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To the most important person in my life…
my wife Ann.
I love and appreciate all the support and contributions you
make in my projects.
Thank you for finding Baleigh and Kimba.
Also to my dad, who taught me the importance of
hard work,
dependability,
and making your own opportunities for success.

Introduction

I

first spoke about the principle in this book—the KIMBA principle—at a luncheon for the Greater BuxMont Chamber of Commerce a couple of years ago. The
members paid close attention as I detailed the five reasons for performance issues in the workplace.
Both during my talk and afterwards, I was besieged
with questions and comments. The comments were overwhelmingly positive (thank you!) and the questions were
from people who wanted, and maybe needed, more detail so that they could resolve an issue at their office.
Since then, I have spoken about the KIMBA principle
in dozens of workshops and seminars to managers and
employers of all shapes, sizes, nationalities, and businesses who were seeking solutions to employee issues.
A few times after I delivered my presentation, a person would ask, “So, why dogs? Are you implying that employees should be treated like dogs?”
My answer never failed to shock them. “Hopefully,
yes!”
That may surprise you, too. Let me explain.
If the title, cover, and contents of this book haven’t
made it clear, I am a dog-lover. My two dogs, Kimba and
Baleigh, who you’ll meet in a page or two, are amongst
i
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the joys of my life. I meet many other owners of dogs
who, more often than not, have one thing in common:
they tend to treat their animals—their dogs—better than
people! Consulting with businesses and corporations and
meeting managers who, like myself, have a canine or two
at home, I discovered that what they would do for their
pet for training, care, and support often far outweighed
what these very same people would do for the employees
who worked with or under them.
Frankly, they treated their dogs a hundred times better than they’d even think to treat their employees!
And what has that got them? It got them “bones of
contention” in the workplace, which lead to lowered
productivity, workplace strife and discomfort, higher
employee turnover rates, hampered growth, and many
other debilitating results.
The solution is simple. As an employer, as a manager,
as a supervisor, and even as a co-worker, you should endeavor to treat your employees like dogs! When you do
that, then you’ll see the results that you want to see—and
that your business requires in order for it to grow.
In other words, take some lessons from man’s best
friend.
So, sit back.
Stay for a while.
And succeed with the principles I will share with you
in this book.
Michael Patterson
April 2012
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Meet the Dogs

A

nn and I were only in our new house about six
weeks when she asked a startling question: “Can
we get a puppy?”
I was surprised, because my wife had never owned a
dog before. She was a life-long cat owner. I, on the other
hand, always had a dog.
Owning a dog is a lot of work. You can house-break
a cat almost immediately by just pointing him to the litter box. A puppy, on the other hand, needs constant supervision and weeks and months of reinforcement to be
house-broken. Also, while a cat is pretty self-sufficient, a
dog needs interaction and playtime or he will chew up
pretty much your entire house. A dog doesn’t groom itself like a cat; it needs to be washed and brushed regularly.
Ann was sure she wanted a dog, so after a day or two
we went to the local pet store on a warm summer night to
look at puppies. Among the glass cases of canines, Ann
spotted a black-and-white lab mix curled up in a ball all
by herself. When we asked to see her, the dog immediately took to my wife and snuggled up in the crook of her
neck. We knew we had a winner. We took her home and
named her Baleigh.
iii
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A few months went by and, just after Thanksgiving,
Ann decided Baleigh needed a companion. We went
back to the same pet store and were attracted to a large
litter of white German Shepherds. By this time Baleigh
had been through puppy training and one of her classmates was a white Shepherd, the first I had ever seen. We
were looking for a male dog, and saw one off to the side
playing with a red ball. We played with him a little, and
later brought Baleigh back to play with him too. We now
had the newest addition to our family.
Since winter was approaching, we toyed with cutesy
names for a white dog, like Snowy and Blizzard, but we
knew he was a stud in the making, so we decided on a
stronger name and settled on Kimba.
That’s how our two dogs came to be part of the family. But how did they come to teach us solid principles of
coaching and mentoring?
Read on! It turns out that Kimba and Baleigh have a
lot to share…

iv

The KIMBA Principle

Y

our organization has goals, vision, values, and
expectations for their employees. To be successful, your employees need to constantly meet and
frequently exceed those expectations. Companies
are challenged by their customers, shareholders, and
business partners to always strive to be the best. The
success of any organization, and of its management
team, is entrusted in the hands of the average employee. It’s true: they are the ones responsible for
making or breaking the organization. It’s the frontline employees who interact most with your customer base, uphold service standards, quell small issues
from becoming major problems, and capitalize on
opportunities to increase revenue. Small successes
from dozens of employees each day ultimately lead
to the overall well-being of the organization; it’s the
manager’s job to help put it all together.
This is true of most any organization. In Major
League Baseball, the manager gets credit for winning
and blamed for losing, even though he never plays
in a game. The best manager will never catch a ball,
strike a batter out, or get a base hit. His responsibili1
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ties are to oversee the team, prepare his players for
success, create a starting lineup, and make changes
and substitutions as needed. It’s his players’ responsibility to perform the day-to-day tasks to make the
team successful, just like it’s your employees’ responsibilities to do the same.
But what if employees sometimes come up a little
short?
Baseball teams employ coaches to work with their
players to maintain and improve performance. There
are individual coaches to help players with specific
duties such as hitting, pitching, fielding, and base
running. The manager’s job is to coordinate all of
the individual coaches to achieve the team’s overall
goal of winning games. In other sports, the manager’s title is head coach. Every player needs coaching.
Whether you are the best hitter on the team or the
worst, you practice with the hitting coach before each
and every game. In the workplace, it is your responsibility to work with your best and worst employees for
your team’s success. You need to be able to coach and
motivate your employees to maintain and improve
performance.
As we appreciate and value each employee’s individuality, we must recognize that not everyone comprehends, performs, and responds to goals the same
way. Employees who do not perform as expected may
be unfairly labeled as ‘bad’ employees. That’s not
necessarily the case. These employees may require
additional guidance to enable them to perform to
the best of their abilities. Managers who make a con-
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scious effort to effectively coach and motivate their
employees can bring out substantial improvement in
performance.
Keep in mind that coaching and motivation are
not the same as training. Training is required when
an individual does not know how to perform a certain function, or when a new skill needs to be introduced. Coaching is developing or enhancing a set of
skills the individual currently possesses to perform
a function more successfully or effectively than they
currently do. Motivation is providing an individual
with an internal or external incentive to perform a
task. All three are necessary tools to use to improve
employee production.
While managers understand the need for coaching, training, and motivation to improve performance, many are not sure where to begin. During
coaching workshops, managers come into the classroom drained of ideas on how to coach and motivate employees. One manager, Fred, was exasperated
while explaining his dilemma. Fred told me he had
no success coaching and motivating employees even
though he had “tried everything.” I could sense Fred’s
frustration, and really wanted to help. I asked him
to take out a blank piece of paper and write down
everything he tried. I could tell Fred was a busy guy,
and there was no need to waste time rehashing all the
unsuccessful ways he tried to motivate his employees
in the past. I told him to write down everything he already tried so we could quickly discount those things
and move forward.
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The funny thing about asking Fred to write down
everything he tried even though he said he “tried
everything”—it was a pretty short list. When I say
funny I mean in an ironic way, not a ha-ha way, because quite frankly, Fred wasn’t laughing. While it is
ironically funny, it is not surprising. Managers usually
have a short list when it comes to ways to coach and
motivate employees. When they say they have tried
everything, what they are really saying is they tried
everything they knew to try. Good thing for me; it
keeps me in a job.
Many managers have been put into management
positions because they worked their way through the
ranks, excelling at previous jobs. I’ve known many
managers with “Type-A” personalities. Sometimes
dubbed workaholics, these are ambitious, aggressive,
competitive individuals who multi-task and set goals.
The drawback to “Type-A” personalities is impatience.
Because of their nature, many managers found success through hard work, drive, and determination.
They have a hard time comprehending why an employee needs to be motivated by a third-party to do
a good job. They are self-motivated, and believe the
personal thrill of a job well done and a goal achieved
should be motivation enough.
Since they have trouble grasping the concept of
third-party motivation, sometimes managers have
trouble understanding why an employee does certain things one way, some things another, and other
things not at all. Managers may feel they have a better
understanding of their family pet at home than they
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do their employees at work. Maybe they would be better off taking their tips and cues from their dog!
If managers find it difficult to understand the
needs, behaviors, and motivational factors of their
employees, perhaps they should start with something
more basic—understanding what drives the family
dog. While I am certainly not comparing your employees to dogs, it’s worth noting the cross-species
similarities between certain needs, behaviors, and
motivational factors.
s Both are loyal and want to please.
s Both may take their cues from certain pack leaders.
s Both may be motivated by rewards
and appreciation.
s Both have different traits, skills,
and characteristics which enable
them to fill specific roles.
s Both need clear expectations and
boundaries.
Throughout my career I have often been asked
to get involved with “training issues” that weren’t really training issues. Managers may cite the need for
training when the issue is really more attributable to
areas of coaching and motivation. To determine how
to best handle poor performance, you need to uncover the root cause.
There are five factors that are the causes of poor
performance. I named these factors after my dog and
call it the KIMBA principle.

