ood business leaders often say

they’ve learned more from their

failures than their successes.

These leaders have the confi-
dence to know they can’t be right all the
time and that mistakes come with the ter-
ritory. For example, they might fail to com-
municate effectively or delegate properly.
Perhaps they need to improve at account-
ability or developing their people.

But the biggest failure of all, which causes
harm to the performance of a company,
giving leadership the most griefis a people
problem —hanging onto the wrong person
in the wrong job for too long.

Ironically, it’s often the company leader or
manager who is the last to understand the
impact of not taking action on a poor per-
former.It's the employees working alongside
the poor performer who quickly recognize
the dire consequences of this situation,
which breeds poor employee morale and
loss of productivity. It can also erode the
confidence and effectiveness of those in
charge.On the flip side, when team leaders
are aware of a performance problem, many
donothing about it or take too long to tackle
the problem.

Why does this happen?

Let’s start with loyalty. Companies and
managers encourage and value loyalty.
However, at times a manager crosses the
line and over-identifies with a particular
employee, often getting too close to that
person. This makes it more challenging to
deal with performance problems because
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the manager has valued loyalty over per-
formance. This often happens when man-
agers hire friends and/or relatives. That
thin line between the manager and the
employee becomes increasingly difficult
to recognize, so the manager becomes con-
fused and finds it difficult to deal with the
poorly performing employee in an objective,
constructive manner.

Second, nobody likes to be wrong. Managers
who hire a bad fit for a position must pub-
licly admit they made a mistake if they let
that person go. Unfortunately, the fear of
admitting mistakes often stalls or prevents
the termination process altogether. Perhaps
the manager keeps hoping that this person
willimprove, but since hope is not a strategy
for success, this likely will never happen.The
situation just festers, and everyone suffers.

Third, managers often don’t do anything
about ousting the poor performer if they
haven't a back-up plan, believing that any
living, breathing body is better than none
at all. They accept mediocrity rather than
take arisk that would enable themto create
the opportunity to improve their situation.
The solution would be to recruit proactively,
always looking out for someone who could
be a better team player.

Managers often don’t
do anything about
ousting a poor performer
because they haven't a

back-up plan. , ’
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Fourth,managers often believe that dealing
with the poor performer always results in
conflict. Most people don’t like conflict, so
they avoid situations that might lead to
it. But implementing a good performance
management system, one with an ongoing
methodology to evaluate performance,
eliminates the potential for conflict by cre-
ating an objective process for communi-
cating to employees about their strengths
and shortcomings. Many managers don’t
have a good system in place, so if they have
to deal with the poor performer, conflict
results. What’s more, without an ongoing
methodology to evaluate performance and
give feedback,employees are often surprised
if they’re suddenly severely reprimanded
or let go. That’s obviously a conflict-ridden
situation,and one that can be avoided with
a solid performance management system
in place.

Implementing a good
performance management
system creates an objective
process for communicating

to employees about
their strengths and

shortcomings. , ,

But most important, company leaders
hold onto the wrong person in the wrong
position for too long simply because they
lack good performance management skills
themselves. A good accountability leader is



able to not only use the established perfor-
mance system as a tool, but also create a
culture in which open, honest conversations
about performance can take place. Strong
leaders are candid: They have no problem
addressing poor performance and embrace
the opportunity to make such conversa-
tions productive for both the company and
the employee. In addition, they set clear
expectations for their employees, measure
their progress, coach them when neces-
sary, and conduct more formal training.
Furthermore, effective leaders sense when
it’s time to draw a line. For instance, when
they keep hearing a little voice inside their
head saying, “I hope that employee gets
better,” they take that as a cue that it’s time
to ask some critical questions about that
person’s performance and take immediate,
appropriate action.

Company leaders hold
onto the wrong person in
the wrong position for too
long simply because they
lack good performance
management skills

themselves. ,,

When you examine all these reasons behind
why leaders and managers keep the wrong
person in the wrong job for too long, it’s easy
to see why this is the number one leadership
failing. But the good news is leaders can
easily change the potential for mistakes by
addressing the problem head-on.What's the
best way to do this? Position employees for
success by establishing a proven system for
accountability; properly delegate job respon-
sibilities; provide them with clearly defined
goals; make sure their skills align with the
joband specificduties; and implement that
crucial coaching and training.

Since the number one mistake managers
commit is hanging onto that wrong person
in the wrong position too long, there’s a
really good chance that you could be guilty. If
that’s the case, challenge yourself to uncover
the reasons why you haven’t addressed poor

performers,develop a plan, follow your com-
pany’s performance management policy,
and take action now.

Challenge yourself to
uncover the reasons why
you haven't addressed
poor performers, develop
a plan, follow your
company’s performance
management policy, and
take action now. , ,

Be an
accountability leader

The key to positioning your employees for
success is your own ability to hold them
accountable. The following checklist will
get you on your way to developing your
own leadership skills, which relate directly
to accountability.

1 Set clear goals and es-
e tablishVital Factors,the
key indicators of a business’s
health for each person on the
team. Communicate what
performance measures you're
using and your expectations
about performance. Be spe-
cific and focus on results, not
just activity.

2 Enlist the help of a pro-
o fessional accountability

coach to help you understand
what good accountability looks
like and model accountability
effectively.

3 Identify your weakness-
e esas an accountability
leader and determine what you
personally need to develop.

4 Establish a system for
e accountability and use
your established Vital Factors,
or the key measures of your
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company’s health, to evaluate
performance and take correc-
tive action.

5 Understand how you
e deal with conflict,
what you should do differ-
ently to modify any resistance
to conflict and improve your
conflict style.
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The key to not hiring the wrong person
is to hire the right person, the first time.

Drake P3® predicts the behaviour and per-
sonality of potential candidates against
the traits of your existing top performers
— before you make a job offer.

To find out how Drake P3® can improve
your hiring success, contact the Talent
Management Solutions team.

Africa: 27 21 425 3300
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