that they can then improve these critical, company-driving metrics.

Finnegan’s Arrow bypasses all you just read and instead provides real solutions. Let me explain the components first (see Figure 3.1).

[image: Image]

Figure 3.1. Finnegan’s Arrow

[image: Image] Dollars represent the importance of converting the costs of turnover and engagement into the language of CEOs, so they and other C-suite members then take strong actions for improvement. Turnover percentages, engagement scores, and various benchmarks provide data, but also lead to complacency because they don’t cause the types of alarms that dollars do. Common turnover cost estimates like “one times annual salary” don’t cause CEOs to act, but customized, in-house calculations do. Consider if your chief financial officer has ever asked for details about engagement and retention, then whether that person has any greater cost to be more concerned about!

[image: Image] Goals follow because once executives digest these huge costs they will demand solutions. Data in this book makes clear that leaders on all levels must have specific goals for engagement and retention. Our client companies usually have both. Engagement goals are established at each leader’s level and must represent measurable improvements rather than beat the most recent score or worthless benchmark. Leaders have two retention goals, one for all turnover and one for new-hire turnover. All exits are included to drive better hiring and also to eliminate discussions about which exits count, because all turnover represents lost dollars.

[image: Image] Stay interviews then provide each leader with their best opportunity to make and exceed their engagement and retention goals. Solutions are based around an individual employee’s needs rather than employee programs, and leaders fulfill the commitments to their stay plans because they are motivated to achieve their goals.

[image: Image] Forecasts then become the lockdown tool. Leaders are asked after their first stay interview to predict how long each employee will stay, and also whether they can drive each employee to score in the highest box or category on the next engagement survey. These forecasts can then be changed at any time based on new information. Forecasts drive improvement because they are again focused on individual employees, forcing each leader to answer the questions, “How long will this employee stay?” and “Can I manage this employee to where he indicates the highest level of engagement on our next survey?” Answering these questions motivates managers to give their very best efforts, and importantly, those efforts are no longer targeted toward their teams but instead toward each individual employee. Executives review forecast reports monthly to learn if their best employees are likely to leave and also improve their engagement.

[image: Image] Accountability is then the ultimate and most important action for success. Note that the bottom arrow connects back to goals and forecasts, as executives now hold leaders on all levels accountable for achieving their engagement and retention goals while also making accurate forecasts. Executives are accustomed to holding leaders accountable for sales, service, quality, safety, and other critical measurements. Now they must step forward to do the same for employee engagement and retention.

Finnegan’s Arrow works because it is business driven. CEOs no longer ask HR to develop the latest trending company-wide program, but instead they rightly require their leaders to improve these critical business metrics. In fact, Finnegan’s Arrow represents the same way companies manage sales. All salespeople.


	Know the dollar value of each sale, for the company and for themselves.

	Have sales goals.

	Have sales tools—and our main tool is stay interviews.

	Forecast future sales.

	Are accountable for achieving their sales goals and for the accuracy of their forecasts.



Note that stay interviews are positioned in the middle, before and after strong business-driven processes. You might be tempted to recommend stay interviews to the top team without these processes, but later find stay interviews didn’t stick and were instead just the flavor of the month. Leaders on all levels must know they are accountable for fair and reasonable metrics about their people in order to sustain their stay interview efforts. Otherwise stay interviews fall by the wayside like so many other initiatives that were driven by HR instead of by the executive team.

Current studies of CEOs’ greatest worries consistently report answers about their people, whether retaining, recruiting, or engaging them. If these CEOs’ greatest concern were instead about a traditional business issue such as technology, products, or services, vendors would be beating a path with new and better solutions. But there have been no substantially improved solutions for people management for decades, mostly because we as users keep relying on the same stale fixes. Finnegan’s Arrow represents fresh thinking and, more importantly, it works!



Chapter 4

Stay Interview Essential Ingredients

In this chapter we’ll examine the basic parts of stay interviews that must be in place in order for supervisors on all levels to use them most effectively. Before moving forward, let’s consider a few of the hidden advantages stay interviews offer that can easily slip through the cracks:

[image: Image] Employees hear directly from their supervisor that they care and want them to stay and grow with the company. The supervisor-employee bond is critical to improving engagement and retention, and supervisors deliver clear messages during their stay interviews that each employee is important for the company’s success and that supervisors want them to stay.

[image: Image] Supervisors further accept retention and engagement within their sphere of responsibility. Combining stay interviews with retention goals and other initiatives results in a clear understanding that responsibility for retention and engagement lies with individual supervisors, who are in the best position to influence and drive improvements.

[image: Image] Employees are more likely to accept responsibility for staying. Stay interviews require supervisors to ask, listen, consider, and then follow up on employees’ requests. This builds a new form of connection that causes employees to not only stay longer but also to proactively approach their supervisors with a concern in the future before they resort to looking for another job.

[image: Image] Stay interviews build trust. Supervisors who ask, listen, act, and communicate honestly strengthen trust with their employees, the absolute most important supervisory skill for increasing engagement and retention.

Think of stay interviews as having the following components in Figure 4.1.

[image: Image]

Figure 4.1. Stay Interview Components

Core Features

Let’s look at the definition of a stay interview:

 

A stay interview is a structured discussion a leader conducts with each individual employee to learn the specific actions that leader must take to strengthen the employee’s engagement and retention with the organization.

So a core feature is that leaders conduct stay interviews. “Leader” is defined here as anyone who manages someone, so this term may be synonymous in your organization with executives, managers, supervisors, or leads. These terms are also substituted for each other throughout this book.

There might be times when human resources is called on to conduct stay interviews for employees who work outside of human resources, but this should be for exceptional circumstances only. The best outcomes happen when leaders are in the stay interview chair and hear directly from their employees how they wish to be managed for better engagement and retention. “I’m too busy” is not a legitimate reason for managers to ask human resources to conduct stay interviews.

The definition also indicates that leaders must conduct stay interviews individually, one-on-one. While it is certainly more efficient to conduct stay interviews in small groups, employees will share less information, particularly information they consider personal to them. Leaders will also face an easy temptation to design group solutions versus individual solutions, which then become programs rather than customized stay plans for individual employees.

Here are other core features and how they should be implemented:

[image: Image] Cascade: The first stay interviews should be conducted by the top executive of the company or unit with that executive’s direct reports, and then cascade down throughout the rest of the team to first-line supervisors with their direct reports. All leaders except the top executive should first experience a stay interview as an employee. This means that each leader’s stay interview performance becomes a role model for each subordinate leader, and those subordinate leaders will likely manage the stay interviews with their teams in the same ways that their leader did.

[image: Image] Conduct in person: Stay interviews should ideally be conducted in person rather than remotely, even if a meeting must be scheduled months in advance due to travel or some form of telecommuting.

[image: Image] Set expectations: Leaders should tell teams in advance that they will schedule individual stay interviews with each employee to learn what they can do to help every employee stay longer and feel fully engaged at work. Leaders should also emphasize that the focus will be on things they can influence or control versus issues that relate to broader company policies, but that they will listen to all concerns.

[image: Image] Schedule appropriately: Most stay interviews take twenty minutes or fewer to conduct but some will carry on longer. Leaders should consider telling employees to allow twenty minutes for their meeting, but even then leaders should allow thirty minutes on their calendars. Also, leaders should schedule an easy meeting first to build confidence in their skills and the process, and then move on to those who are most important to engage and keep, followed by the rest.

[image: Image] Separate from performance: Stay interviews should focus on identifying specific improvements that raise employees’ levels of engagement and retention, and should not morph into telling employees ways they can perform better. This means that stay interviews should not be add-ons to performance- appraisal meetings, but should be separate meetings that are entirely focused on what leaders can do for their employees.

[image: Image] Don’t send questions in advance: Sending questions in advance reduces conversation and instead limits leaders to responding to scripted, bullet-pointed answers. It’s better for them to ask each question individually, listen, take notes, and then probe for deeper responses that open doors for solutions.

[image: Image] Script openings: Leaders must open meetings with scripts that both point employees in the right direction and also avoid any appearance of an implied contract. Here are some examples:

[image: Image] “I’d like our focus to be on things I can help you with each day” is preferable to suggesting the meeting is specifically to discuss pay, benefits, or company direction, although these may become important topics that need to be addressed.

[image: Image] “My hope is that we can work together for a long time” is safe of any implied commitments, rather than saying, “Based on your performance I’m sure we’ll always have a job for you.”

[image: Image] “I know you are having some performance issues but I’m hopeful you can improve them” is a way of acknowledging performance problems and moving past them, since the stay interview may unlock issues that contribute to an employee’s performance problems.

Preparation Activities

Here are suggestions for getting your stay interviews off to a great start.

Target Audience

While most companies schedule stay interviews for all employees, you may choose to start with one department that faces uphill challenges on engagement or retention. Other targeted groups could include those from a particular job that has high turnover, those who’ve reached a certain length of service that tends to trigger turnover as based on past turnover data, or employees from a unit that has recently suffered from job cuts that have resulted in more work for survivors. Another targeted group may be older workers who are eligible to retire but whom you want to stay.

Gaining support across the entire company for a major initiative can be challenging, so consider focusing on a team whose leader will go first and carry out stay interviews with high energy. That leader can then broadcast the results to peer leaders so the project spreads across the entire organization.

High Performers

It is tempting to limit the stay interview initiative to only high performers, both to save managers’ time and because these are your most important employees to retain. It is better though to include all employees, as word will spread of the interviews, causing some to feel left out and therefore more at risk. As a compromise, consider prioritizing the sequence of employee groups, especially where supervisors have high numbers of direct reports. In these cases, start with new hires to ensure they begin their employment with everything they need, follow with high performers, and then move on to the rest.

Schedule

Stay interviews must be conducted according to a predetermined schedule in order to be effective. Unlike other management tasks, the cascading nature of stay interviews means that if one leader falls behind, all leaders below that person must wait and potentially move back their appointments with their teams. A smart move would be to identify those leaders who are typically late conducting performance appraisals and advise them that doing stay interviews late has even greater consequences because it negatively impacts large groups beneath them—and their lateness will be known by others.

Scripted Responses

Leaders must know how to respond to employee concerns for which there are no easy answers. Examples include employees who perform adequately and want immediate pay increases, or employees in a seven-day operation who want off work on weekends and holidays. Others may ask for smaller healthcare premiums. These types of issues are usually out of the immediate supervisors’ control, and some of these requests will never be met. So, leaders must have scripts on how to handle them.

Solutions

Leaders must know how to respond to complex issues they can address, too. These might include career plans, training opportunities, customized pay plans, flexible schedules, or other possible but complex requests. Leaders should be especially attuned to the needs of high performers whose contributions are difficult and expensive to replace.

The most important counsel to give leaders regarding solutions is for them to feel comfortable raising the stop sign and scheduling a second meeting with an employee. Leaders can then consult with their managers or human resources to get additional ideas for specific employee stay plans. More information on solutions is included later in this book.

Follow-Up Frequency

Leaders should be given a timeline for following up with their employees on the success of their individualized stay plans. Frequency can be consistent for all employees, such as every ninety days, or can vary based on the complexity of each stay plan. For example, a leader would want to follow up frequently with a high performer who is working toward a specific certification or on an internal development plan, while that same leader may not meet as frequently with an employee who performs adequately and is pleased with their current role.

Stay Interview Frequency

Leaders should conduct stay interviews with all employees at least annually, and more frequently if engagement or retention is an especially high concern. New hires should benefit from two stay interviews, both scheduled within the tipping point of the high early-turnover period for new hires that most companies see. Organizations may schedule ongoing stay interviews annually, on the same month as the initial one. Another way is to schedule stay interviews six months after each performance review, in part to ensure the performance discussion and stay discussion are separate.

Administrative Support

Stay interviews require support tools so leaders can proceed efficiently, consistently, and successfully. Each of the following tools should be considered for the value it brings.

Structured Stay Interview Forms

Interview forms can include opening scripts, questions, possible probes following each question, and areas for notes. Providing these forms to leaders will enable them to complete the stay interview process by remaining focused on their employees’ words and overall content.

Stay Interview Plan Forms

Plan forms provide structure for leaders to write in actual steps they will take as a result of the interview. Forms should include an area for employee responsibilities, too, as each employee must have accountabilities within their stay plan. Leaders can then share this document with their managers and with each employee, and update it regularly to track accomplishments.

Stay Interview Departmental Summaries

Departmental summaries provide information that leaders learn from their teams, such as the top three reasons employees stay and top three reasons employees would leave. These can also include summary information on stay plans. Managers the next level up use this data to ensure stay plans are on track and to spot trends among their overall teams.