Knowledge
Does the employee know what to do, how to do
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it, and why they are doing it? If an employee is
responsible for sales, he or she must be acutely
aware of how the product functions, and its
features and benefits to the customer.

Inhibitors
Is there anything internal, external, tangible,
or intangible preventing the employee from
performing the task?

Motivation
Does the employee want to perform the job to
the best of his or her ability? Are there rewards
or repercussions based on how the employee
performs?

Boundaries
Have you created guidelines which keep the employee on the right track to perform the job?

Abilities
Is the employee capable of performing the task?
You can use the KIMBA principle for any situation, whether you are coaching an employee at work,
or training a new puppy at home. When we first got
Baleigh, we wanted to train her to walk on a leash.
When walking a dog, you want the dog to heel by your
left side. There should be some slack in the leash. Obviously, Baleigh didn’t know that. We couldn’t communicate it to her verbally; we had to show her. So
we started to train her to walk on a leash by providing
her the knowledge. Motivation for Baleigh is pretty
easy; she’ll do anything for food and positive attention. We feed her twice a day, morning and night.
6
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Instead of feeding her in her bowl at night, we took
her food on the walk with us and every ten yards or so
we gave her a small handful of dry kibble. That was all
the motivation she needed to keep walking properly.
Setting and keeping boundaries are always important
when training dogs or employees. We wanted Baleigh
to walk tight to our left side. If she started walking
ahead, we stopped. If she walked over to the right
side, we stopped and switched her to our left. Allowing her to walk wherever she wanted would reset the
boundaries, which would have impeded the training.
Sometimes during our walks Baleigh is walking
just the way we want her to when all of a sudden
something happens. Maybe she sees another dog, a
kid on a bicycle, a squirrel running across the street,
or a car blaring a loud radio. These things get her attention and distract her from the task at hand. Those
are the inhibitors. We can’t always control inhibitors,
and need to work to refocus Baleigh to ignore them
and continue with her task at hand (or in her case,
her task at paw).
Let’s take a look at how the KIMBA principle also
applies to your employees at work. The following scenario deals with an employee dress code issue:
You notice Christy has come to work today
dressed inappropriately. You were told that last week,
while you were on vacation, Christy was dressed the
same way as today. Neither your assistant nor anyone
else commented to Christy last week about the way
she was dressed.
Let’s take KIMBA out for a walk by determining
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how to address the situation:
The first factor I always look at is knowledge. You
may assume an employee knows what to do, but people don’t know what they don’t know, so knowledge is
always a good place to start. Does your company have
a written dress code? If so, was Christy made aware of
it? Does the code include examples of unacceptable
dress? If she usually dresses appropriately, perhaps
Christy is aware of the code but doesn’t realize this
particular outfit is unacceptable. If this is a knowledge issue, all it will take is a brief discussion with
Christy and your problem is solved.
Maybe Christy knows the dress code, but she just
doesn’t care to follow it. What she is wearing now is
more comfortable, more stylish, or more expensive
than the “acceptable wardrobe.” Sure, she has seen
the code, but supervisors really don’t enforce it, do
they? What’s the worst that could happen? If this
sounds familiar, then Christy’s issue is with motivation. Dress code isn’t a performance issue, and it’s
tough to reward someone for complying with nonperformance issues. To motivate you need to explain
what the repercussions are for not adhering to the
dress code, and follow through if Christy does not
comply in the future.
What if other employees dress the same way
Christy did but nobody said or did anything about it?
You were just informed Christy dressed the same way
the week before and nothing was said to her. If there
have been violations of the dress code by Christy or
other employees without repercussions in the past,
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then the problem has to do with improperly setting
boundaries. Remind employees of proper dress code,
and address future issues of improper dress swiftly
and forthrightly.
Inhibitors are often the last thing to look at just
because there are so many variables to consider. The
best way to approach this is to have an honest conversation with your employee. Maybe budget is a concern
and Christy can only afford a limited number of outfits. Maybe she has a second job and is leaving for that
right after work without time to change. Maybe she
has a physical condition which makes it difficult to
wear dress shoes. There are so many reasons, you really need to talk and find out. I once talked to a male
employee about his dress. He used to dress neatly,
wearing crisp dress shirts with matching tie and pants.
Now his outfits were mismatched, and his shirts were
badly in need of an iron. He explained to me he just
split up with his girlfriend. They used to live together,
and she coordinated and ironed all his clothes.
Throughout this book we will delve more deeply
into understanding the five areas of KIMBA, and apply the same concepts we learned from our dogs to
train, coach, and motivate employees. Obviously, employees are not pets. Under no circumstance should
you strike employees with rolled-up newspapers or
lock them in crates when you leave the office. Employees should be rewarded for good behavior, but
I’m sure Human Resources would frown upon rubbing an employee’s belly.

