12 Elements of Great Managing

The Gallup Press recently released 12: The Elements of Great Managing, by Rodd Wagner and James K. Harter, PhD.  The book is an extensive exploration of Gallup's employee engagement model, which is based on 12 elements. Gallup first explained these elements, and the research that led to them, in 1999's First, Break All the Rules: What the World's Greatest Managers Do Differently (Marcus Buckingham and Donald O. Clifton).  That book, though, devoted only a chapter or so to the model, and was based on only a few years of research.  The latest book is based on ten times as much data, and is jam-packed with research results and anecdotes to help you understand each element.

* The model is based on extensive research.  This is not somebody's hypothesis about how to improve business results through employee engagement.  It is a tested model that meets the criteria for evidence based management.

* The elements of the model are things you can improve in your operation.  They are actionable, in other words.

* Gallup has been able to show statistically significant correlations between improvements on these 12 elements and improvements in a wide range of business outcomes.

* The model gives you a way to take action on every leader's favorite cliche:  "Our employees are our greatest asset."  Using the model, you can measure how well you are living up to that statement, and you can make it more true.

* Page 200:  "Enterprises that wouldn't think of letting an accounting school dropout run its finances, a Luddite run IT, or a klutz supervise safety routinely let dislikable, insincere, or aloof men and women assume stewardship for a crew of the company's ostensibly greatest assets."  Gallup's book can help train some of those horrible managers to be better leaders, or at least help you recognize them and get them out of positions where they can do harm.

The 12 elements of great managing are:

1. I know what is expected of me.

2. I have the materials and equipment to do a job right.

3. I have the opportunity to do what I do best every day.

4. In the last week I have received recognition or praise.

5. Someone at work seems to care about me.

6. Someone at work encourages my development.

7. My opinions seem to count.

8. I am connected with the mission of my organization.

9. My co-workers are committed to doing quality work.

10. I have a best friend at work.

11. In the last six months, someone has talked to me about my progress.

12. In the last year, I have had opportunities at work to learn and grow.

1. Job clarity

2. Materials and equipment

3. Matching strengths to jobs 

4. Recognition and praise

5. Caring about the people you work with

6. Mentoring

7. Valuing employee opinions

8. Connection to a noble purpose

9. All for one, one for all

10. “I have a best friend at work”

11. Regularly talking about individual progress

12. Opportunities to learn and grow

The 12 Elements of Great Management
To showcase each element’s worthiness, I’ll be using The Ehrenfeld Principle. That’s my name for something I learned from business writer Tom Ehrenfeld at the recent 800 CEO READ Author Pow-Wow. During one of the sessions, Tom outlined his "WHAT? SO WHAT? PROVE IT!" system to identify effective business writing:
The WHAT is the content. 
The SO WHAT is why the content matters. 
And the PROVE IT provides the credibility.

1. Job clarity

What? Great managers are able to effectively define and communicate what is expected of his/her direct reports.

So What? At best, 50% of employees strongly agree they know exactly what is expected of them on the job.

Prove It! Gallup research indicates when employees know what is expected of them, their productivity increases anywhere from 5-to-10% and a 10-to-20% reduction in on-the-job accidents occurs.

2. Materials and equipment

What? Great managers provide their direct reports with the tools and resources they need to get the job done in expert fashion.

So What? Only 33% of employees strongly agree they have been given the tools and resources to expertly get their job done.

Prove It! Gallup research indicates employees are more productive and more engaged at work when they have the tools and resources to perform.

3. Matching strengths to jobs 

What? Great managers provide opportunities for their direct reports to succeed by either matching the right person with the right position and/or by shaping a job description to better match the natural talents of an employee.

So What? 67% of employees fail to strongly agree they have been given the opportunity to perform their jobs to the best of their ability.

Prove It! Gallup research indicates when businesses provide employees the opportunities to maximize their natural talents, employee engagement at work increases 33% resulting in significant gains in a company’s productivity.

4. Recognition and praise

What? Great managers consistently give their direct reports prompt feedback and positive recognition.

So What? Employees are two-times as likely to say they will leave their current company in the next year if they do not receive adequate recognition. Additionally, employees who report not receiving adequate recognition/feedback are more likely to feel as though they are underpaid.

Prove It! Gallup research indicates companies are able increase productivity and revenue when employees report receiving prompt feedback and positive recognition.

5. Caring about the people you work with

What? Great managers take a personal interest in the employees they manage.

So What? Companies can experience 22-to-37% higher turnover rates when employees believe their manager treats them as just a number.

Prove It! Gallup research has continually showed a direct correlation between employees feeling as though they are not cared about and employee resignations.

6. Mentoring

What? Great managers actively encourage the development of their direct reports.