Stay Interview Company-Wide Summaries

Company-wide summaries aggregate all information from the departmental summary forms to provide a comprehensive picture of all employees’ reasons to stay, potential reasons to leave, and individualized stay plans. HR executives and others at the top of organizations benefit from this data because it provides insight into employee trends and can help direct future policy decisions. Analyzing data by specific job, length of service, and employee performance leads to deeper thinking about company-wide policies and programs to improve engagement and retention.

Manager Training

Managers must be trained on the reasons for conducting stay interviews, the skills required for success, and the processes used by your company. If you have a designated training department, consider asking them to help with program design and delivery. Below is a list of topics you may include.

Why Do Stay Interviews?

Consider sharing company or departmental turnover information, employee survey results, company mission and values statements, and any other information that supports your inviting leaders to invest the time required to train for and conduct stay interviews.

Why Us?

Leaders may wonder why they are being asked to take on this project when it looks like “an HR assignment.” Use data presented earlier in this book, as well as local stories and testimonies, to demonstrate the immense power leaders have on their teams’ engagement and retention. Consider also discussing the power of leaders who build trust, and use the exercises mentioned earlier if helpful. For those who believe they don’t have time, suggest they meet with their managers to arrange priorities.

Didn’t We Just Do a Survey a Few Months Ago?

Explain the value of leaders developing individual stay plans for each member of their teams versus implementing programs that usually result from employee surveys. Emphasize that good employee programs can be effective, and cite a company-wide career or recognition program as an example. Then, communicate the four benefits stay interviews bring that employee surveys do not, which are noted at the beginning of this chapter.

Won’t This Lead to Disappointments?

Some leaders will immediately envision getting caught in a discussion about an especially uncomfortable topic like pay. Others might think of that one team member who is always asking for more. Their essential thought will be, “Why stir things up when we can keep things quiet?” Expect these feelings to be real for some, and approach them proactively. Tell them the stay interview process leads to far more increases than decreases in engagement and retention, and that they will be given scripts and help to resolve all employee requests.

What If Our Employees Don’t Trust Us?

While few will openly ask about trust, leaders will wonder if all employees will candidly disclose their thoughts, or if they will dodge important issues to escape the meeting. Explain that conducting stay interviews is in itself a trust-building opportunity, and that each leader can build trust with employees by taking notes, listening, probing, and following through on commitments. The important measure is whether a leader is trusted more after conducting stay interviews than before.

Stay Interview Skills

Provide instructions and exercises to teach the most important skills for conducting effective stay interviews. These should include the following:

[image: Image] Note-taking: Taking notes causes leaders to listen better, maintain focus, and show speakers that their words are important.

[image: Image] Listening: Teaching leaders to repeat back what they hear is one easy technique for building their listening skills.

[image: Image] Probing for more information: Phrases such as “Can you tell me more about that?” “Can you give me an example?” and “How important is this to you?” all open the door to finding the absolute best pathways to improve engagement and retention.

[image: Image] Developing effective stay plans: Stay plans must be customized and on target, addressing each employee’s most important issues with either a spot-on way for moving forward or by providing a clear reason for saying no. Most importantly, leaders must find out and address the most important issues rather than bypass them for lack of an easy fix.

[image: Image] Taking responsibility for company policies: Tough discussions about pay, schedules, and other sensitive topics lead some supervisors to dodge their responsibilities by pointing up the organization chart. While doing so might feel good for the moment, it sends a clear message that leaders sympathize but have no power. This creates a divide between management and employees below, and undermines perception of leaders in the long run. Teach supervisors to use first-person pronouns like “I” and “we” and to avoid saying the ubiquitous “they” when referring to executives above them.

Role-Play an Effective Stay Interview

We all know supervisors cringe when hearing the “r-word,” but role-playing is a very effective teaching method when facilitated correctly. It can be done live with prepared “employee” actors or demonstrated via a video that has been filmed in advance. Use these techniques to make the role-playing work best:

[image: Image] Choose someone for the leader role who is likely to play both the verbal and nonverbal parts just right by taking notes, listening, and asking the best probing questions.

[image: Image] Ask the person playing the employee to be genuine rather than make up a totally fictional role; doing so increases everyone’s interest and leads to more complex—and real—role-playing.

[image: Image] Interrupt the role-playing at critical points to involve the audience. Ask them what probes they would use or solutions they would recommend; ask them to convert their probe ideas into specific questions; or ask them to replace the “leader” in the role-playing so they ask their question directly to the “employee.” These all build skills.

[image: Image] Ask the “employee” to raise a controversial issue about pay, benefits, or schedules that leaders fear most, then ask the audience to role-play ways to respond.

[image: Image] Conclude the role-playing by asking the audience what they saw that they liked, and what they would do differently. Expect them to focus on the verbal parts of the interview, so bring them back to nonverbal aspects such as note-taking and listening.

Here’s a true example of learning through role-playing. We helped implement stay interviews at Florida Hospital Flagler, and during the training the food services manager volunteered to play herself as the employee. When asked what her manager could do to make her work life better, the food services manager said she wanted to learn more about computers and also about international foods. We paused the role-playing and asked all of the managers in the room for ideas for helping this employee enjoy her work more. Here’s how the dialogue unfolded:

[image: Image] The first manager to speak said she would show the food services manager how to locate international food sites on her computer.

[image: Image] The second manager said she would teach her to set up these sites as “favorites” so they were easily available to her.

[image: Image] Then another manager said she would go to a book store and search out a food magazine with international recipes and buy it for her.

[image: Image] This triggered another manager to say, “If you are buying her a magazine, why not get her a subscription? They’re pretty cheap.”

[image: Image] HR Director Alyson Parker concluded the idea generating by saying, “Ask her to have international foods day once each month in the hospital cafeteria and then we’ll all enjoy her work!”

This role-playing was about a real employee expressing ways she could become better engaged and retained. The group-solution exercise became an impromptu example of crowdsourcing as all pitched in with good ideas that without question deepened the food services manager’s engagement and loyalty in real life.

Provide a Schedule

Describe the cascading schedule for the stay interview rollout and emphasize that leaders on each level must make their deadlines.

 “What Do I Do Next?”

Conclude the meeting by telling leaders that unless they are the CEO, the next thing they should do is nothing. They should wait until their managers schedule and conduct their own stay interviews, and then follow the schedule by conducting stay interviews with their teams.

One Final Note about Training Managers

The cascading nature of stay interviews requires top executives to go first. Whether the top executive in your project is the CEO or a division manager, that person’s performance will set the tone for others and become the model for how stay interviews are conducted by all subordinate leaders, down to the level of first-line supervisor. Offer this executive a one-on-one coaching session to build skills, especially if they are unable to attend a training session. Do the same for others at the top if individual coaching will help them better conduct their stay interviews.



Chapter 5

The Five Stay Interview Questions

We’ve determined after much practice and research that we need just five stay interview questions. When accompanied by strong probing, these give you all of the information you will need to develop the best individualized engagement and retention plans.

As you read the questions, imagine yourself asking them and then applying essential skills. First, listen 80 percent of the time. Enter the meeting with a commitment to ask, listen, and only ask again once you’ve digested all you’ve heard. Listening without the distraction of thinking about your next question requires a high level of discipline. Strive for it.

Next, probe to learn more. Probing not only develops more information but also shows you care. You will see examples of probes below each question.

And third, take notes. Notes must capture key points, emotional words, and important quotes, especially if you eventually take all you’ve learned to your manager to gain the OK for a new solution.

Let’s now explore what each question is and why they work.

Question 1: What do you look forward to each day when you commute to work?

First we ask a question that brings employees into the here and now, and asks them to focus on their daily duties and challenges rather than expand on broader issues like pay and benefits. Employees stay and engage based on their relationships with supervisors, colleagues, and how much they like what they do—and these categories are far more important than pay and benefits. Effective probes may include:

[image: Image] Give me an example.

[image: Image] Tell me more about…

[image: Image] Who is it whom you look forward to working with the most?

Question 2: What are you learning here, and what do you want to learn?

Next we are inviting employees to tell us their desires regarding development and careers. Some are ambitious to advance, some curious to learn more, and others just want to work and go home. We train managers in client companies to focus these discussions and subsequent stay plans on skills, so probes may include:

[image: Image] Which other jobs here look attractive to you?

[image: Image] What skills do you think are required for those jobs?

[image: Image] What skills would you have to build to attain those jobs or some responsibilities of those jobs?

Question 3: Why do you stay here?

While appearing simple at first, asking why employees want to stay with your organization opens major doors for discovery. Most employees have never pondered their answers, so the manager’s role is to stubbornly require one. A good next line is, “Take your time because I really want to know.” Employees then must announce to you, and more importantly to themselves, what they value most about their jobs. The answers to question 1 and question 3 are the building blocks for a plan to make work better and are now in place. Possible probes include:

[image: Image] Tell me more about why that is so important to you.

[image: Image] Is that the only reason you stay or are there others?

[image: Image] If you narrowed your reasons to stay to just one, what would it be?

Question 4: When is the last time you thought about leaving us, and what prompted it?

Everyone thinks about leaving sometimes, so a directly-worded question brings a much-needed conversation into the light. When an employee last thought about leaving tells us the urgency, and what prompted it tells us why. Possible probes are many. Here are a few:

[image: Image] Tell me more about how that happened. Who said what?

[image: Image] What’s the single best thing I can do to make that better for you?

[image: Image] How important is that to you now on a 1–10 scale?

Question 5: What can I do to make your job better for you?

While this question sends out a net for all remaining topics, it must ultimately yield answers about the interviewer. So avoiding defensiveness is critical, lest word spreads that the manager cannot take feedback and remaining stay interviews become short and fruitless exercises. Here are a few probes for consideration:

[image: Image] Do I tell you when you do something well?

[image: Image] Do I say and do things to help you do your job better?

[image: Image] What are three ways I can be a better manager for you?

Managers from our client companies have proven these are the only questions your managers need. Employees will not remember them when they speak to their peers or go in for another stay interview, so there is no reason to reword them. Asking them consistently also sharpens your managers’ skills as their muscle memories develop to where questioning and probing then developing on-target stay plans becomes routine.1



Chapter 6

Thinking Through Stay Interview Solutions

Imagine nirvana: that all of your leaders completely understand the full range of developmental tools available to them. Furthermore, imagine that each leader has conducted a comprehensive stay interview with each employee to put all issues on the table and has addressed them in the best possible ways.

OK, snap out of it! Stay interviews will not lead to perfect outcomes, but they will certainly improve engagement and retention in your company. And they will do this by helping your leaders build more productive one-on-one relationships with their employees.

Preparing for Basic Q&A

Identify the top five to ten issues that some employees will raise, and provide scripts to your leaders to give them comfort. Consider inviting a small group of leaders to provide input for the scripts so the content rings true to them and their peers. Table 6.1 provides a broad-based sample of possible issues, and at least some of these will apply to your company.

Table 6.1. Possible Issues Employees May Raise


	1. What can I do to get out of working weekends?


	2. I’d like more input into company and department decisions.


	3. I can’t live on my pay and I need a big raise.


	4. I’m bored and need to do something different.


	5. I perform better than others, yet they make more money.


	6. I wish I had a career here but I just don’t see it that way.


	7. Healthcare premiums keep going up. Can’t the company pay more?


	8. We need more people to get all this work done.


	9. Why can’t we wear jeans Monday through Thursday instead of just Friday?


	10. Can I work different hours to avoid all the traffic?




Each of these issues leads to a dead end for some companies or managers, and scripts are needed to get past that. For savvy organizations, though, these issues represent opportunities for improvement.

Let’s look first at the even-numbered items. For items 2, 4, and 6, smart leaders can establish ways for employees to gain more input, provide more duties or training to overcome boredom, and coach employees on careers or at least provide a plan for their development. The leaders can also address item 8 by directing their teams in ways that improve operating efficiencies (even if they can’t get additional positions). And regarding item 10, why can’t some employees work different schedules than others if they still get their work done?

For sure, each of these solutions requires careful planning so the resulting activities avoid detracting from day-to-day productivity and are administered in ways that are fair to others. But remember too that increasing engagement and retention is hard work. Savvy managers must push themselves to see the big picture and invest time and energy to improve engagement and retention, which will greatly improve productivity.

The odd-numbered items are more challenging. For item 1, it might be right to spare some employees from weekend work based on performance or length of service—or perhaps all should work weekends with no exceptions and each leader needs to enforce that policy. Broad pay questions that involve needing a large increase or comparing one’s pay to others, such as items 3 and 5, will likely lead to scripted responses that essentially say no—unless the employee performs much better than others. Regarding healthcare contributions as in item 7, most employees know their payment amounts but not that of the company’s, and may soften their positions when given scripted information about the company’s cost. And for item 9, maybe employees should be permitted to wear jeans every day—or maybe they shouldn’t, depending on your company’s beliefs.