9

1. All employees do not comprehend, perform, and
respond to goals the same
way.
2. Managers can motivate
employees using the same
principles they do to train
us dogs.
3. Use my principle to help
determine the causes of
poor performance: Knowledge, Inhibitors, Motivation, Boundaries, Ability

Choosing the Right
Breed

T

he American Kennel Club recognizes over 150
different breeds of dogs which are separated
into eight breed groups depending on size, traits,
function, and other characteristics.*
Choosing the right dog for your family is not as
simple as picking out the cutest puppy behind the
window. First, you need to know what role you want
the dog to play in your home—you need to have a job
description just like the job descriptions you create at
work. Do you want the dog to be big, small, playful, or
intimidating? Do you expect him to be a guard dog
or lap dog?
When we chose our first dog, I kept in mind that
my wife never had a dog before. A big, strong dog may
have been too much to handle as a first dog. Neither
of us wanted a small, yappy dog either. We wanted a
medium-sized dog who would be both playful and affectionate. Baleigh is playful, and cuddles beside Ann
every chance she gets. We were told Baleigh would
get to be around 50 pounds, and that’s what she is.
Baleigh was the perfect fit for a first dog.
* www.akc.org/breeds
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When we were looking for a companion for
Baleigh, we had a different set of requirements.
This time we wanted a larger, more protective dog. I
wanted a male dog, as I was feeling a little overrun by
females in the house. Of course, whatever we chose
had to interact well with Baleigh. After doing a lot
of research online, we narrowed our pool to just a
few breeds. When we went to the pet store and found
Kimba, we knew he was a great dog for us, but we
were not the only ones he needed to impress. We
knew we had to bring Baleigh to see how the two of
them would interact. You could consider that to be
Kimba’s second interview!
Managers need to choose the right candidate for
the job based on personality, qualifications, expectations, skill sets, and previous work experience. Each
job at your organization requires different skills, so
you are looking for different types of employees to
fill those roles. Sometimes managers make the mistake of hiring or promoting the wrong employee for
those positions. By not matching the right employee
with the right role, managers are creating a skill gap
from the beginning, which will require coaching and
training more quickly than you may have anticipated.
The first step in the hiring process is to assess the
need for your department. Assessing the need will
help you determine the type of individual who would
be the perfect fit for the vacant position. Evaluate the
culture of your company; consider your vision, mission, and core values. Keep in mind it is much easier
to train for skills than it is for values and attitudes.

12

Michael Patterson
You can always train a new employee to perform a
task, but hiring an employee who doesn’t possess the
same values as you or your organization will be problematic in the long run. After aligning your values
and attitudes, then focus on the individual’s skills
and abilities. Consider the following factors that will
impact your success in finding the perfect fit.

Ensure there is an updated job
description for the position.
A current and accurate job description will help
you identify the skills, competencies, and characteristics necessary to fill the position. Competencies to
look for include reading comprehension, math skills,
computer skills, decision making, flexibility, and interpersonal skills. Consider which skills are essential,
which tasks are performed occasionally, and which
are not necessary for the job.

Determine the working conditions
the position has to offer (work
schedule, dress, expectations,
accountabilities, sales
requirements).
Don’t ignore anything just because you think it
might paint your organization in a negative light. In
our credit union the branches are open seven days
a week. Full-time branch employees are expected to
work one or two weekends each month. This may be
a deal-breaker for them, but at least we are all aware
of the candidate’s ability and willingness to work the
schedule before we invest too much time on the interview process.
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Determine how much experience
and education is needed to fill the
position and to address specific
needs.
Some jobs can allow for a training period, while
others require the employee to ‘hit the ground running’ almost from day one. Understand that even the
employee with the best credentials will need a period
of time to get adjusted to your organization’s specific
culture.

Determine the appropriate
compensation for the position.
In larger companies, this is usually handled by
the payroll or human resources department. Many
companies have a salary structure which includes a
minimum and maximum pay for each position. Employees with no prior experience are usually brought
in at the minimum, and those with experience are
brought in at a higher pay. Also keep in mind you
are looking to pay for the job the employee is performing and not necessarily the skills or expertise the
employee possesses. If an individual with 15 years of
banking experience who has been a branch manager
applies for a teller position, that person is going to be
paid within the scale of a teller, not a manager.
Choosing the wrong individual for a job can lead
to the same frustrating, disastrous results as choosing the wrong dog for a family. After seeing the liveaction 101 Dalmatians, my friends Frank and Allison
brought home a new Dalmatian puppy. They loved
the dog and agreed to name him Elvis after one of
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Frank’s favorite singers. Unfortunately, Frank and Allison didn’t do their proper homework on the breed.
They didn’t realize that, while cute, these dogs tend
to be extremely hyper as puppies and need a lot of
play and interaction. The family wasn’t able to be as
attentive to Elvis as he needed them to be. As a result, Elvis chewed everything. He started with shoes,
and graduated to a chair, a sofa, and eventually the
drywall! Elvis wasn’t necessarily a bad dog. This was
more a case of a bad match between dog and family
that led to bad results.
In the business world, a bad match between employee and job duties can create bad results as well.
In banking, a teller is an entry-level position. To be a
good teller, the employee needs to be good at cash
handling and interacting with customers. He or
she needs to develop speed to perform transactions
quickly, while still maintaining accuracy. We sometimes hire new tellers with prior banking experience,
and other times we hire them with prior customer
service or cash handling experience in another field.
When we hire new tellers without any type of prior
experience, we look for individuals who have friendly personalities. Tellers are the front-line employee;
customers see them more than they do any other
employee in the bank. If a teller has a negative personality or is not engaging, it may create a negative
experience for the customer. Since our profession is
all about service and trust, a few negative experiences
may cause customers to take their money elsewhere.
Your profession also has front-line employees.
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Perhaps your company has receptionists, cashiers,
salespeople, or telephone operators. These are the
individuals who are the first point of contact for your
customers, and with whom your customers interact
the most. If you fill these positions with people who
do not have a positive personality and a service-first
mentality, you could impact customer relations. Competition for the consumer dollar is fierce. People are
willing to pay more for better service. Bad customer
relations will affect your company’s bottom line.
Duties, responsibilities, and expectations often
change. Our dogs love to run around and chase each
other outside. Summer temperatures in our area can
approach 100 degrees. When it gets this hot, we limit
how much time our dogs spend outside. Just because
we limit their time outside doesn’t mean their desire to play is limited too. Of course, they can’t run
around in the house the same way they do outside
without crashing into tables and breaking something. Our dogs need extra monitoring and different
boundaries to play inside. Of course, accidents will
still happen, but we need to limit the frequency and
severity of those accidents. We changed their routine, environment, and expectations, and we need to
make sure our dogs can adapt.
We’ve already distinguished a teller as an entrylevel position. The next level up from a teller is a customer sales/service representative. This employee is
responsible for opening new accounts, solving customer problems, taking loan applications, and discussing and selling additional products. The average
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transaction with this employee could last ten minutes
or more compared to an average teller transaction of
less than a minute.
Sometimes the employee who once excelled as a
teller now struggles in his or her new position. This is
the same, hard-working, devoted employee as before.
Nothing has changed regarding attitude, determination, or intelligence. It’s the job requirements that
have changed. The fact is the skill sets required to
be an effective and successful teller are not the same
skills needed for the new job. When managers promote based on past successes, and neglect to consider the new job requirements, they inadvertently may
set the employee up for failure.
The one area of the KIMBA principle we didn’t
discuss in the opening chapter is ability. When selecting someone for a position, managers need to measure if the individual has the ability to perform the
job.
Many abilities can be trained; it depends on how
much time and resources the organization is willing
to spend to get new hires up to speed. Employees are
expected to possess certain basic skills and most businesses understand that new hires may need trained
on a specific computer system, but they shouldn’t
have to show someone how to use a mouse and keyboard.
During the hiring process, many organizations
utilize tools such as pre-screening tests and assessments to measure a candidate’s ability to perform
the job. At our organization, we use an online teller
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test to measure candidates’ abilities in math, member service skills, and following directions. We use another test to gauge their attitudes toward attendance,
punctuality, and quality of work. These assessments
allow us to look at the candidates’ abilities in ways
that wouldn’t be uncovered during a routine job interview.
John Caspole is president of Assessment Specialists, a company that administers employee assessment
tests on behalf of Profiles International. Caspole believes that an assessment is vital to an organization’s
hiring practices because “gut-feel hiring works far
less than 50% of the time. Getting an unbiased scientific measure of the candidate and how they fit the
job helps employers avoid costly hiring mistakes. Interviewing candidates can be like seeing an iceberg in
the ocean. You only see what is on the surface. Good
job-fit tools allow you to see what is hidden during
the interview but will assure or impede success on
the job! Hiring the right person at the right time is
a competitive advantage saving companies thousands
of dollars while adding to the top line, especially
within key business development situations.”
Putting someone in the right job is the first step
to creating a productive employee. Some people were
made to be accountants, some to be salespeople, and
others to work with their hands. Putting people in
a position which is not the right fit for their skills,
abilities, and personalities is sure to create coaching
needs in the future.
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1. Choose the right breed for
the right job; decide if you
want a lap dog (Baleigh)
or a guard dog (me).
2. Choose the right candidate
for the job.
3. It’s easier to train for
skill than for attitude and
values.
4. When you change expectations, make sure your
employees can adapt.