So What? Nearly 40% of employees believe no one in their company is encouraging their professional development. Plus, statistics indicate employees have an unwritten workplace expectation of having a mentor to help them in their development.

Prove It! Gallup research indicates employee on-the-job engagement is higher when employees have someone in the company actively encouraging their development.

7. Valuing employee opinions

What? Great managers are receptive to hearing ideas and opinions from their direct reports.

So What? About 50% of employees who say their company is receptive to hearing their opinions report they are able to deliver very creative ideas while on the job.

Prove It! Gallup studies reveal when employee-generated ideas are accepted and implemented, the commitment level to executing these ideas from employees is higher than normal.

8. Connection to a noble purpose

What? Great managers are able to connect their direct reports to the mission of the company resulting in employees feeling their job is important.

So What? Project teams that are mission-driven report 15-to-30% lower turnover rates.

Prove It! According to Gallup research, trust-level in the decisions of upper-manager increases, less on-the-job conflict happens, and greater commitments to getting the job done occurs when employees feel a direct connection exists between their job and the mission of the company.

9. All for one, one for all

What? Great managers inspire commitment to doing quality work with their direct reports and they have the backbone to cut their losses once an employee is identified as being a slacker.

So What? 67% of employees fail to strongly agree that their co-workers are committed to doing quality work.

Prove It! Gallup research indicates one of the most damaging befalls of any project group happens when a slacker mentality erodes the spirit of team members wanting their group to succeed.

10. “I have a best friend at work”

What? Great managers understand the importance of and encourage the practice of their direct reports developing best friend relationships at work.

So What? Slightly less than one of every three employees strongly agrees they have formed a best friend relationship with someone at work.

Prove It! Gallup has a preponderance of data indicating trust between employees increases, employee engagement increases, employee performance increases, camaraderie between employees increases, and employee happiness increases when workers report having a best friend on the job.

11. Regularly talking about individual progress

What? Great managers proactively arrange and discuss performance evaluations with their direct reports.

So What? When employees are not given performance evaluations in a timely and consistent manner, they are more likely to believe their company’s compensation system is unfair.

Prove It! Gallup research indicates employees are more likely to believe they are compensated fairly when their manager gives them regular performance reviews. Additionally, employees who receive regular performance reviews tend to stay with the company longer and are twice as likely to tell others that their company is a great place to work.

12. Opportunities to learn and grow

What? Great managers provide their direct reports with opportunities to learn and grow.

So What? Employees work harder and more efficiently when they feel as though their company has given them opportunities to learn and grow.

Prove It! Gallup has amassed countless studies proving when employees are challenged to grow within their position, on-the-job performance increases.

12 Elements of Great Managing - My Brief Notes

1. Job Clarity

My staff must know what is expected of them, they have clarity about outcomes – they work towards goals that they have set. They understand their job, they understand how their job fits in with the roles of others on the team, and they understand how their work contributes to the whole.

Action: Set goals, define outcomes, check they are working towards these goals.

2. Materials and Equipment

My staff must have the tools and equipment to do their work. 

Action: Ask team members what they need to do the job well. Get it or find a way to work around it for now.

3. Matching strengths to jobs 

My staff’s individual talents, skills and knowledge must be matched to their work responsibilities.
Action: Identify each person’s strengths and ensure each person is working in those areas.

4. Recognition and praise

My staff must get regular recognition and praise – at least every 7 days – appropriate to their needs.
Action: Look for ways to praise staff on a weekly basis.

5. Caring about the people you work with

My staff must know that I care about them as whole people and not just workers.
Action: Have weekly one on one’s with each staff member and be sure to ask about their personal lives.

6. Mentoring

My staff must be mentored so they grow and their talents are turned into strengths.
Action: provide mentoring that guides staff through life and encourages their development.

7. Valuing employee opinions

My staff must know their opinion counts.
Action: Listen to what staff members say and take action on their opinions.

8. Connection to a noble purpose

My staff must know our ministry purpose and not get lost in the details of the jobs they fulfil.

Action: Ensure that staff members connect to our ministry purpose at all times.
9. All for one, one for all

My staff must all be working at their full capacity and giving of their best.
Action: Make sure no one on the team is slacking but performing well.

10. “I have a best friend at work”

My staff need close friendships at work, based on mutual trust.

Action: Create conditions that are favourable for friendships to develop. Remove policies that discourage friendship, eliminate barriers to friendships, provide opportunities for conversations to take place, make new comers a part of the family from their first day.
11. Regularly talking about individual progress

My staff must receive regular, personally, two-way discussions about their progress at work.

Action: Regularly give feedback about work progress – in face to face encounters and provide coaching.
12. Opportunities to learn and grow

My staff need an environment in which their personal growth and development is encouraged.

Action: Help staff set and reach development goals by helping them sort out a plan for growth.