Our basic Q&A exercise brings to mind several important conclusions about stay interview solutions:

[image: Image] Leaders who bring open minds to the process are far more capable of identifying solutions that improve engagement and retention. Approaching employee requests with a “why not?” approach versus a “that would never fly here” response will lead to greater success.

[image: Image] Leaders must also support company policies and executives above them by using the proper pronouns, like “we” and “I,” rather than separate themselves from the management team by blaming those at higher levels and using “they.”

[image: Image] Executives must be prepared for reasonable change; workplace and schedule flexibility is the number one policy reason why employees leave. Executives who hear an inside voice that says, “I had to drive in heavy traffic so they should too” must adapt, or they will become obstacles to improvement.

[image: Image] While stay interviews call for individualized solutions, they will also lead to healthy changes in departmental and company policies. Examples may include implementing flexible work schedules, permitting some work from home, or developing an effective method for instituting employee development plans.

Resources at Leaders’ Fingertips

Set this book aside for a few minutes and make a list of all company resources that leaders should know and have available in order for them to build the best possible stay plans. Here are a few generic ones:

[image: Image] Your company’s policy and process for job posting.

[image: Image] Developmental opportunities available in-house or via external sessions to build needed job skills.

[image: Image] Professional certifications for specific fields.

[image: Image] Mentoring, cross-training, and other ways to use in-house experts to develop colleagues.

[image: Image] Professional readings that expand one’s base of knowledge.

[image: Image] Specific skills required for next-step promotions and ways to build them.

[image: Image] Your company’s policy for tuition reimbursement.

[image: Image] Projects that can be assigned to build additional skills and increase one’s contribution.

[image: Image] Your company’s policies for salary increases and overtime, employee referrals, and any other award opportunities employees can use to earn more money.

[image: Image] Your company’s policies related to schedule flexibility, work from home, flextime, and related issues—and your company’s practices, too, so leaders know which precedents have already been established.

Nearly all of these examples require employees to take some degree of responsibility for themselves. Leaders can propose and agree to developmental plans, but employees must carry out those plans and develop their own knowledge and skills.

My favorite developmental method from the above list is the one about assigning projects that the leader and employee agree will build important skills and increase one’s contribution. While oftentimes “development” is quickly associated with outside courses and certifications, the good work of Michael Lombardo and Robert Eichinger tells us that 70 percent of employee development results from challenging job assignments, 20 percent from observing good work and getting feedback, and 10 percent from coursework, books, or mentors.1 Or said another way, doing challenging work is the best way to learn, especially when coupled with clear and immediate coaching. Employees too can contribute to identifying the ideal challenging work assignment, rather than look to their manager to always identify perfect solutions.

Stay Plans for Executives

Since stay interviews begin at the top, let’s also think through ways that stay plans may be different for executives.

Our company conducts an annual study on the issues related to executive engagement and retention in order to learn the major drivers for both. Table 6.2 lists the results of one study about those in the C-suite who report to the CEO.

Table 6.2. Executive Survey Results




	Top 5 Reasons They Stay

	Top 5 Reasons They Would Leave




	1. Opportunity for input into company directions and decisions

	1. Opportunity for input into company directions and decisions




	2. Relationships with other executives and subordinates

	2. Total cash compensation




	3. Work–life balance

	3. Future potential cash compensation




	4. Work location city or state

	4.Company’s performance




	5. Challenges in my job

	5. Work–life balance






Source: 2010 Executive Retention Report: Executives Discreetly Exploring Career Options and Why the Boss Doesn’t Know.

We found it interesting that “opportunity for input” is the major driver for both staying and leaving. From the perspective of an executive who is one step below the top, this could mean, “I want to be asked more,” “I want input into major decisions rather than hearing about them after they have been made,” or even, “I tell you what I think and you ignore it.” Regardless, the data loudly tells us that providing input is extremely important for engaging and retaining executives.

Work–life balance appears on both lists, too, so it is also an important driver for staying or leaving. Note that pay is a reason for leaving but not for staying. This could mean, “I wish I could make more money, but I don’t think about money every day.”

Let us imagine, then, that your CEO has begun the first round of stay interviews and hears a consistent message from direct reports. They stay because they have input into key decisions, enjoy working with others on their teams, like the challenges and the life balance their jobs provide, and because relocating to another area is currently unappealing.

Why would they leave based on the data above? The answers appear to be because they want more input, more money, a better balance between work and home, because the company is slipping, or some of those common factors

The summaries in the previous two paragraphs are composites, so it is unlikely that any one person who participated in our survey provided these exact responses. But should your CEO hear this same pattern of answers, I recommend they rethink their style as it relates to seeking, listening, and truly considering their teams’ opinions on both big and small issues. For everyone, being consulted and heard leads to deep-seated feelings of self-worth, and employees think, “Any CEO who wants my opinion must think I’m smart. I really do contribute to our success here.”

CEOs should also be prepared to talk about pay. Our average executive (based on Table 6.2) is telling us they would likely leave for the right amount of money—as the saying goes, everyone has their price. My recommendation is to take the lid off all executive bonus plans and to tie bonuses to high production goals. Then ask executives what, if any, additional resources they need to meet stretch goals by greatly improving their own and their team’s productivity. The final plan will constitute the executive’s own “company” with profit and loss responsibilities. This type of plan is easier to build for executives who manage sales or production areas, and CEOs must be certain each plan is right before signing off. The message to executives becomes clear: you can make a lot of money here if you produce.

Regardless of the content of stay plans, CEOs should conclude stay plan discussions by asking each executive if the new plan is strong enough for the executive to commit to staying with the company for at least another year. CEOs should also ask each executive at least quarterly if the CEO is holding up their end of the deal. Our survey data makes clear that many executives are looking for other jobs, and, surprisingly, being engaged in their work each day does not predict whether they will stay.

One Last Thought about Solutions

The true story about the hospital food services manager in Chapter 4 underscores the value of sharing stay interview solutions across your company. Consider ways you can share the best results of each manager-employee stay plan so progressive ideas can transform your company. One way uses crowdsourcing by providing a blog-type entry board on your company’s intranet that is available only to those who manage others. This data could be sorted by topics such as development, schedule flexibility, additional pay opportunities, and other hot-button areas that are likely to surface during stay interview meetings.



Chapter 7

Can Stay Interviews Solve Millennials’ Engagement and Retention Issues?

Much has been written, said, and then repeated about millennials in our workforce. They and other employee groups have all been corralled under the term “diversity,” which I recall was first used in a Hudson Institute publication in 1987 that wisely predicted future workforce changes.1

The outcome is that we now have separate thinking, and in some cases separate techniques, for managing people from different backgrounds. The underlying belief is if we know patterns of values for a group, we can then generalize the best solutions to engage and retain them. Let me use millennials as an example. First some facts:

[image: Image] Millennials represent those born between 1980 and 1996.2

[image: Image] They will comprise more than one in three adults in the United States by 2020.3

[image: Image] By 2025 they will make up 75 percent of the US workforce.4

In other words, we better learn how to manage millennials. And we are not doing this well, indicated by the following:

[image: Image] 21 percent of millennials say they’ve changed jobs within the past year, which is more than three times the number of nonmillennials.5

[image: Image] The cost of this turnover alone is $30.5 billion annually.6

[image: Image] Millennials are the least engaged of all generations in our workforce, as only 29 percent are emotionally and behaviorally connected to their jobs and their companies,7 meaning a full 71 percent are either sleepwalking through their jobs or sabotaging others so they can’t complete their work, according to a recent Gallup report.

All of this data sends a loud and clear message that we need to find better ways to manage millennials, and fast—because many are slogging through our companies and then leaving for other jobs.

The Usual Millennial “Solutions”

Here’s a typical answer to what millennials want, again from same Gallup report, although the study presented here echoes many others. Millennials want


	Not only a paycheck, but a purpose;

	Not only job “satisfaction,” but development;

	Not bosses, but coaches;

	Not annual reviews, but ongoing conversations;

	Not fixing weakness, but developing strengths; and

	Not just a job, but a true part of their life.



So the obvious question for managers becomes, “What should we do based on this data?” Let’s brainstorm a few possible next-step scenarios:

[image: Image] I will hold annual “purpose discussions” with my team to make sure everyone is aligned with a purpose they like.

[image: Image] Everyone gets an annual development plan—even if they don’t want one.

[image: Image] Since I need to become a coach and also stay away from discussing weaknesses, I will only talk about what my millennial employees do well.

That solves everything—except of course it doesn’t. While the obvious shortcoming of these studies is that they provide broad strategies but zero solutions, the far greater error is in assuming that the so-called values of any group can be applied with perfect fit to each member of this group. And what if our best-performing millennials don’t fit this mold?

I learned in Sociology 101 that group data can be useful, but not for making hard conclusions about each member of that group. This harkens back to the opening page of this book, which states that if you want to know how to retain and engage employees, “just ask them.”

Stay Interviews and Millennials

Stay interviews cut through the clutter of group thinking about millennials and baby boomers, and for that matter differences based on gender, race, nationality, and the rest. Let’s prove this point with a few examples.

Should you wonder if your millennial employees want more development, or to eventually become CEO, ask them stay interview question 2 (see Chapter 5). Here’s how this discussion could play out:

Manager: What are you learning here, Justin? And what do you want to learn?

Justin: I don’t know. I feel stale, like I’m doing the same things and going home bored, like I’m not accomplishing anything new.

Manager: That’s not good. Tell me something you want to learn, or someone’s job you’d like to learn more about.

Justin: Well, I have thought about this. Shirley’s job in accounting looks interesting and might be a way I can get more interested in working here.

Now the manager has probed for clues and would smartly move the discussion toward skills. The continuing exchange could include the manager gaining Justin’s opinion of the skills necessary for Shirley’s job, then arranging for Justin to shadow Shirley and interview her about skills, and ultimately developing a plan with Justin to learn those skills.

Let’s explore how a manager asking another stay interview question can lead to solutions for millennials, this time question 4:

Manager: When’s the last time you thought about leaving, Maria? And tell me what prompted it.

Maria: I’m not sure… But I have thought about leaving, that’s for sure.

Manager: Please tell me what triggered your thinking about leaving. Take your time if you need to. Knowing how I can keep you and make work better for you is important to me.

Maria: I guess I feel I don’t have a purpose. I want to do something great, something useful with my life, and I can’t see how the things I do here at work make a difference in the big picture.

Manager: Yeah, I have times like that, too. But I learned years ago to then look at my daily work backwards, meaning start with who and how many people in the world benefit from what I do. Let’s do that exercise together for your work, and then I want to give you a few questions to consider so you can bring your answers to me later.

This discussion can take many turns but all of them are ultimately good. Maria could learn she is indeed in the right job once she sees the broader picture of outcomes, or that another role may fit her better. Either result is better than her lacking engagement and wondering if she should stay.

Let’s do one more, this time applying stay interview question 5:

Manager: What can I do to make your experience at work better for you?

Jordan: Mmm, not sure… but I wish we worked together better. In a different way.

Manager: Tell me more about that, Jordan. What can I do to help us work better together?

Jordan: Sometimes I think you are too focused on your own work to really care about mine. And I might seem self-assured but believe me, sometimes I’m not. And then I won’t interrupt you because you’ll think I can’t do my job right.

Manager: Wow, I’m sorry if you think that way, Jordan, and it makes me realize I need to change. Tell me examples of the signals I send because I really do want to be available to you.

As this discussion continues, the manager learns details of his off-putting behavior and commits to positive change. And he might also ask Jordan to take responsibility for seeking him out when needed, and if necessary remind him of his commitment to be available.

Each of these examples addresses one of the previously stated millennial values: a purpose, development, a coach. The difference is that stay interviews have provided specific solutions to individual employee’s specific needs. This is far more helpful than trying to bend one’s management style toward a short list of some publication’s value-driven statements, especially when your top employees may operate with beliefs outside of these stated generalizations.

In other words, stay interviews can solve the lack of millennial engagement and retention—and it can do the same for all other employees, too.

Are Millennials Really That Different?

Let’s look at millennials through one additional and perhaps controversial lens. IBM conducted an interesting study of how the career goals of millennials compare to those of other generations, specifically Generation X and baby boomers. Figure 7.1 illustrates what they found.

[image: Image]

Figure 7.1. Career Goals for Generations

Source: IBM Institute for Business Value, 2014.

The bottom line is that millennials’ career goals are not much different than those of other generations. Only these specific and surprising findings jump out:8

[image: Image] Millennials are less driven to solve environmental challenges than baby boomers.