Bringing the New
Pup Home

F

or a dog owner, nothing beats the day you bring
your new puppy into your home for the very
first time. It doesn’t matter if you purchased the puppy from a pet store, individual breeder, or rescued
him from a shelter; he is now coming home with you.
The first day home the puppy wants to investigate his
new environment. He will walk from room to room
checking out the sights and sniffing the scents. He
is curious from day one, and you need to monitor
where he’s going and what he’s doing. You follow him
around because you know there is a lot of trouble he
can get into if left unattended on his own.
I often remind Ann that when you have two dogs
and you can’t see or hear what they are doing, it’s
probably not a good thing! A puppy may know how
to get into things he can’t get out of, like behind a table or on the bed. When teething, a puppy will chew
just about anything. His plastic bone is not nearly as
appetizing as your new pair of Nikes. Your puppy is
also developing bladder control. He may know to go
outside, and may meet you at the back door, but he
isn’t waiting around for long. If you don’t properly
21
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monitor behavior, you will have an unexpected mess
to clean up.
New employees in your office will want to investigate their new environment as well. From entry-level
positions on up, new employees need a structured
training and indoctrination process to understand
policies, procedures, and company culture. A structured new-hire orientation program starting on day
one, or before, will help lay out the environment for
the employee. In addition to completing all of the
necessary paperwork and learning company policies,
employees should meet their new co-workers, discover the break and restrooms, and learn about any
groups or activities in the organization. Understand
that the employee will have questions as the days,
weeks, and months go on, so make sure he or she
has an outlet to obtain the correct answers in a timely
manner after orientation.
Managers should monitor employees’ behavior
from the very first day, and continue to do so throughout their careers with your organization. Monitoring
behavior is not the same thing as micromanaging,
spying on, or smothering your employee. Monitoring behavior allows you to see what your employees
are doing, and how they are doing it, which are both
crucial to the coaching process. If an employee is not
meeting expectations, but you don’t know what, specifically, they are doing, then you won’t know how to
work with him or her to improve performance.
You cannot coach an employee to obtain a goal.
Achieving goals is a result of doing individual tasks
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well. A coach once told me that winning a championship is not a goal; it’s the byproduct of hard work.
When training managers to coach employees and
provide feedback, I instruct them to focus on specific
employee behaviors. The behaviors are the individual
tasks which lead to achieving goals. By my definition,
a behavior is something which is:
s
s
s
s

observable
measurable
specific
based on fact

Let’s look at each of the four parts, one by one, to
see how important each of them is to properly offer
feedback to coach your employee.

Observable
You have to be the one to actually see an action
occur, or expected action not occur. Remember the
time you spent housebreaking your new puppy? Now
imagine walking into the kitchen only to find your
cute, adorable dog has just left you a present on
the tile floor. Obviously, you didn’t need to observe
the act to know what happened, but you did need
to observe it to know why it happened. The kitchen
leads to your back door, so the dog was halfway there.
Maybe he tried to get your attention but you didn’t
notice. When we were housebreaking our dogs, they
would know to go to the back door when they needed to go out. They hadn’t learned at the time to get
us; maybe they didn’t have the control to wait. If we
would have monitored their behavior, we would have
noticed they were trying to do the right thing and no23
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tify us they needed to go out. By observing behaviors,
now we know any time the dogs go to the back door
they need to go out.
Managers must put themselves in a position to
interact with and observe the actions of their employees. Managers who manage from behind their
office door are not effective coaches. While you can
rely on information from others, to effectively coach
your employees you need to witness the behavior
with your own eyes. Maybe there is something you
notice the employee doing that others would not. In
professional baseball, the hitting coach spends hours
watching video of his players batting. He is looking
for subtleties in their stance, footwork, and hand position to help improve their swing. Improved swings
lead to better opportunities to get hits. By observing
an employee with low sales numbers, you can see his
sales technique first-hand. You can tell if he knows
his product, knows the benefits it offers the customer,
and how confident he is in his delivery. Maybe the
customer is giving off a sign which is obvious to you
based on years of experience but would go unnoticed
to your employee. If you are not there to notice the
actions, all you can rely on are the final sales numbers, and not the causes for the lack of sales.
A few years into my career as a bank trainer, I was
working out of an office in Philadelphia. My boss,
Gary, worked out of Long Island. The distance between our offices was 300 miles, and Gary rarely came
down to observe my classes. When it came time to
provide me with feedback, the most he had to go on
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were the evaluations completed by participants after
class. If I would get a low score or negative comment
on an evaluation, how should Gary address that? Maybe my message wasn’t clear to that employee, I didn’t
answer his/her questions, or maybe I was just plain
rude! On the other hand, maybe the participant
didn’t want to be in the class or was resistant to learning something new. Gary couldn’t coach me to deliver a better presentation for that employee when he
didn’t know what the problem was in the first place.
Observing behaviors makes the coaching process
easier for the manager, and provides feedback which
is direct and clear.

Measurable
Employees’ actions, or the result of their actions,
must be measured by either time, cost, growth, loss,
or volume.
When we first took Baleigh to puppy training, one
of her first lessons was to sit and stay. The trainer had
us practice with Baleigh each day and time how long
she would stay before she moved. When we started,
we were lucky to get her to stay for more than two or
three seconds. Every day after work we practiced with
her and timed how long she would stay. As the days
went by, she stayed longer and longer. By timing the
activity, we had clear-cut measurable data to show her
behavior was improving.
Your employee’s actions result in performance
which can be directly measured against expectations,
past performance, and peer performance. A completed project can be measured by accuracy, timeliness,
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and cost. Sales results can be measured in volume,
and compared to peer results or prior-year totals.

Specific
You need to be able to reference exactly what happened, and where and when it occurred. Avoid using
generalities like ‘always’ and ‘never’. No matter how
much of a high or low performer your employee is,
it is almost certain your employee doesn’t ‘always’ or
‘never’ do something regarding work performance.
When coaching an employee with an attendance
issue, avoid general statements like “frequently late.”
Instead, replace it with the more specific “Over 10
minutes late 5 times in the past month.” Even better, list the actual dates and times. A “sloppy report”
should reference specific instances of misspellings
and poor grammar. By referencing specific behaviors, the employee knows exactly what the action was
in comparison to the expectations. Employees will be
less likely to argue or question feedback when you
provide specific examples.
Always provide feedback in a timely manner; if
not immediately following the incident, then within
a day or two. By not providing timely feedback, the
employee may believe his or her behavior is acceptable, and is likely to repeat it again. Delayed feedback
may also result in the manager inadvertently setting
new boundaries.

Based on Fact
If your feedback followed the first three steps,
you should have no worries about complying with
this one. When presented with indisputable facts,
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your employee will know what he or she did wrong,
and what is needed to improve. If you’ve ever caught
your dog in the act of chewing your brand-new shoes,
you know the dog will usually cower away and hide.
He knows you have an indisputable fact, and there’s
nothing he can do to deny it.
One final point about monitoring behavior: don’t
ignore your top performers. Managers will often
overlook the top performers because they rationalize “if it ain’t broke, don’t try and fix it” or “no news
is good news.” Top performers want to be engaged,
and might fall into a rut if they believe they are being
underappreciated or if their work is becoming dull
or predictable. Some employees crave attention from
the boss, and might be put off because the new or
struggling employee is getting all of the boss’s time.
When we brought Kimba home he needed more supervision than Baleigh, but Baleigh still wanted our
attention too. A dog who was not previously a chewer
might start chewing on the furniture if he knows it
will get him some attention.
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1. Monitor behavior; if you
don’t, you may end up with
eaten shoes.
2. Coach to completing specific tasks, not to attaining
goals.
3. Offer feedback based on
behaviors which are: Observable, Measurable, Specific, and Based on Fact.

Show Them the Way

O

f all the dogs I’ve ever owned, Kimba has to
be the “coolest” one. We did some online research about the temperament of white German
Shepherds before we got him. All the sites touted
the breed as loyal, protective, and loving. Some of
the sites referred to it as being somewhat aloof and
curious. Kimba definitely possesses the last two characteristics. He was stubborn to train, and “no” was a
common command.
Dogs don’t know what they are supposed to do
unless we take the time to show them. Early commands for a new puppy focus on stopping negative
behaviors. “No,” “off,” and “leave it” all tell a puppy
what not to do; but just as much time should be spent
encouraging an alternate, positive behavior. Instead
of solely reprimanding your dog for chewing on your
shoe, offer him a bone or toy, something you want
him to chew on instead. By providing some direction,
you are showing him your expectations of positive
behavior. The dog will likely comply. After all, most
dogs crave attention, affection, and treats!
Your employees also need direction. Managers as29
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sume employees know what is expected of them, but
often that is not the case. Coaching workshops deal
a lot with discovering and understanding what we
refer to as the gap, the difference between how the
employee is performing compared to expectations.
Refer back to the first area of the KIMBA principle:
knowledge. Does the employee have the necessary
knowledge to do the job the way you expect it to be
done? When considering knowledge, answer the following questions as they relate to the employee and
task/role/responsibly assigned:
The employee must know:
s specifically what he/she is expected
to do,
s how to do it,
s when it needs to be done,
s why it needs to be done,
s the benefits of doing it as expected,
s the repercussions for not doing it
as expected.
It makes sense to inform employees what you expect them to do and to show them how to do it. It’s so
easy to do it that it’s often not done! Managers need
to provide their employees with the proper knowledge, and provide it in such a way that it’s engaging
to the employee. Merely telling an employee what to
do isn’t always enough. There is an old Native American saying which is often used in training.
Tell me and I will forget. Show me and I may remember. Involve me and I will understand.
A dog cannot understand things you tell him to
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do. (Managers may argue the same can be said about
certain employees.) A dog doesn’t speak the same
language as we do. To train a dog, you must involve
him in the activity you want him to accomplish.
We crate our dogs when we are not home. Dogs
are comfortable in their crate, but they don’t know
to go in it by themselves at first. If we told Baleigh
and Kimba to go into the crate, they wouldn’t know
what that meant. We had to show them. We put treats
and their toys in the crate to entice them in. We also
used the word “crate” when they went in successfully.
Before long, we could call out “Baleigh crate, Kimba
crate” and they would run down the steps into their
crates. Today, the dogs know our routine. As we are
gathering up our stuff to go out, both will go into
their crates without us having to say anything at all!
Show dogs what to do and they will develop a routine
to do it. Employees need to be shown what to do as well.
I recently conducted a workshop in which a manager shared her frustration with the lack of initiative
on display from two of her new employees. During
slow periods, they would just stand around and talk
or surf the Internet. She expected them to be more
self-motivated and to take the initiative to be more
productive with their time. I agreed with her about
how frustrating this situation can be, and asked what
she expected from them when things were slow. Her
response wasn’t specific; it was only that the employees should “find something productive to do.” That’s
the root of the problem right there. If the manager
doesn’t specifically know what the employees should
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do, the employees can’t be expected to know either.
Employees “don’t know what they don’t know.” If expectations were never communicated to them, they
can’t be held accountable for not following through.
Have you ever stopped to think about how much
time you spend telling a low-performing employee
what not to do as opposed to what you expect them
to do? This leaves employees guessing, and creates a
frustrating situation for both you and your employee.
I believe most employees want to do the right thing
at work, but may not know what that is or how to do
it. In a busy, fast-paced environment, sometimes the
simple task of clearly communicating expectations
gets forgotten. This is especially true if your department is predominately seasoned veterans.
If you are not sure if the employee understands
your expectations, ask him or her to explain them
back to you in their own words. As managers, we expect our employees to speak up and ask questions,
but they may be afraid to do so, especially if they have
a new relationship with their boss. Is it really their
fault if they don’t ask and get it wrong?
Organizations should have a structured onboarding process for new employees, which allows expectations to be set and communicated from day one. A
friend of mine recently began a new job at a large
company. Her onboarding process basically consisted of being issued a laptop and told she would pick
things up as she went along. Not only did this create
an environment for underperformance, it was unbelievably stressful. My friend wanted to perform well,
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but wasn’t given the proper training or instructions
to do so.
Without the proper training, mistakes are going to happen. In a stressful environment, employees’ mistakes are going to be more common. Here
is where the ugly snowball effect takes place. Stress
leads to more mistakes which lead to more stress
which leads to more mistakes. We are now faced with
a disciplinary situation that could have possibly been
avoided if the manager set clear expectations from
the beginning.
Sandra Anderson, Human Resources Director for
1st Community Credit Union in Sparta, Wisconsin,
stresses the importance of setting clear expectations.
Anderson has found “until you inspect what the employee is doing and hold them accountable to the expectation, the manager, employee, and credit union
will not be successful.” 1st Community creates clear,
concise expectations by using the PRICE method.

Pinpoint
Determine the performance area of interest.

Record
Measure current performance levels.

Involve
Gain the employee’s buy-in by agreeing on
performance goals and strategies for coaching
and evaluating.

Coach
Observe performance and provide specific
feedback.
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Evaluate
Track performance and measure changes.
Another area that requires setting clear expectations is delegation. As a manager, I am sure you
have delegated assignments to your staff from time
to time. It’s is a great tool for managers to begin developing employees for advancement by providing
an opportunity to tackle additional responsibilities.
John C. Maxwell, author of numerous leadership
books including The 21 Irrefutable Laws of Leadership,
once polled hundreds of CEOs and discovered that
delegation was one of the most frequently mentioned
important traits of a highly effective leader. Effective
delegation is often underused by managers. Some argue it’s just as easy to complete a task themselves than
it is to give it to an employee, or the employee isn’t
able to complete the task as well as they can. This may
be true; delegated assignments may not be completed as expected. Perhaps this could have something
to do with managers not setting clear expectations.
Consider the following scenario, and decide if it may
sound familiar to you.
It is ten o’clock in the morning and the department manager, Kate, has a report which she needs
completed by the end of the day for a meeting first
thing the following morning. Kate takes the information needed to complete the report and walks over to
the desk of one of her employees, Gene. “Hi Gene,”
Kate says, “I need you to complete the sales report for
me. You did it for me last month, it’s pretty simple.
No rush; whenever you get around to it.” Kate added
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the last line because she thought it sounded nicer
than saying “by the end of the day.” She knew it would
only take Gene 20 or 30 minutes to complete, and
besides, he didn’t appear to be too busy. As the day
progressed, Kate never went back to check up with
Gene. Now it is 4:30 in the afternoon and Kate comes
around to Gene’s desk looking for the report. When
she asks Gene if it is completed, he responds “Not
yet, I haven’t gotten around to it.” Kate leaves Gene’s
desk upset and disappointed in his lack of productivity and motivation, and questions whether she will
give him more assignments in the future. Now Kate is
feeling stressed as she needs to stay late and complete
this report herself before tomorrow’s meeting.
Maybe you had a situation similar to the one
above happen to you or another manager you know.
It’s another example of not setting clear expectations. I agree that Gene shares some blame for not
verifying when Kate needed the report completed.
Kate could have avoided the miscommunication in
the first place by setting clear expectations up front.
Now, not only is she forced to complete the report
herself at the last minute, but she also may have damaged a relationship with an employee she might have
been developing for a future promotion.
When training employees, as much as you need
to tell them “what” they need to do and “how” they
need to do it, it is equally important that they understand “why” they need to do it in a specific way.
When an employee comprehends why a task needs to
be completed and done in a specific way, you get the