[image: Image] Millennials are the least likely among the three generations to feel passionate about their work.

[image: Image] Millennials are the least interested in work–life balance.

So how does all of this square with the common perception that millennials are such alien creatures compared to other and older generations? Here are a few possible justifications people offer for the misconceptions:

[image: Image] Millennials had computers in their hands as infants, even if we just told them to play with our phones, and few earthly inventions have had such a differentiating impact on how people think, act, and work.

[image: Image] Older generations learned technology by trial and error instead of learning in the classroom like millennials did, which make millennials seem even more different—and privileged.

[image: Image] Video games extended millennials’ technology interest, to the point that few young people seem to want to do nitty-gritty blue collar work, despite the large numbers of reasonably paying jobs they could secure.

[image: Image] Tattoos and body piercings are other visible signs of being different.

[image: Image] Helicopter parents made certain their children faced fewer life obstacles, and by doing so encouraged them to stubbornly stick to their preferences instead of adapting to others’.

Writing here as a baby boomer, let me send one final message to my peers in generations older than millennials. We made them what they are, so embrace them—and apply stay interviews to learn how to engage them and retain them rather than buy into the never-ending generalizations that may be true for some but untrue for others.



Chapter 8

Three-Legged Power: Integrating Stay Interviews, Exit Surveys, and Employee Surveys

In Chapter 1, I reported the shortcomings of employee surveys and exit surveys. Employee surveys were represented as good for measuring the progress of individual leaders but bad for external benchmarks. Exit surveys registered as “autopsies” that rarely, if ever, led to positive change because executives were not interested in the thoughts of people who left. Stay interviews now become the missing link between.

Smart companies see matching stay interviews and employee surveys as a hand-in-glove fit. They rely on employee surveys to measure employee engagement and then tailor stay interview questions to learn more about areas of concern raised by engagement surveys. Solutions are often a combination of team fixes if many employees express an identical concern during their stay interviews. But there are inevitably customized solutions for individual employees as well. In short, these companies use employee surveys to prompt additional stay interview questions. Stay interviews then become their tools to identify the absolute best solutions for all employees or one employee.

If you use that system of employee surveys and stay interviews working together, exit survey data then becomes confirmation of employee concerns we hopefully already knew. Managers who conduct stay interviews at least once per year reduce the likelihood that employees will leave by surprise, and are likely to have previous insight to each employee’s concern areas and have addressed them as best they could.

Realistically, we all know that some employees will be less than forthcoming in both stay interviews and exit surveys, and some reasons for leaving will catch us off guard. But stay interviews represent a tool that equips managers to anticipate, learn, and solve employee concerns to the best of their abilities. One way to measure stay interviews’ impact on retention is to not only count the reduced number of voluntary resignations but also to note the far fewer times that managers say of a leaving employee, “I wish I had known they felt that way.” If stay interviews are used successfully, each manager will grow closer to their individual employees’ innermost beliefs and concerns.

Let’s address five ways to make each of these surveys more effective, beginning with exit surveys. Whether you conduct these surveys in-house or use a vendor to collect the data, these recommendations will make your data gathering more effective and enable you to take real actions on the information you obtain.

Exit Survey Idea 1: Keep Surveys Short and Focused

Think backwards from perfection and identify the types of data that are truly actionable. Acknowledge that the primary purpose of exit surveys is to learn why employees choose to leave so you can spot trends in the data such as common leave reasons, leave reasons by manager or by length of service, and other useful data cuts.

In contrast, ask yourself if you can act on—or if you really care about—whether leaving employees felt good about their pay, benefits, supervisor, communications, career plans, training, or other workplace factors, if this information is not related to the reasons they left. This data often results in lengthy reports that are circulated around the management team with no specific recommendations. More importantly, a leaving employee may score your company low on benefits but indicate they are leaving because of their manager. Which piece is more important?

A trend is for exit survey vendors to ask the same questions to leaving employees that they ask to continuing employees. Their purpose is to provide you with the two sets of data so you can see how leaving employees feel about all aspects of their work compared to those who stay. Again, ask yourself if you can act on this data. Perhaps it’s a way for vendors to offer an “enhanced service” that lengthens their resulting slide deck or report.

All of these survey variations result in longer surveys, sometimes by fifty questions or more. This likely connects to the oftentimes-low participation rate of leaving employees which by itself makes the entire exit survey process far less valid due to small sample sizes. Which survey are you more likely to complete, a twenty-minute survey or a two-minute survey—especially when you have no vested interest in the outcome?

Exit Survey Idea 2: Report Comprehensive Leave Data

We all acknowledge that leave reasons are sometimes untrue, but other leave data doesn’t lie. One example is studying the length of service among those who leave, and often this data tells more about why employees leave than exit surveys do. Large numbers of employees who leave early have been mis-hired or have failed to connect with their supervisors, peers, or duties. The performance data of those who leave is even more important, because losing one high performer is an exponentially larger loss than losing an average performer. Losing low performers is usually seen as a good thing, even though they represent your company’s lost investment. Those who work in companies that use a five-point performance rating scale must decide if losing a “three” employee is really a loss, or if it is likely the replacement will perform the job better.

Both voluntary and involuntary turnover should be reported, as long as the organization notes that terminated employees represent a loss of investment due to hiring, training, and coaching costs.

But perhaps no exit data matters more than the number and performance levels of employees who leave sorted by manager. Finnegan’s Arrow makes clear that managers must take responsibility for their talent, including being held accountable for engagement and retention goals. Continual patterns of high turnover for individual managers versus their peers who manage the same types of employees in the same job conditions points a finger to those high-turnover managers as the likely cause.

HR managers often report that they circulate exit survey data and nothing happens as a result. That is because those who are communicating leave reasons are only telling just a small slice of the big retention picture. Integrating all related data not only tells the full story but leads HR managers to recommend targeted, compelling actions as a result.

Consider this question: Is it possible you have better data to understand turnover’s causes and solutions in your HR system than you can ever get from exit surveys alone?

Exit Survey Idea 3: Ask the “Net Promoter” Question

Fred Reichheld of Bain & Company is the longtime guru of customer loyalty, and much of his counsel can be equally applied to employees. In a recent book, Reichheld recommended that organizations rate their customer effectiveness on just one question: “How likely is it that you would recommend this company to a friend or colleague?”1 Customers, he said, should be given a response scale from 1 to 10, with 10 being highest. Those who respond with 9 or 10 become “promoters” and those who respond from 1 to 6 become “detractors.” Reichheld referred to those who respond from 6 to 8 as “passives.” From this data, he suggested then subtracting the number of detractors from that of the promoters to determine the net-promoter score.

Reichheld reported the very high numbers of referrals and repurchases made by promoters, and the likewise high number of negative comments made by detractors. Based on this data he presented a convincing argument that a company’s net-promoter score is a stronger indication of success than its profits.

Exit surveys should include the net-promoter question because how leaving employees answer is the ultimate measure of whether they think the company treated them well. Studying net-promoter patterns among managers, performance levels, and lengths of service will shed a brighter light on real retention issues. For sure, not all employees who choose to leave your company will give your company high scores, and this is especially true for those you ask to leave. But tracking net-promoter results and setting goals to improve the net-promoter score will increase your company’s reputation, both inside among continuing employees, and outside among potential applicants and customers.

So I recommend you add this question and weigh it just as heavily or more heavily than the rest: “How likely is it that you would recommend our company as a place to work to a friend or colleague?” Then provide a scale of 1–10 as Reichheld recommended in order to calculate your net-promoter score for employees.

Exit Survey Idea 4: Require Managers to Conduct Exit Interviews with Their Supervisors

I reported in Rethinking Retention in Good Times and Bad that Sam Panaralla conducts exit interviews with all leaving employees and then interviews their supervisors too.2 Panaralla manages a consulting firm where nearly all employees produce billable hours, so losing just one employee immediately hits the bottom line. His thinking is that not only does he want to learn each employee’s real reasons for leaving, but he wants each manager to learn lessons from the loss as well. In fact, Panaralla withholds signing off on new-hire requisitions until all interviews have taken place to his satisfaction.

I’ve recommended this technique to client companies and have seen very effective results. Supervisors now know that losing an employee leads to a meeting with the boss and they prepare diligently by digging to identify real reasons employees left and lessons the supervisor can learn as a result. Managers’ questions may include:

[image: Image] Did you hire this employee?

[image: Image] Did you anticipate them leaving based on your stay interview discussions?

[image: Image] What do you believe is the real reason they left?

[image: Image] How might you have changed your ways in order to keep them?

[image: Image] What lessons have you learned from this experience?

In most companies, supervisors either conduct the exit interview themselves, indicate the leave reason on a form, or stand by while human resources or a vendor company asks the employee why they left. None of these activities drive home supervisor accountability as well as the manager–supervisor interview does.

Exit Interview Idea 5: Track Improvements You Make

Few activities are more frustrating at work than those you do routinely that produce no results, yet you feel obligated to continue doing. For most HR managers, exit interviews fit into this group.

In such a case, I recommend you stop doing exit surveys—but only if you have implemented the prior four ideas completely and have seen no company improvements as a result. Measure these results by tracking whether or not turnover falls, new hires stay longer, managers with high turnover reduce their turnover, net-promoter scores improve, or high performers stay longer. Measure these results not just by numbers but also by anecdote—ask and listen to managers about lessons they’ve learned and whether they now hire and coach more carefully.

Validate, too, whether fewer leave reasons catch you and your managers by surprise after conducting exit interviews. Implementing stay interviews and improving exit surveys is a strong combination for not only improving retention and engagement but also ramping up the likelihood that those who leave could not have been retained.

To summarize the exit survey recommendations, you should be (1) quick, (2) thorough, (3) on the leading edge, (4) collaborative, and (5) prudent, by making exit surveys improve your organization. Otherwise, stop doing them!

Now let’s move on to five ideas to improve employee surveys.

Employee Survey Idea 1: Keep These Surveys Short and Frequent

Use employee surveys as internal benchmarks to measure progress by organization, units, and managers and also to sniff out employee concerns about major workplace issues. For example, ask for opinions about communications in one question rather than five questions that are more specific. If employees indicate communications are a concern, structure a stay interview question so supervisors can probe more deeply. Then while supervisors build local solutions that are based on their teams’ inputs, human resources can look over company-wide stay interview data to identify trends that lead to solutions company-wide as well.

Asking fewer questions opens the door to asking questions more often. Company intranets make it easy to ask employees to respond to ten or so questions when they log in each day so that data can be acquired with little fuss. Gone should be the days when employees are sequestered into a room and told they have forty-five minutes to complete the company survey and then “all pencils down!”

Managers will welcome more frequent surveys too, rather than be stuck on a substandard score for a year or more. They will perform better as coaches knowing that their teams will rate them more frequently.

Employee Survey Idea 2: Schedule Employee Surveys to Precede Stay Interviews

Map out a three-year plan for conducting performance reviews, employee surveys, and stay interviews. Separate performance reviews and stay interviews so employees see a clear difference between perceptions of their performance and ways the company can engage and retain them. Plan for stay interviews to follow within a month or so of receiving employee survey results so stay interview questions can be customized to address areas of concern expressed on the survey.

The primary variable here is whether your company conducts performance reviews at the same time for all or most employees, or conducts them on each employee’s anniversary month. If employees are reviewed simultaneously, schedule stay interviews to happen simultaneously about six months from performance reviews. Then surveys can be conducted one month after survey results are available. If performance reviews are conducted on each employee’s anniversary month, conduct their stay interviews six months from their performance reviews and use the most recent employee survey data available to construct the stay interview questions.

Employee Survey Idea 3: Ask the Net-Promoter Question Here, Too

The net-promoter question provides a similar benefit in employee surveys as it does in exit surveys. Your executives will want to know whether your organization’s and managers’ scores are increasing or decreasing. Survey designers usually recommend one or a small number of questions as more important than others; those form the ultimate score for employee satisfaction or engagement. Use the net-promoter calculation as either that ultimate metric or one of a few questions that comprise it.

Employee Survey Idea 4: Appoint Yourself Quality Manager for All Survey Action Plans

Managers know the employee survey drill: get results, compare benchmark scores, and submit a report with improvement actions. While some of these action items are creative and effective, others only check the box by committing to nonspecific recognition events and other usual suspects that substitute for real leadership. The real leadership improvement opportunity in these circumstances is yours.

Challenge these managers by probing for details regarding why, how, and when. This can initially be done via a form so action plans are more than paragraphs, but some managers require in-person or remote discussions that present hard questions to ultimately derive an improvement plan that really makes a difference. Ask the executive who oversees that manager to lead such a meeting because the executive will bring an authority you lack.