35

Sit. Stay. Succeed!
employee’s buy-in. With their buy-in, the employee is
more likely to complete the task appropriately. Understanding why a task needs to be done in a certain
way, along with the repercussions for not following
directions, will help your employee avoid implementing his or her own shortcuts. As we know, shortcuts
sometimes work, and other times they cause problems. By nature, many of us tend to look for a quicker
or easier way to do something. Unfortunately, those
quicker ways may come at a cost.
Implementing shortcuts without understanding
the ‘whys’ can cause problems both inside and outside of work. Let’s say you were going to cook a chicken dinner tonight after work. You get out the chicken
and look at the first two directions for preparing the
meal:
1. Pre-heat oven to 350˚ F.
2. Bake for 30 minutes.
What if you were rushed for time and wanted to
take a shortcut and didn’t pre-heat the oven? If you
don’t understand why it’s important then you might
not know the oven takes five minutes to warm up to
350˚ F. By not allowing it to preheat, you are not cooking the chicken at the required temperature the entire time. The chicken won’t cook thoroughly, which
could sicken whomever eats it. This is definitely an
example of a shortcut which can cause negative consequences.
Consider potentially dangerous shortcuts in your
company. Tellers and cashiers are trained to count
money twice or even three times before paying it to
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the customer. Contractors are trained to measure
twice before cutting. Thinking one time was enough
might leave them missing money from their cash
drawer or with a piece of wood too short to use. Employees who understand why they do something a
certain way, and the negative consequences for not
following directions, will be more likely to complete
a task the way it was intended. When this happens,
everyone is happy.
Instructions to employees should be specific,
clear, and to the point. The more confusing and
vague the instructions, the more likely the employee
won’t know what is expected. If they don’t know what
to do, then they won’t do what you want. You want to
provide details, just make sure you don’t overwhelm
them with minutia. A five-page procedure on how
to do something that could be explained in a onepage document isn’t necessarily being thorough—it’s
overkill. The sheer size of the procedure may confuse employees. In the Gettysburg Address, Abraham
Lincoln set the stage for preserving democracy and
reuniting the country, and he needed less than 300
words to do it.*

* www.ourdocuments.gov
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1. Set clear expectations;
show us what you want us
to chew.
2. If you don’t know what
they should do, they won’t
either.
3. Be specific, clear, and to
the point.
4. Don’t forget to explain the
whys.

Set Proper
Boundaries

M

y wife and I both enjoy decorating the house
for Christmas. We put the tree in the formal
living room because it’s the biggest room and it also
allows us to put up a couple of baby gates to block the
dogs from getting in. Our dogs like to play, and sometimes they play pretty rough. They bite each other
to start a chase which is pretty funny to watch when
they are outside during the spring, summer, and
fall. Once December comes, they aren’t outside too
much, and their running around is limited to inside
the house. If we didn’t gate off the living room, our
Christmas tree wouldn’t stand a chance. Honestly, it
just wouldn’t stand at all!
We know we have to set proper boundaries to protect our house from the dogs, and also to protect our
dogs from things in the house. We replaced the open
trash can in the bathroom with a taller one with a lid
to keep the dogs from the trash. We wouldn’t want
them to pull something out of the trash that may
harm them. Our dogs love to eat old dryer sheets.
While it may help their breath, I’m sure it’s not good
for them, so we make sure we discard the sheets out
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of the dogs’ reach.
Everywhere you go there are boundaries. Cigarette smoking is legal, but more and more businesses
are creating smoke-free areas. When I first flew on
an airplane, there were rows designated as smoking
rows. Now, smokers can’t smoke anywhere in the
airport, and can’t even carry a lighter through the
security checkpoints. Cell-phone talking is banned
in movie theaters and most doctor’s offices. Some
upscale restaurants and night clubs still require patrons to comply with specific dress codes to be served.
These policies are created to enhance the experience
of those around you.
In your organization, boundaries are created in
the form of policies, procedures, standards, and core
values. They are designed for the safety and benefit
of the individual employee, co-worker, customers,
and organization as a whole. Boundaries can be set
by the organization itself, such as limitations for merchandise returns at a store. Boundaries can also be
set by federal regulations such as HIPAA requirements which limit what information medical personnel can discuss about a patient. Your business might
supply new employees with an employee handbook
during their first day of orientation, providing them
with set boundaries.
Setting proper boundaries is different from setting clear expectations as discussed in the previous
chapter. Expectations are the tasks you want employees to accomplish, and boundaries are the guidelines
you want them to follow while they are accomplish-

40

Michael Patterson
ing those tasks. Boundaries are designed to keep
the employee on the right track while reaching the
company’s goals. Think of them as the yellow line,
guard rail, and speed limit for the highway. Let’s say
you work in sales and the expectations are to sell ‘x’
number of products to customers by the end of the
month. One boundary would be that the sales are
ethical; you don’t sell a product to someone who cannot afford it, has no real need for it, and will never
use it. Another boundary would be that the sale has
to be profitable to the organization.
In large commercial banks, tellers are expected
to refer checking accounts to customers. This is one
way the banks monitor growth, by increasing what
they call their core deposits: checking and savings accounts. So each teller might be required to refer ten
new checking accounts each month. These are the
expectations. The organization wants these accounts
to be profitable, so they need to be legitimate referrals to customers who are going to maintain a balance and use the account. These are the boundaries.
I’ve witnessed managers who stress the goal of new
accounts so much that they stretch the boundaries.
A teller may refer a checking account to a customer
who already has three accounts, so it’s opened with
only $1 and never touched again. This is not a profitable account, yet the employee is being rewarded for
referring it. In the long run, the goal may be met, but
the organization actually loses money.
Different boundaries can also be set based upon
an employee’s position and experience. In lending,
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underwriters have different loan-approval limits depending upon their position. In medicine, within the
Commonwealth of Pennsylvania, nurse practitioners
can write prescriptions for most drugs, but not for
narcotics. These boundaries were created because
it was decided that more schooling and experience
were needed for the added responsibilities that come
with prescribing narcotics.
Different boundaries may be instituted in your
organization, too. An employee who is new to your
company may not be afforded the same authority and
autonomy as someone who has been there for years.
In our credit union, tellers have different limits depending on their experience. The larger the dollar
amount, the bigger potential loss if the transaction
is performed incorrectly. Once a teller reaches their
limit, the transaction must be reviewed and approved
by a supervisor.
The use of a probationary period for new hires is
another example of a boundary instituted at work. In
many organizations, newly hired employees work in
a probationary period of 60 or 90 days. During this
time there may be restrictions on health benefits and
paid days off. Their performance may be watched
more closely to determine if they really do possess the
skills necessary to complete their duties and responsibilities. New employees may be teamed up with a seasoned employee to observe and learn the on-the-job
duties in a process called “shadowing.” After a couple
weeks the shadowing may reverse, and the seasoned
employee is observing the new employee to evaluate
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and report back to the supervisor. Companies may
find it easier to terminate employment during the
probationary period than at any other time.
While guidelines are often created to prevent employees from making costly mistakes, there are times
the boundaries create roadblocks which impede employees from performing their job duties effectively.
Earlier I mentioned a new teller with a dollar limit on transactions. While this policy helps protect the
bank against loss due to fraud, it could create losses
elsewhere. Since newer tellers must get more checks
approved by their supervisors, there is an increase to
the wait time for the customer who is being waited on,
and for the other customers in line. These customers
may grow impatient and unhappy, and unhappy customers tend to take their business elsewhere. It also
takes the supervisor away from whatever he or she
was previously doing. Placing boundaries can create
both risks and rewards. In this scenario, the reward
was reducing fraud, the risk was customer impact. To
create a policy that works, organizations must decide
how much fraud they are willing to risk to maintain
customer satisfaction. A happy customer probably
doesn’t offset a $10,000 loss, but it is not worth upsetting a customer to review a $50 check.
Economic frugality can create boundaries that
impede employee production, too. Reducing staff
puts a larger burden on the remaining employees.
Eight employees may not be able to produce what ten
did before, and decreased morale may lead to lack
of production as well. Companies may try and save
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money on supplies, equipment upgrades and maintenance, and other resources which are necessary
for employees to perform their jobs effectively. RoofRoof Dog Toys, an online company, decided to save
the money earmarked for computer and software upgrades. By using slow and outdated equipment, employees could not process as efficiently as their counterparts working for the competition. Employees
became frustrated, and some even left Roof-Roof to
work for the competition. Production decreased, as
did revenue. Ultimately, Roof-Roof decided the new
computers were necessary after all. In the meantime,
the boundaries of not supplying proper equipment
had a negative effect on their bottom line.
Through their actions, and sometimes inactions,
managers may inadvertently set new boundaries they
didn’t mean to create. The biggest pet peeve (pun
intended) I had about our dogs is how excited they
got when friends and family came over to our house.
Kimba would jump on guests, and he is a large dog.
Our dog trainer instructed us to have guests turn their
backs to him when he jumped. Kimba only wanted
attention, but jumping up on guests is a boundary.
When guests engaged him by petting him rather than
turning their backs, they were giving him the attention he wanted and rewarding negative behavior.
They were also reestablishing the boundaries.
In the opening chapter we talked about Christy,
the employee with the dress code issue. By not discussing her inappropriate dress the week before, and
by allowing other employees to dress the same way,
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her manager was resetting the dress code boundary.
While the policy wasn’t officially changed, what was
considered to be acceptable behavior did change.
Allowing employees to conduct themselves in a particular way creates workplace precedence and resets
boundaries. Not only can this affect one manager’s
employees, it can also affect employees in other departments. If the manager of Christy’s co-worker lets
that person dress in a certain way, Christy will believe
it won’t be a problem for her to dress the same way
too.
Since you have mistakenly moved the boundary,
you now need to move it back. Managers can use this
4R method to communicate unacceptable behavior,
reiterate expectations, and accept blame for moving
the boundary. The four Rs in the 4R method stand
for Requirement, Request, Respect, and Result.
Here is an example of how the manager can utilize the 4R method when addressing Christy about
her dress code issue:
(Requirement) Christy, the company has a specific dress code policy which does not allow
sleeveless shirts. (Request) I need you to adhere
to the policy and stop wearing shirts such as the
one you are wearing. (Respect) I understand we
have not addressed this in the past when you
and your co-workers dressed inappropriately.
(Result) However, going forward, we will be
holding all employees accountable for adhering
to dress code standards.
In the scenario above, the manager took respon-
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sibility for moving the boundary with the respect
statement: “I understand we have not addressed this
in the past when you and co-workers dressed inappropriately.” This is an important admission for the
manager to make. Your employee knows the boundaries weren’t in place before, and she needs to know
why they are being put into place now.
Remember, setting boundaries is not a bad thing.
In a previous chapter I discussed how we crate our
dogs when we’re not home. Being placed in a crate
is the ultimate boundary. (For the record, human
resources departments throughout the country will
frown on using the crate method for employees!) We
don’t crate them because we don’t love them; quite
the opposite. We crate them to keep them out of trouble and to prevent them from hurting themselves. It
would be horrible if they ran around the house and
knocked a lamp or a table over on top of themselves.
It would be even worse if one of them started chewing on a cord plugged into an electrical outlet.
Your employees also expect to receive guidelines
on what to do, or not, and what’s acceptable behavior, or not. Setting proper boundaries is really about
doing what’s right for your employees and the organization. Remember, sometimes you have to put
them on a short leash!
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1. Set proper boundaries.
2. Boundaries protect the
employee and the organization.
3. Be careful to not recreate
boundaries.
4. Sometimes you have to use
a short leash.

Determine
Motivation

A

s much as you may consider your dog to be an
extension of your family, he doesn’t speak or
understand English. He doesn’t understand Spanish,
French, German, or any other language either. A dog
doesn’t understand what you mean when you ask him
to sit, stay, lay down, or any other command you give
him. Dogs learn these commands because you show
them what to do, and because there is something in
it for them when they comply. You reward them with
treats, toys, or affection. Maybe the time spent playing is reward enough. Some breeds want to please
their owner by nature, so they are easy to train. Many
are food motivated and will follow commands for a
treat.
Baleigh was an easy dog to train, because she was
motivated by both food and affection. Kimba isn’t as
food-motivated as Baleigh. Don’t get me wrong, that
boy eats; he just isn’t as likely to sit for an extended
period of time for a Milk-Bone. Kimba is more active,
and likes to play with his toys, look out the window
at who is walking down the street, and such. He likes
to play fetch, so we need to involve him in activities
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to keep his interest and keep him motivated. Not all
dogs like to play with or eat the same things. Walk into
a local PETCO or PetSmart and you will see dozens of
flavors of dog food and treats, and hundreds of different types of dog toys. We have a container of toys
in our living room. There are some toys Kimba loves
to play with that Baleigh won’t touch. Then there are
others they fight over. Just because one cherishes a
reward doesn’t mean they both will.
Employees are motivated by different things. They
cherish their different toys as well. Some employees
are motivated by money, the chance of promotion,
a day off, free lunch, or personal recognition from
their supervisor. What motivates one employee may
not motivate another, and what motivates you may
not motivate them. Discover what motivates each of
your employees by talking with and getting to know
them. Understand what your employees care about
most, and use it to create a reward structure catered
specifically to them.