Take the identical approach with stay interview improvement plans, too. Employee development plans offer a prime example as these can range from highly specific to nearly undefined. Ask yourself if the proposed activities and completion dates would really make that employee both a better performer and more inclined to engage and stay. If the answer is no, suggest specific improvements.

Employee Survey Idea 5: Hold Managers Accountable for Achieving a Survey Standard

Leaders on all levels are accountable for profits, customer service, quality, staying within budgets, and other standard performance metrics, and I’ve recommended in this book that they also be accountable for employee retention. Most organizations track how their managers scored on employee surveys, but few CEOs treat that score as an equal to profits, service, and the rest.

So think through how your executives handle managers whose teams treat customers poorly, resulting in weak customer service scores. Are these scores circulated on a one-time report with the assumption that low-scoring managers will take appropriate actions? Or do executives meet with these managers to develop an improvement plan that the manager must ultimately achieve or suffer from lower bonus payments or even termination?

Clichés like “inspect what you expect” apply here. Psychology 101 taught us that humans respond to stimuli. If necessary, ask your executive team whether they see managers’ employee survey scores as equal to other important metrics, and then summarize for them the usual follow-up activities and potential consequences. Their ultimate question is, “If you don’t act on this data in ways that make it very important, why do we do the survey at all?”

To summarize employee survey recommendations, you should be (1) quick and frequent; (2) timely (to integrate with stay interviews); (3) leading-edge in quality control; and (4) effective and courageous when influencing executives to hold managers accountable.

Why Not Initiate a People-Management Balanced Scorecard?

Dashboards, scorecards, and other new-look-reporting mechanisms are trendy and very useful for reporting operational metrics, so why not develop one for people management, too? You now have the follwing at your fingertips, for each manager:

[image: Image] Employee survey scores versus the company score and a standard.

[image: Image] Employee turnover versus the company percentage and a standard.

[image: Image] Employee turnover by reasons for leaving.

[image: Image] Employee turnover by performance.

[image: Image] Employee turnover by length of service.

[image: Image] Net-promoter scores of current and exiting employees.

You can also add to this data each manager’s revenue per employee to see if they are using their assigned positions effectively. Data related to net profits, quality, and customer service are direct reflections of how well a manager leads their team versus peer managers.

CEOs are accustomed to reviewing sales, service, and other operational metrics daily, often by 6:00 a.m. People-management data is not only less available for them but it is also more diffused. Rarely is this data incorporated into one clear and concise report. Any report that presents this data must also present it by individual managers by name in order to cause substantial change.

People-management data on all levels predicts the future whereas daily operational data talks only about today. Those HR managers who want to drive harder each manager’s responsibility to effectively manage their team must do so with data because most CEOs and CFOs are numbers-people. Influence sometimes requires translation. Finnegan’s Arrow presents another example of translation, as the very best way to influence CEOs to hold managers accountable for turnover is to ask the finance department to place a cost on turnover first.

So make a list of your tasks for today, this month, and this year and circle the ones that are truly strategic, ones that will drive your company forward in the eyes of your CEO. Then consider the lasting value of providing that person with comprehensive people-management data by organization, department, and manager, each month or more frequently.



Chapter 9

The Stay Interview Game

Following are seven scenarios representing different managers’ approaches to managing their stay interviews. Each scenario offers a complex challenge and your role is to identify the strengths and weaknesses of each manager’s approach. Later we’ll ask you to rank each manager’s effectiveness from most to least effective, and then ask you to compare your answers to ours.

Please note that some of these examples represent extremes. Most stay interviews conducted by your company will be smoother and more congenial. But there may be a few that offer challenges that must be addressed and the stay interview game will prepare you and your managers for those challenges.

Scenario 1: We Call During Dinner

John’s title at WCDD call center is team leader. The company’s name is based on the initials of its four founding partners, but employees refer to the company as “We Call During Dinner.”

John’s duties include managing a team of fifteen agents, all of which have various levels of experience and skills. Because John has so many direct reports, most of his day is spent listening to calls and solving problems. And oftentimes he is on the phones himself because of high turnover.

Two times each month John sits with each agent individually to conduct quality control meetings where together they listen to one of that agent’s recorded calls which John has graded against the protocols the agent learned in training. The grading scale is from a low of 60 to a high of 100. Agents have learned that earning a score of 100 is nearly impossible, like Olympic scoring, since something is surely less than perfect.

Conducting stay interviews made John uneasy. He learned supervision from watching those above him so his style is, “Is everything OK?” and “Here’s what you can do better.” Turnover is 80 percent at John’s center and his own agents stay about as long, or short, as the rest. When one quits John knows it’s because the job is boring, the pay is low, and that’s the way young people are—even though John is only 26.

John attended stay interview training and then told his team what he was instructed to say: that he wanted to meet with them one-onone to learn why they stay as well as how he could help them become more engaged and stay longer. Having never heard these types of words from John before, his team froze.

John’s initial reluctance now turned into a desire escape. He sought out Wendy, his manager, to explain that he was too busy to hold one more individual meeting with each agent that month so he planned to merge the stay interview discussion into one of the monitoring meetings. John knew this method would increase his own confidence and give him control of the discussion, since he would begin the meeting telling the agent how many points they scored below 100 on the call they would listen to together. But Wendy explained that they all heard in training that the stay interview had to be held as a separate meeting, independent of any performance discussion. For John, playing the busy card didn’t work.

John scheduled his first stay interview meeting with Maria, a four-year veteran with WCDD. John and Maria had always gotten along OK, so John thought he would start with someone who would make his first meeting easy.

John began the meeting by asking Maria what she liked about her work and Maria’s answer was vanilla: the job was OK, the people were OK, the customers got rude sometimes, and the commute was long when school was in session. John then asked what Maria didn’t like and Maria paused first and then said the following: “John, we all know you are having these meetings because you have to. You seem like an OK guy but none of us feel like you really care about us. We’ve all talked about this since you mentioned these meetings last week and we just don’t think telling you our problems is going to do any good.”

John’s mind flashed to Wendy first, knowing that she put him in this position because she wouldn’t let him combine this meeting with the monitoring session. But he knew he had to say something back.

“Well…” he began, “Of course I care about you. It’s just that it’s so hard to show that when my job is to tell you what you can do better.” John heard himself say those words and knew it was a cop-out, but still hoped Maria would buy it.

She didn’t buy it. Maria entered the meeting knowing her years of experience made her the informal spokesperson for the team. Over the next twenty minutes, she told John that while having more “things” at work would be nice—better schedules, more socials, maybe even vision care—she observed that the team just wanted to feel better during their forty hours a week at work and that changes in his behavior could be the answer.

“So you’re blaming me for all of the problems in WCDD, huh?” John fired back. And he was just warming up. John went on to say that he couldn’t control the pay scale, that he knew agents were expected to cram too much into calls, and that his manager and his job didn’t permit him time to be nice to each agent on his team. Then John drove home two points out of sheer frustration: “Besides, I had to work under these conditions when I started so you have to work under them, too. And when did the team ever do anything nice for me?”

Maria knew she was in too deep to bail, so she made a brave suggestion. “John,” she said in a softer tone, “I think we should step back a little and think about all that’s been said here. How about if we meet again tomorrow morning and talk about ways we can make this better, for all of us? I promise I will keep all that we’ve said to myself between now and then.”

John mumbled his “OK,” not realizing that he had just lost control of his stay interview meeting.

That night John’s mind raced back to all that he said and should have said. The emotional side told him what our minds tell us when we hear bad news at work about others’ negative feelings for us: that our long hours aren’t appreciated and we don’t make enough money to take this—so we should flee.

Near morning, though, John knew Maria was at least a little right and that he could try harder, be nicer, reach out more, be more positive, and look for reasons to actually like the members of his team—or at least most of them.

While John was flopping from anger to acceptance, Maria knew she had volunteered for a job with deep consequences. She could emerge as a hero to John and the team, or she might face an angry John again in the morning and have hurt her relationship with him forever. And he was the boss.

At 9:00 a.m., Maria strode into John’s work area and suggested they find a quiet corner in the break room and have a cup of coffee. John followed and still didn’t know just what he would say. Once they settled into their table, Maria said the following: “John, I thought a lot about this last night and I believe you not only can become a caring supervisor, I know you want to be one.”

From there the conversation went easily. Maria’s opening line made John know that she liked him and cared about him. John felt more human now and less like a work machine. Together, he and Maria worked out a plan of ideas whereby John would make himself more available to the team, begin each monitoring session with at least three compliments, go out of his way to learn a few personal things about each agent so he could ask about them, and focus on smiling more and frowning less. The only hard part for John was realizing that his changed behaviors would be an indicator that he had been “wrong” before, but over time he decided that was OK. Toward the end of the meeting, John told Maria he would hold a team meeting to announce “the new John.”

“Not good,” Maria said. “Start the new ways immediately but let each agent have their say in the ensuing stay interviews so all will have contributed to the solutions. Besides, you really don’t know what else you’ll hear because we all see things a little differently.”

Two months later, John was a better supervisor because the stay interview feedback guided him to new behaviors. He was a combination of “new John” mixed with some of “old John,” inconsistent for sure, but better. And engagement and retention improved across his team as a result.
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Scenario 2: Tipping Cows

Brenda’s eyes glanced toward the floor when she heard her manager say she wanted to meet with each team member to learn why they stay. Brenda was unhappy and was embarrassed about her problems but faked being OK day to day.

Having been raised and still living in a rural Midwestern town, Brenda caught the nurse bug early and was fortunate her parents could help her through college. After graduation, a doctor who was a friend of the family was setting up shop and asked Brenda to join. She did, and helped that doctor treat her community’s patients for twenty-three years. Brenda’s skills were a perfect match for providing individualized, caring treatment for those who needed it.

Out of the blue, the doctor announced his early retirement. He told Brenda the office lease would expire soon, he had found a buyer for his equipment, and he was confident his patients could find new sources of care. He also knew the local community hospital was expanding and he was certain Brenda could find work there.

Still dazed, Brenda proceeded to apply at the hospital. She learned there were immediate openings and believed treating patients was the same regardless of the setting. Her commute was a few miles longer as she had to drive into town but that was OK. She had also been told that she would have to learn technology skills that were new to her, as the hospital had recently installed a new system for nurses to record and track their patients’ treatments and medications.

Brenda’s first week included detailed and extensive training on computers and technology. Each nurse was anchored to a laptop on a wheeled cart that they pushed from room to room. Other nurses referred to these carts as COWs for “computers on wheels.” The chuckle expression when navigating tight spaces was “Don’t tip your COW!”

Brenda’s face fell when hearing the stay interview announcement because she struggled so with technology and everyone in the room knew it—except her manager, Billie. Brenda’s technology experience at the doctor’s office was thin, as the doctor had never invested in anything beyond Microsoft Office. Worse for Brenda, she had asked for help from so many of her peers that they were losing patience with her. It wasn’t that Brenda was afraid to ask for help. Instead, she really believed she could never learn to use the software because technology frightened her. She feared she was too old to learn.

On the day of her stay interview, Brenda confessed this to Billie. Billie had heard snippets from other nurses about Brenda’s computer shortcomings and felt good that the issue was now on the table. Billie saw Brenda’s need as easy to pinpoint, and believed that she required more classroom training and a peer coach who would be open to Brenda’s questions. Brenda nodded to agree that this would help, yet felt deep inside that no amount of training could help her conquer her fear. It was like a chronic illness.

During the meeting, Brenda also surfaced a second concern, about schedules. During her interviews, Brenda heard clearly that her hospital job would require working a fair share of weekends and holidays. This was far removed from the doctor’s office where the hours were weekdays and daylight, and all after-hour emergencies were referred to 9-1-1 or the hospital. In fact, Brenda hadn’t worked a Friday afternoon in her life.

Brenda explained the usual reasons why weekend and holiday work was unattractive—family events, church, errands, overnight guests—but knew her peers had the same obstacles to overcome. So, she proposed an advantage she could offer Billie in order to gain a schedule preference, so she could at least pick which holidays she worked rather than have them be selected by chance.

The advantage Brenda offered was that she would agree to be the first nurse called when a night-shift nurse called in sick, as long as this did not require her to work three consecutive shifts. Brenda saw this as a win-win plan: Billie would know she had a guaranteed fill-in without straining her relationships by calling others on the team, while Brenda was willing to tolerate these life interruptions to earn choices regarding holidays, and also desired the overtime she would earn as a result.

Unfortunately for Brenda, her “advantage plan” fell flat. Billie listened carefully but knew early on that she couldn’t agree to Brenda’s idea without giving all others on the team the same opportunity. Billie also knew that the scheduling plan in place was ultimately fair and treated everyone identically, and that’s the way she wanted it.

Billie explained her reasons for rejecting Brenda’s idea in a clear, firm, and professional way. She smiled as she told Brenda how moving from the schedule-friendly world of the doctor’s office must be hard, and that she had privately questioned whether Brenda could make that adjustment before hiring her. She concluded by saying that others on the team might want the same arrangement Brenda had proposed, and she was unwilling to stir the schedule pot by advancing it.

Billie then asked Brenda if she had any other things to discuss. Brenda said no, and she was looking forward to finally grasping the technology that she had so far been unable to learn. When she got home that night, Brenda understood that the feared technology wasn’t going away, and neither was weekend and holiday work.

One month later, Billie saw Brenda in the hall. Walking together, Brenda told Billie that the computer training had helped, but that the peer mentor idea gave her the biggest boost of confidence, which is what she had really needed. Billie congratulated Brenda on advancing her skills and then went about her way.
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Scenario 3: RENRON Consulting

Two years ago, Charles had taken his recently earned MBA to RENRON Consulting Company, having chosen RENRON over several others that had made very attractive offers. Charles had chosen RENRON for several reasons, not the least of which was RENRON being perceived globally as one of the top three firms of its type.

But the last year had not been kind to RENRON. A series of ethics violations and resulting lawsuits had weakened both its stock value and its global reputation. There were days when Charles regretted his choice of employer.

On the day of his stay interview, both Charles and his manager, Eleanor, knew this topic would dominate their discussion. Eleanor took the lead and began the meeting by asking Charles his most recent thoughts on the topic. Charles replied, “I have no new thoughts, Eleanor, just the same ones. How did our executives put us in this position and what are they going to do about it?”

Eleanor had prepared diligently and read from her notes: on this date the company had reiterated its statement of ethics, on another date the board had appointed a special committee to review the policies that had caused the problems, and on yet another date the company had announced all executives, managers, and consultants would take a newly designed ethics course and sign off that they would act in ethical ways on behalf of the company.

These were old words to Charles. He knew he was far too distant from the source of the fixes to feel comfortable with his future. And headhunters were calling every week to poach his talents.

Feeling Charles’s frustration, Eleanor said the following: “I know you are frustrated, Charles, and I am, too. But I’m telling you all that I know. What else can I do to help you believe RENRON is pulling itself out of the problem and will soon be on the road to full recovery? How can I assure you that we will soon be back in the top three?”

The part Charles heard was, “I’m telling you all that I know.” He realized that Eleanor’s word was “too small” for him, that he needed to be assured by a higher source, especially one who could tell him about the problems and solutions in more detail. Subconsciously, what Charles really needed was to feel like he was on the inside of the closed-door discussions, a status no one on his level had attained.

 “I just need to hear it from someone higher,” was the sentence Charles chose to express his position.

Eleanor, being quite smart, was reading the situation accurately and realized a time-out was in order. “Let me think about your concern, Charles. Can we meet again on Thursday?”

That afternoon Eleanor asked Mitchell, her manager, if they could talk for few minutes. Eleanor suggested to Mitchell that together they identify someone for Charles to meet with who both appeared to be an “insider” to Charles yet also would effectively assure Charles that everything would be OK. Mitchell pushed back, expressing a legitimate concern that Charles should receive no special treatment. Knowing Mitchell as she did, Eleanor expected this objection. After much discussion, she sold Mitchell on the idea that since she had scheduled a monthly lunch meeting with each member of her team, it would be OK to invite an executive to join her lunch with Charles the following month.

The discussion then turned to which executive to choose and Mitchell volunteered himself. Eleanor anticipated this stage in their meeting, too, as Mitchell saw himself as a highly respected executive who was a mentor to all. But Eleanor also knew that she needed a new face, someone Charles knew by very strong reputation and whom he would see as flattering to meet. Thinking further, Eleanor knew she needed to secure a lunch date with someone whose very presence Charles would see as testimony to his own growing stature at RENRON.

Eleanor knew how to manage Mitchell as well. She proceeded to tell him all of the reasons he would be a great choice—except that she needed a new face and his wasn’t. He reluctantly agreed, and together they decided the best choice was Mercedes, who was the divisional executive for the national consulting group. Eleanor had worked closely over the years with Mercedes, and Mitchell agreed she should contact Mercedes on her own.

From this point forward, Eleanor put the finishing touches on her plan. She first briefed Mercedes on Charles’s concern and secured her agreement for lunch. She then asked Charles if inviting Mercedes to join their monthly lunch meeting would give him the right opportunity to discuss his concerns with an executive. Charles beamed and left her office with his head held high.

Privately, Eleanor knew that she was giving Charles privileged treatment over his peers and could think of no way to disguise it. Ultimately she decided that Charles was one of her best performers who also had the greatest potential, so all means should be used to keep him and engage him. Over time she might ask Mercedes to join her for other team-member lunches, and so she convinced herself that Mercedes’s lunch with Charles was the first of many.

Two weeks later, Mercedes joined Charles and Eleanor for lunch. After exchanging pleasantries and ordering their meals, Eleanor opened the discussion by inviting Charles to state his concerns. After hearing them, Mercedes gave essentially the same response Eleanor had given Charles weeks before. She added a detail here and there that Charles had not heard, but more importantly positioned the recent goings-on within the context of RENRON’s solid history of industry leadership and ethical behavior.

After lunch, Eleanor accompanied Charles to his office and asked for his impressions. Glowing in the aftermath of a private executive briefing, Charles said he was proud to be a member of RENRON. Eleanor knew she had patched Charles’s emotional need, even though he had believed what he needed was more information.
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Scenario 4: Parts-Is-Parts

Robert had now completed seven stay interviews and had his routine down. As general manager of Parts-Is-Parts Fried Chicken store 66, Robert knew the easy part about satisfying his employees was that their jobs weren’t complicated. So far he had fixed a few relationships among peers, learned a thing or two about his own style, and explained to one team member why the company couldn’t pay more for her family’s health insurance. With seven meetings done, Robert felt like a real problem-solver.

Robert had also completed the stay interviews for the most important members of his team and was now moving into the group he considered to be phase two. These were the passive, steady workers who had been there forever. Next up was James, a nine-year veteran who loved to fry chicken. James had a ready smile for everyone that came straight from his heart, although it came via the exposure of a missing front tooth.

Robert began with his usual intro, exclaiming how he wanted to build his Parts-Is-Parts store into the very best one where all team members wanted to come to work. He then asked James how he could make his job better.

James threw a curve. Smiling as always, he told Robert he had given his all for nine full years and it was time he got his due. James wanted to be promoted to shift leader and then within two years land a coveted spot in the Parts-Is-Parts management training program.

Stunned, Robert searched for an easy sentence that would reduce James’s expectations. After an uncomfortable few seconds he settled on this one: “Why, James, would you ever want the headaches that come with managing people?”

Robert knew he had to nip this wish in the bud and resorted to telling James all of the reasons why moving up the ladder would make him unhappy. But within a minute Robert could hear himself babbling and knew he was showing he had been caught off guard. He then said the magic phrase every smart manager says during stay interviews that take on sudden twists: “Why don’t you give me a few days to think about this, James, and let’s talk again on Friday.”

Robert was in a pickle he had to solve on his own. Sponsoring James upstream to the next level would lead to “you gotta be kidding” glances and worse, he thought to himself. Even if he found a way to promote James to shift leader, the Parts-Is-Parts management training program offered such stiff competition that James had no chance of getting in. But while Robert could blame the company for James not winning a spot in the training program, he had no defense for not promoting James to shift leader. That decision was his and his alone.

Robert’s decision became clear—when in doubt, stall. He wrote out six questions to ask James about why he wanted to become shift leader without ever mentioning the management training program. A few of the questions were hypothetical and used current employees as examples, such as, “How would you handle Alicia if she came in late two days in a row?” Instead of just asking for answers, Robert asked James to act out his responses, believing James might stumble by having to say out loud the exact words he would use to solve a common employee issue.

But James’s answers were pretty good. In fact, Robert realized that James was unintentionally instructing him on how to handle people-management situations by presenting approaches and solutions Robert had never considered on his own. Somehow, beneath this grease-stained apron was the mind of a potential people leader.

Flummoxed again, Robert bought more time. “Let’s meet again next week,” he said. James beamed back approvingly through the gap in his teeth.

For Robert, the decision-making flowchart had become clear. Even if James had hidden talents, no one would believe it. So if he wanted to give James a legitimate opportunity to become a shift leader, he had to find a way for others to see the undiscovered side of James. At first, he considered just giving him an illegitimate opportunity—faking helping him with no intentions of truly sponsoring him.

Robert eventually decided on a different plan. Since shift leader positions became available every six months or so, he had time to build it. Step one was to elevate James to a minor leadership role within the store in order for James to demonstrate his newly disclosed abilities. Robert sensed that he could never promote James without finding a way to sell him in advance to his peers.

During their next meeting, Robert opened by saying the following to James: “Last week you told me some really good ideas about how you would approach team members, James, and I was pretty impressed. I have an idea for you that is a good next step and I want to hear your opinion about it. But before I tell it to you, I want you to know that I can never promise you a promotion to shift leader or, especially, to the Parts-Is-Parts management training program because there are many employees in addition to you who want those jobs. But by working together, hopefully we can put you in a position to compete. How does this sound so far?”

James nodded and leaned forward. The idea, Robert explained, was for James to take on a training role in the weekly team meetings. Each week James would identify a piece of one job and provide a tip, and then ask the team to contribute additional tips. For example, week one’s tip would be things to tell yourself so you keep smiling when a customer becomes rude. After each meeting James would summarize the ideas and post them on the bulletin board by the time clock. James would preview his comments in advance with Robert each week and they anticipated hearing other good ideas from the team

Robert knew the risks involved. A few members of his team would for sure question why James got such a plum role that made him look superior to them. This would inevitably lead to gossip and unproductive chatter among the team. Additionally, Robert sometimes invited his manager to these meetings and she would question his judgment.

But after much thought, Robert saw James as someone worth supporting. His bet was that after two meetings all doubts would be dismissed and his team and manager would see the wisdom of his decision. And once sold, he then had a legitimate choice to move James into the next shift leader position or recommend him for the same position in another store.

Robert’s best skill throughout James’s saga had probably been buying time, and he had done it again. And when the next shift leader position came open, Robert would have much more information on James to make an informed decision.
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Scenario 5: Burning Bridges

Paul knew he was last on the stay interview schedule. Being 52, it was almost like the meeting sequence was based on age. One month ago Shirley, his manager, announced the stay interview process and said she would reach out to each team member individually. Since then Paul watched each of his younger peers go in and out of Shirley’s office and then heard chatter regarding the promises she had made—usually training that could lead to more money and promotions.

Paul didn’t mind being last, he told himself, because he might meet with himself last in that position too. Paul was a lifer, having joined New-Age Engineering right out of college, and he had never made a ripple about leaving or wanting something more. “Team player” was Paul’s mantra, day to day, decade to decade.

But Paul knew, too, that the recession had sapped his 401(k) and he needed to make more money to retire in ten years. So the timing of his stay interview, then, wasn’t nearly as important as the outcome. And he was confident he would leave with as good a plan as the others, since his performance appraisals had always been outstanding.

When the big day came, Paul received a text from Shirley’s assistant asking if he could move the meeting to the following Tuesday. As was his way, Paul tapped back with a smiley face and said that would be fine. When Tuesday came, Paul arrived at Shirley’s office early with prepared notes in hand. Though Shirley arrived late, Paul maintained his optimism.

Shirley began the meeting with a warm greeting and then thanked Paul for his years of outstanding service. She then said she was pleased Paul was on a steady course, and that his contributions were just as she needed them to be.

Paul was waiting for questions that would cue his notes, but as he listened to Shirley he feared they would never come. Finally, he interrupted and said, “Shirley, I need more money and I know I can contribute more.”

At just that moment, Shirley’s cell phone buzzed and she checked the message. Through a thin smile she asked Paul’s forgiveness and sent a lengthy response.

Paul knew he had to lead the discussion, and proceeded with uncharacteristic bravado. For most of his career, he said, he had been pigeonholed into designing bridges and similar structures. This left him with fewer projects than the young engineers who had learned in college to use various software products to do different types of work. Paul went on to say that his strongest computer design skill was the result of a company-sponsored course. Virtually all of his college training was obsolete.

Paul knew he needed more training in order to be more valuable. His deepest fear was that the economy would hit another downturn and he could be laid off. And in Paul’s mind, being laid off and getting a severance package each brought the same dead-end result. He couldn’t take a lump sum in place of ten more years of work and still provide for his family as he intended. And without more training he was probably not employable by another firm.

Paul explained his predicament in lucid terms to Shirley. From his perspective, the problem had a simple solution which he was leading up to.

Shirley’s perspective, however, was that this meeting should already be over. Paul was “parked” in her mind, and rightfully restricted to bridge design and similar projects. Her younger team members were better trained, more versatile, and cheaper to pay. Paul should be glad to coast to retirement and hope she retained him that long.

Not knowing Shirley’s thoughts, Paul proceeded to lay out his plan. On his own he had discovered four university courses he could take by correspondence that would supplement his knowledge and therefore his contribution. Paul knew that by completing these courses and doing complementary work assignments, he would ensure his place in the workforce for ten years or more, whether employed by New-Age or another firm. The total cost for Paul’s plan was less than $20,000 and he asked Shirley to support him.

Shirley’s answer was no, but she held off on saying it. Instead she told Paul she had planned just twenty minutes for this meeting and their time was up. “You’ve laid a lot on me, Paul. Let me get back to you with my answer. I’ll need to check this with those above me.” Paul nodded, smiled, and extended his hand in partnership before he left Shirley’s office.

During the next few days Paul’s proposal didn’t make Shirley’s top ten to-do items. She had many distractions about current work getting done, as even the young smart ones could get off track. But seeing Paul in the hallways and cafeteria reminded her that she had to tell him the bad news. This decision was easy for Shirley. It made no sense to invest money in Paul when she could invest it instead in someone with more potential and especially with more years to contribute. “Besides,” she told herself, “no one here really listens to Paul so his being disappointed won’t resonate with the rest of the team. He’s a loner who has served his time and gotten just what he deserved. As long as I can keep him employed,” she reasoned, “I have been a fair manager, even if he won’t agree.” Shirley also knew she didn’t need any help from her own manager to make this decision. Her thinking and conscience were equally clear.

Nine days after the stay interview, Shirley invited Paul in for a “five-minute chat.” She told Paul that she was pleased with his current contributions and saw no reason to trouble him to take additional courses. She promised to seek extra projects for him when circumstances permitted, and again thanked him for all he had contributed to New-Age Engineering.
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Scenario 6: Rump Roast

“Thank you for shopping with us, ma’am,” Lester said for the thirty-seventh time that day. Today was Saturday, the week’s busiest day at Shamrock Supermarket. For Lester, Saturdays just offered more of the same boring work.

Lester joined the company to bag groceries while still in high school. After graduation he stayed on and talked his way into the butcher shop where he learned fundamentals of carving and packaging. On Saturdays he spends much of his time in the back room preparing custom orders. But Lester found that after two years of butchering, every day seemed like another serving of rump roast.

Lester told the same to his manager Kelly during his stay interview. Kelly knew this would surface but also knew there were no easy answers. Many stood ahead of Lester for consideration for other positions. Besides, two years didn’t seem like a long enough time for Lester to complain his way to another position.

Kelly’s dilemma was compounded by Lester’s behavior. He came to work each day and completed more work than most. He was reliable, volunteered to help others, and was good with customers when he got the chance. The flip side was that Lester couldn’t manage his mouth as he constantly chattered toward anyone in reach about his life and his opinions of Shamrock.

Lester’s daily menu of information included comments about his nagging wife, his unappreciative children, his neighbor who wouldn’t cut the grass, and running commentaries on politics, religion, and the economy. Lester of course believed his positions were always right, and somewhere down deep he had adopted the idea that he was also entertaining. His peers would call him anything but, and referred to him behind his back with names that were similar to “rump roast.”

Kelly knew this situation was out of control, but had done nothing to stop it. Early on she thought Lester would outgrow it, and that running at the mouth was his way of adjusting to a new circumstance. Then once or twice she sent him a discouraging glance and hoped he’d take the hint. But hints couldn’t stop this man, who was on a subconscious, ego-driven mission to lead others toward his every conviction.

Until now, Lester had gotten by because Kelly basically ignored him. Kelly’s position morphed into her appreciating Lester’s productivity and tolerating his shortcomings. Besides, she thought, nobody seemed too concerned about Lester’s babbling. Other members of the team had little faith that Kelly would ever confront him, so they complained among themselves but said nothing to her.

But now he wanted a promotion, or at least a transfer to another area. Kelly gritted her teeth discreetly, because her one supervisory class had taught her that she needed to be strong.

As the stay interview continued, Kelly absorbed Lester’s complaints about the redundancy of his work. Lester spoke with the forceful confidence that Kelly would move him because he had only heard good things about his work. And he knew he was always right.

Kelly allowed Lester to delve into great detail about his frustrations in order to procrastinate fulfilling her role in the meeting because she didn’t know how to approach him. When he finally stopped talking, she said this: “Lester, we have a problem we need to discuss and you are going to have to overcome this problem before I consider you for another position.”

Kelly found her spine and told Lester all that she knew and felt about his expressing his opinions. Lester responded by talking, of course, and initially defended his opinions as correct. Kelly redirected the exchange to present Lester’s ramblings as distracting from work regardless of their accuracy. This was hard for Lester to grasp because above all else he saw himself as an entertainer, someone who made everyone’s day at work better.

After forty-five minutes of verbal jousting, Lester asked Kelly why she hadn’t told him this before. Partly to shift the blame, he told Kelly he had come into his stay interview to move his career forward with Shamrock but now felt he was taking a step back. Kelly felt a brief urge to say something apologetic but instead said, “I know this is not what you came to hear, Lester, but you need to hear it.”

Lester took on Kelly’s feedback like handling the five stages of grief. In the denial stage, he asked a few peers if his opinions really bothered them and learned indeed they did. These talks were difficult for both sides not only because they required candor, but also because Lester still defended his opinions as correct.

Ultimately, Lester toned down his rhetoric and continued to do a good job. Kelly monitored his ramblings and improved a bit at delivering timely feedback. She also looked for positive things to say. For Lester, work became less fun because he had to place his mouth on guard, and he wondered if others really liked him since they had held back before. This meant they hadn’t been straight, he told himself, including Kelly. So while he stayed in the butcher shop, he wondered if Shamrock was still the right place for him to work.
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Scenario 7: Happy Endings

The employee survey results were in and Marvin wasn’t happy.

Marvin was the executive director of Happy Endings Nursing Home, one of many owned by Sunshine Corporation. Sunshine had followed the demographic paths of retirees to build hundreds of nursing homes across the southern part of the United States with heavy clusters in Florida, Texas, and Arizona.

This pathway had led to a shortage of nursing home workers during every economy. Because facilities were built where retirees had relocated, they tended to be clustered in narrow geographic areas. Facilities then competed for local talent, but much of that talent preferred to work anywhere else; nursing home employees must have big hearts, strong wills, and high tolerances for sights, sounds, and smells that others would abandon.

Marvin was keenly aware that employee retention and engagement drove his service levels up—or down. Whereas the Sunshine headquarters team accepted high turnover as inevitable for the industry, Marvin monitored his carefully. During the past three years he had lost an average of 70 percent of his team each year.

This year, Marvin’s engagement survey results looked about the same as last year’s. The overall engagement index was down two points. And like last year, the main employee concerns appeared to be pay, schedules, careers, and communication.

Marvin was perplexed. He couldn’t understand how last year’s solutions hadn’t yielded better results. Sure, pay would always be an issue, and Marvin privately questioned whether any employee would tell a survey that they actually liked their pay. He certainly wouldn’t.

Marvin tried to make schedules better but thought the smarter fix was to hire employees who wanted the unpopular schedules. For careers, Marvin brought in a local consultant to teach a three-part course where employees took charge of their own careers, and he promised his team all openings would be posted immediately. Communication, he figured, was the easiest of all to fix because he needed to do a better job staying in touch with the team. Marvin therefore implemented town hall meetings each quarter. He even came in at 5:00 a.m. to meet with the night shift.

Why, then, hadn’t survey scores gone up? And what could he do differently this year?

Enter a new idea. Having always been checking on new people-management trends, Marvin had heard about stay interviews as an alternative to surveys. What might happen, he wondered, if he designed stay interview questions that aligned with the weakest areas of his survey results and as a result learned the fixes employees really wanted instead of the best ones he could invent?

Marvin explained this idea to his management team and their reception was so-so at best. But Marvin knew his idea was a winner and wouldn’t back off. He returned to his office and wrote out one question each about pay, schedules, careers, and communication. The next day he told his management team his plan: that he would meet with each of them to ask the four questions and they would then in turn ask their direct reports, down to the first-line workers. From there, he told them, they would work together on real solutions that worked versus ones like he implemented last year.

Marvin’s team went easy on him during their stay interviews. They were actually a pretty pleased bunch, but they also knew stay interviews were Marvin’s pet project and they wanted him to feel good about their meetings. The management group’s interviews with their teams, though, produced real frustration for the management team. While a few employees wanted pay increases or career help, most wanted things their immediate supervisors could provide—but hadn’t. As the stay interviews proceeded down the organization, a trend became clear: most employees wanted things that only a better supervisor could provide and not a company-wide program.

Marvin had told his management team that one month out they would meet to review all stay interview results. When that day came, each manager trudged in with stacks of data that represented all inputs from those beneath them, up to three levels down. Marvin had given them a form to complete that listed the core subjects of pay, schedules, career, and communication. But Marvin also included a column to list which of the employees’ comments could best be addressed by the company and which were best solved by the immediate supervisor. Marvin kept score on a flip chart in front of the room and the final count was supervisor 62 percent, company 38 percent.

Examples where supervisors could improve included:

[image: Image] “Provide me with ongoing feedback on improvement areas rather than hold it until the performance appraisal and use it as reason for a below-average raise.”

[image: Image] “Tell me when the policies change on patient communications instead of correcting me after I’ve done something wrong without knowing the new rules.”

[image: Image] “Give me clearer instructions for doing a new procedure so I feel good about learning on the job rather than feel bad about doing something wrong.”

Marvin then said to the group: “This is a great lesson learned. I wondered if we would all learn things about our management styles we could all do better. From what I can see, every supervisor got some healthy feedback and needs to grow from it. That is, everyone but me because none of you were open with me. So I’ve made a list of changes I’m going to make to my style, and here it is.” Marvin then distributed a page on which he had printed a form for each supervisor, top to bottom, to pledge management style changes to their team. Marvin’s form included his changes, and he read them aloud and concluded with, “Now you have one more chance for input… but actually you can always give me input. Are these the changes I need to make?”

After reaching agreement, the management team proceeded to present their own management changes to their teams. Each required some discussion and negotiation, but ultimately every manager and supervisor throughout Happy Endings reached agreement with their teams on daily supervisory improvements. They shared these improvement lists with their managers, too, so their managers could support them—and check on their progress.

Marvin now felt like a savvy retention leader. As the weeks went by, he reviewed each manager’s stay interview results for ideas he could convert into company-wide programs. After much consideration, he chose only three and left the rest alone. He told the management team that he thought this new approach had placed more work on the managers and supervisors and he didn’t want to burden them with implementing more than a few new programs. But Marvin knew his real reason was that he wanted to test this supervisor-style-only approach to see if it could raise next year’s scores nearly on its own.
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Now that you’ve read and analyzed each of the scenarios, please rank them from best to worst. Best should be awarded to the manager who in your opinion did the most outstanding job with the scenario provided compared to their peer managers in the other scenarios. Worst should be assigned to the manager who you believe handled their situation worse than the rest. For the best performance, place the number “1” after that scenario’s description, and place a “7” next to the worst performance. Once you’ve chosen your best and worst, fill in the others in their appropriate places in Table 9.1.

Table 9.1. Ranking Scenarios




	Scenario

	Description

	Rank




	#1

	We Call During Dinner… where Maria gave John more feedback than he could have ever imagined

	 




	#2

	Tipping Cows… during which Billie managed Brenda through her technology fears and schedule wishes

	 




	#3

	RENRON Consulting… where Charles fretted the worst for his company and his career choice

	 




	#4

	Parts-Is-Parts… as we saw James throw a curve at Robert through a missing tooth

	 




	#5

	Burning Bridges… where Shirley gave Paul direction about his career

	 




	#6

	Rump Roast… during which Lester positioned himself for a transfer or promotion

	 




	#7

	Happy Endings… where Marvin took a fresh approach to improving survey results

	 






Now that you’ve scored the scenarios, I invite you to compare your rank orders to those of others who have played the stay interview game at http://c-suiteanalytics.com/resources/stay-interview-game. There you can compare your rank orders to mine and read my reasons for each decision (http://c-suiteanalytics.com/about-us).



Chapter 10

True Stories of Stay Interviews at Work

Following are five very effective examples of clients we’ve worked with who leveraged the full power of stay interviews to improve engagement and retention. These examples cover a wide variety of industries and circumstances.

Burcham Hills Retirement Community: A Life-Changing Event

Imagine for a moment that you are Joan Holda, HR director of Burcham Hills Retirement Community in East Lansing, Michigan. Joan saw the light regarding the power of stay interviews and trained her managers to conduct them.

It started with Joan’s first stay interview, conducted by her manager, Executive Director Pam Ditri, who was also brand new to the stay interview. This had the look of the student teaching the teacher, leading to an artificial experience for both Joan and Pam where they would just go through the motions. But the outcome had a profound impact on Joan’s life.

Joan had been with Burcham Hills for eight years and her husband had just retired. As her manager, Pam understood the psychological impact of one spouse seeing the other stay home in the morning—it made the other spouse think about retiring as well. On the one hand, she valued Joan and wanted the best for her, but selfishly she valued Joan so much that she wanted her to stay.

During their meeting, Joan told Pam that she stayed because she felt valued and knew she made a difference. After more discussion, Pam asked Joan what it would take for Joan to stay longer, to continue her contributions rather than follow her husband into retirement. She specifically asked Joan to walk into her office on whatever future day Joan wanted more flexible hours or new challenges because Pam was willing to evaluate ideas to make it work. Joan went home that night and told her husband about the meeting, which caused them both to think about their futures with one new piece of information: that Pam was open to new thinking so Joan would continue to work.

While this exchange seems like the logical next step when a valued employee’s spouse retires, many executives would have instead bypassed the topic rather than stir up Joan’s thinking about retiring, too. But Pam addressed the issue head-on in order to continue to retain Joan rather than put her head in the sand and hope she didn’t lose her. As Joan said later, the result was not just about retention but also about increasing her engagement: “I went home that night with incredible feelings of being appreciated and my trust in Pam was never higher.”

Florida Hospital Zephyrhills: Connecting the Dots

Zephyrhills, Florida refers to itself as the “home of pure water.”1 The town is located thirty-four miles northeast of Tampa and is the home of Florida Hospital Zephyrhills, a major employer and economic driver of the community. While the town’s population is under fifteen thousand,2 the hospital’s strong reputation for quality makes it a magnet for employees to commute each day from Tampa out to the country.

CEO Doug Duffield employs every smart idea he knows to deepen employee engagement and retention because healthcare talent is hard to find. When Doug and I first talked about stay interviews, he immediately connected the dots between these one-on-one verbal events and the hospital’s two annual employee surveys, one for engagement and one for safety. The result was our designing a customized stay interview that addressed all important concerns.

Doug and his team first studied the most recent engagement and safety survey results in order to identify areas that would most benefit from open, verbal discussions. Doug intuitively understood that the best solutions to these issues would be implemented at the departmental level or between individual supervisors and employees. The number of final stay interview questions was less than ten and included core questions about reasons for staying and leaving, as well as those deduced from the engagement and safety surveys.

We then trained all managers and supervisors from Doug on down to provide them with skill training and the customized scripted questions so important areas from all corners of the hospital were addressed.

Employee turnover at Florida Hospital Zephyrhills decreased by 37 percent. More importantly, as nurses are the most expensive healthcare professionals for hospitals to replace, nurse turnover decreased by 70 percent. Stay interviews played a major role in these improvements.

Advanced Technology Services: Merging Stay Interviews with Company Values

Known in the industry as ATS, Advanced Technology Services is a smart company that provides outsourced maintenance work to factories, hence their positioning statement, We Make Business Run Better.3 ATS is headquartered in Peoria, Illinois, and employees work across the United States and in some international locations. The continued growth of ATS requires hiring and retaining technical workers who like to get their hands dirty. Top management realizes this is a dwindling group.

One critical engagement and retention strategy is to build employees’ skills. The ATS Cultural Commitment includes ten core statements the company lives by, including Develop People, which underscores this primary value.

Managers are required to design customized development plans with each employee and are held accountable for seeing the plans through. In the past, some managers complained that whereas some employees were eager to learn and advance, others were disinterested in any additional work activities and “just wanted to come to work and go home.”

The solution to improving retention, engagement, and development was to provide a combination tool to managers that included both developmental examples and stay interview questions. This tool would not only address development but also shine light on any overlooked company activity that made ATS anything but a perfect place to work.

The initial step was to gather experts in supervisor and employee subject matter, who identified core competencies for both beginners and those workers who had moved on to greater responsibilities. Each of these subject matter experts then volunteered to take one of the resulting competencies and script activities supervisors could recommend to their employees to develop that competency. These subject matter experts went one step further, though, as they designed developmental activities for each competency that could be delivered either on the job, through feedback, or via company training programs as suggested earlier in Chapter 6.

The resulting developmental-meeting guide was combined with stay interview questions about reasons employees stayed and might leave. ATS top management asked each manager and supervisor to conduct these sessions annually and in most cases six months after performance appraisals. Follow-up sessions were scheduled as needed in between.

Jim Hefti is ATS’s top HR executive and he reflected on the program this way: “In the past we asked our onsite managers to meet with employees to help with development but we came up short on giving them the tools they needed to be successful. Now managers not only address development with concrete ideas but they are asking their employees about issues that are even more fundamental: ‘What makes you stay and what could cause you to leave?’ Managers know they are in charge of their talent and we are giving them a great tool to enhance their success.”4

A Purposed Transition: Retaining Nonprofit Boards

Kimberly Benjamin is executive director of A Purposed Transition, a nonprofit organization that helps people discover their purpose through career and entrepreneurial exploration. Kimberly used stay interviews to help retain board members and other volunteers with great results.

“We learned early on that retaining volunteers was essential to our delivering the services we promised, and building retention required relationships that were deep with trust,” Kimberly said.5 Conducting stay interviews was her solution. Kimberly found that volunteers participated for a wide range of reasons, so she could customize their roles to best suit both their interests and their skills. Since conducting stay interviews, the retention rate for board members and other volunteers has been 100 percent.

“Leaders need followers,” Kimberly added. “Now I have a solid, steady team and we can deliver on our promises to clients.”

NOVO 1: Saying It and Doing It

Mary Murcott is a friend, client, and CEO of NOVO 1, which is headquartered in Fort Worth, Texas. Mary is early in her CEO role and is committed to making NOVO 1 a Fortune 100 Best Company to Work For. While many CEOs steer themselves toward this goal, Mary is especially ambitious because NOVO 1 is a multiple-site, call-center-outsourcing company, and these organizations typically operate with greater than 100 percent employee turnover due to low profit margins and constant changes demanded by client companies. But NOVO 1 feels like a great place to work because of its stylish lobby area, stimulating colors everywhere, and positive energy that is generated by its employees.

I recently trained all managers at NOVO 1 to conduct stay interviews. Mary made concluding remarks after each session:

I sat in the back of the room this morning and couldn’t help but think about the ways we’ve been taught to think about our employees compared to how we think about our customers. We all know that “Customer Management 101” says never assume you know what your customers think so you need to ask them. … That silence from customers is never good news. So in restaurants and other businesses you see executives approach customers and ask their opinions of the services they just received.

But this is different than how we treat employees! We build walls between us and them by asking opinions in anonymous surveys which protect us from looking in their eyes and hearing their words. Maybe down deep we have a fear that they will ask for something and we’ll have to say no. Or maybe they’ll ask for something that you think they deserve but don’t have the authority to give them.

We can’t become a great company unless we ask, listen, and then consider every reasonable request. So my commitment to you is that our top team and I will listen to any idea you hear that you think has merit, either for all employees or just for one. You know that our most important goal is to run a profitable business for our shareholders so we cannot say yes to every request. But our employees know this, too, and I don’t think they will ask for impossible things.

Let’s declare that the game is over for sacred cows regarding pay, schedules, benefits, and all other subjects we usually run away from. Above all else, let’s be courageous and reasonable and I am certain our employees will be reasonable, too.6

Mary nailed the difference between how we view customer relationships and employee relationships. We assume customers have realistic expectations for the services we provide but we approach employees differently, expecting that many will insist pay isn’t fair or career opportunities come up short. The result is that we duck their questions to avoid the discomfort of giving an answer that they will reject and that may make us unpopular.

Imbedded in Mary’s approach are two distinct solutions: The first is that we will stretch our thinking to invent and consider outcomes that we haven’t considered before. The second is that we will anticipate everyone’s maturity to understand reasonable thinking when we have to say no.

Months after Mary had spoken these words, she and her team faced a strong test to continue to provide the service her clients deserved. Football fans may recall the uncharacteristic winter storms that plagued the Dallas area in February 2011 in advance of Super Bowl XLV. These same storms created huge difficulties for NOVO 1 employees to get to work in nearby Fort Worth. In order to enable employees to weather these storms and at the same time deliver exceptional customer service, NOVO 1 provided the following for employees:

[image: Image] Complementary hotel rooms.

[image: Image] Free shuttle service.

[image: Image] Free taxi service.

[image: Image] Breakfast served by the senior management team.

[image: Image] Daily catered lunches.

[image: Image] Day care service from 7:00 a.m. to 7:00 p.m.

[image: Image] Hourly prize drawings for iPods, iPads, gift cards, and vacation days.

These ideas were based on employee input, as Mary approached her team with the same openness she used when initiating the stay interview process. The “final score,” as Mary called it, was hundreds of positive messages sent by employees for their managers caring, expressing the company values, and enhancing the NOVO 1 culture. Clients were also appreciative, as they understood the challenges all Dallas-area businesses faced as their very inclement weather was a fixture on all media outlets due to the game.

You can choose your aphorism for Mary Murcott. She walks the talk, leads by example, and does what she says—and is fearless about hearing any good idea her employees tell her that will make her company better.

These true stories highlight the value of creative thinking, process integration, and leadership that is both open-minded and courageous. All were transformative events in their companies that led to engagement and retention gaining deeper, thicker roots.



Chapter 11

“I’ve Burned the Ships”

In 1519, Spanish Capitan Hernando Cortes landed his crew at the shores of Mexico in a village named Vera Cruz. Historical accounts lead me to think none of us would refer to Cortes as a highly sensitive, caring guy, but rather as one who set out to achieve his capitalist goals at any cost. These same historical documents indicate that Cortes solved several management problems by burning his crew’s ships so they could never go home again.1

As we bring our time together to a close, let us consider some of the predicaments HR managers sometimes face when working with managers who see any form of people-management work as “HR work.” These are managers—and executives—who might say any of the following when you introduce the stay interview concept:

[image: Image] “How much time will this take? Our managers have more important things to do and are already stretched for time.”

[image: Image] “This is HR’s work. Why don’t you interview some employees in a focus group and then tell us what they think?”

[image: Image] “We already do enough surveys and we know what our employees think.”

[image: Image] “Our managers have too many direct reports. This could take months!”

[image: Image] “Let’s just give them more free food and they’ll all be happy.”

OK, that last one’s a stretch, but the others are not. My first job was working in personnel, and then over time we graduated to working in human resources. Looking back on perceptions, it seems one difference is that personnel workers were paper pushers who listened to employees and advocated for their concerns. HR professionals then became more involved with talent management, succession planning, and other activities that contributed to the company’s strategic direction and also helped managers better manage.

Implementing stay interviews the proper way requires taking on all of the above-noted HR characteristics and more. Gone must be the days when human resources conducts employee meetings as surrogate managers, or absorbs unnerving stories during exit interviews which they keep to themselves for fear no one would take action if they shared them.

Knowledge is power, and action is power, too. The main topic of this book is stay interviews and all of the benefits they bring. If you take one good idea away from this book besides implementing stay interviews, reread the section in Chapter 8 titled “Three-Legged Power.” Providing accurate and rightly directed information to your CEO about each manager’s effectiveness with managing their people galvanizes that it is the manager’s job to manage those people and not yours.

In closing, think through the roles you play in your HR job and ask yourself which are about personnel and which are about human resources. Implementing stay interviews requires that HR provide support but managers do the heavy lifting—as they should. As you plan your implementation, “burn the ships” of those past surrogate leader roles you played and do your best to never go back.
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C-Suite Analytics provides business-driven and process-based employee engagement & retention solutions.

We believe:

[image: Image] executives must solve engagement & retention, not HR alone

[image: Image] converting engagement & turnover to dollars becomes the bullhorn for action, and removes the complacency caused by benchmarks

[image: Image] the strongest lever for engagement & retention is direct leaders, and employees stay for leaders they trust

Finnegan Institute—Finnegan Institute presents Stay Interview training for HR and managers, the very best online training to improve employee engagement and retention.

STAYview—STAYview™ cuts voluntary quits and improves engagement survey scores based on the sustainability of a software-driven solution.

Stay Interviews—These structured, one-on-one conversations between managers and their direct reports build trust, the single most important skill for improving engagement and retention.
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