People are motivated by their
reasons—not yours
Steven Reiss, a professor of psychology and psychiatry at Ohio State University, devoted 5 years
studying more than 6,000 individuals to determine
what motivates people. His findings were published
in his book Who Am I? The 16 Basic Desires That Motivate Our Actions and Define Our Personalities.* He discovered that individuals’ behavior was motivated by 16
basic desires.
* Tarcher/Putnam, 2000.
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Power
Social Contact
Independence
Family
Curiosity
Status
Acceptance
Vengeance
Order
Romance
Saving
Eating
Honor
Physical Exercise
Idealism
Tranquility
Understanding that people are motivated by their
reasons and not yours is the most important concept
to remember when it comes to motivation. I stress this
in all of my coaching and leadership presentations. As
managers, we would all agree that work would be so
much easier if our employees did what we expected
them to do because we asked them to do it. It would be
easy to coach and motivate employees if they thought
the same way we did, and valued the same things we
do. Unfortunately, it just isn’t that easy. Steven Reiss
found 16 motivational factors, and your top five may
not be in line with your employees’ top five. That’s OK.
The problem doesn’t occur when they don’t match,
the problem occurs when you assume they will. In his
book, Steven Reiss coined the term “self-hugging,”
which is the idea that what is potentially best for you is
what is potentially best for everyone else. It is the practice of “self-hugging” that gets managers in trouble
because they assume if it’s important to them, it will
be important to their staff. This can create a frustrating experience for the manager.
In all honestly, dogs are much easier to motivate
than employees. Dogs tend to be motivated by either
food or affection. A dog offers unconditional love.
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Feed him and treat him well and he will be by your
side following your commands. We have a fence surrounding our back yard with a gate. Even if I kept the
gate open, the dogs would stay out back. Where else
would they want to go? We feed them and treat them
too well for them to want to go anywhere else.
Your employees will require you to dig deeper
to recognize their motivational factors. Look at the
following employee scenario to put Professor Reiss’
motivational list to the test:
Brad is a 21-year-old employee who excels in sales.
He displays all of the tendencies of a Type “B” personality: outgoing, energetic and fast-paced, who likes to
be around people and craves recognition. Since Brad
enjoys “winning” and public recognition, it is a safe
assumption he will excel at contests and challenges.
While getting to know Brad you discover he is saving
money to move into an apartment with his girlfriend.
Extra money is now a motivator too. If you look again
at Steven Reiss’s list, Brad’s top motivating desires
would be status, acceptance, saving, and social contact. Whenever sales are lagging, Brad’s manager has
a couple of new tools to use to motivate him to increase his sales.

Satisfied needs don’t motivate
Changing your motivational methods is helpful
for getting the most out of your employees. If you
provide the same thing all the time, be it money, recognition, or free food, then employees may grow to
expect it and it will stop being a motivator. Many professionals have read the bestselling book Who Moved
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My Cheese?† as a message about change. The book is
also an analogy about satisfied needs. In the beginning of the story, the two mice and two Littlepeople
got up early each morning, dressed quickly, and ran
through the maze to get their cheese. New cheese was
a motivator for them. After a while, the Littlepeople
got up later, dressed more slowly, and took their time
strolling to the maze for the cheese. After all, it was
always there and they were sure it was always going to
be there in the future. Their needs were satisfied, so
the cheese was no longer a motivator to get up early.
When we took Baleigh to training, many other
dog owners used food and treats to motivate their
dogs to perform the various commands. Some of
the dogs complied, while others didn’t. One couple,
Frank and Sue, were having trouble with their eightmonth-old Golden Retriever, Katie. They were bringing a bag of Katie’s dry dog food with them for motivation. Katie loved the food at home, and ate well, so
they were surprised when Katie wouldn’t sit and stay
at training. Katie knew she was getting the food when
she went home, so she wasn’t too motivated to perform tricks outside of the house for the same reward
she would get later for doing nothing. The trainer,
Deb, suggested bringing a more desirable treat next
time, something Katie wouldn’t get at home. The following week Frank and Sue grilled a couple of hot
dogs, cut them up into small pieces, and brought
them to training. I can honestly say that that was the
† Johnson, Spencer; Who Moved My Cheese? (G.P. Putnam’s Sons,
1999)
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most obedient I ever saw Katie. She sat, stayed, rolled
over, and would have probably stood on her head if
given the command. She was provided a new motivator, and boy did it motivate!
Take a look at the following scenario about satisfied needs.
Fred worked on the sales floor of an electronics store. He was responsible for assisting customers
with their questions and determining which products
were best for them. Looking to boost sales, the store
instituted a “Bonus Bucks” program to incent employees to sell additional products and services such
as video cables and extended warranties. Fred was
saving to buy a car, so he was eager to earn some extra
money. He started talking to customers; developing a
well-crafted pitch about how the best television cables
will provide a better picture, and explaining the benefits of an extended warranty on a digital camera. He
did pretty well, and was earning an extra $300-$400
a month in incentives. After about six months, Fred
came to expect the extra money in his paychecks.
The money was no longer a bonus; it had become
part of his expected salary.
Feeling confident in the extra income, Fred went
out and purchased a new car. After months of incentive money, Fred’s need to earn extra cash to buy a car
had been satisfied. Fred started taking the extra $300$400 a month for granted, and it no longer motivated
him to go out of his way to sell additional products.
He was content to provide his customers with only
what they asked for, and gradually retired his sales

54

Michael Patterson
pitch. Come the end of the month, Fred didn’t meet
his goals for the first time in almost a year. His next
paycheck contained $350 less than the month before.
Fred was stunned. He didn’t relate the decrease in
pay to his decrease in sales. In his eyes, his bosses
took from him something he was counting on, and
felt entitled to receive. The sales program had now
created a demotivating environment for Fred and his
coworkers. By changing what you use for motivation,
your employees won’t get used to the same reward
and the reward won’t become an expectation.

Employees are not motivated by
someone else’s award
When we go to the pet store and buy a toy, we
have to buy two. If we only bring one home, the dogs
will fight over it until one of them eventually wins and
hides it behind the couch. The purpose of bringing
a new toy into the house was to keep both the dogs
engaged. Instead, I created conflict between them.
Managers may inadvertently cause conflict in
their own departments by creating contests which
only one person can win, or which pits one group
of employees against another. The thought behind
implementing these contests is that the competition
will bring out the best in everyone and raise each person’s performance to a higher level. It can work for
certain businesses and for certain people. For others,
it can be a recipe for disaster. Managers need to keep
a finger on the pulse of the department to ensure
that the competition creates the desired effect. If the
same person wins all the time, maybe another will be
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motivated to be better next time. Maybe other employees give up, knowing they are not going to win.
Sometimes contests only motivate the employees who
normally win contests. The contest you create to enhance performance can actually have the opposite
effect.
Sometimes life imitates art. Maybe you’ve seen
the movie Glengarry Glen Ross‡. If your job involves
sales, I’m pretty sure you have. If not, it is a really
good film with a great supporting cast. In the movie,
Alec Baldwin plays Blake, a hotshot sales guru who
was brought into the Mitch & Murray real estate office to motivate their four salesmen to increase revenue. In a dramatic scene, Blake gives the salesmen
a speech which is part motivating, part intimidating,
and part emasculating. Blake tells them of a new contest where first place is a new car, second place is a set
of steak knives, and third place is…you’re fired! This
created an environment of nervousness, despair, and
recklessness. There is infighting, back-stabbing, theft,
and bribery. All four salesmen knew Ricky Roma (in
an Academy-Award nominated performance by Al
Pacino) was going to get the most sales anyway, and
he didn’t even need the contest to be motivated. The
others broke every rule they could think of just to
save their jobs.

Remember, it’s a long season
Baleigh graduated puppy school as one of the
best students in her class. You could refer to her as
the top dog! We wanted to continue, so Ann and I en‡ http://www.imdb.com/title/tt0104348/

56

Michael Patterson
rolled her in advanced training. The first three weeks
of the class she did tremendously. The trainer even
pointed Baleigh out as an example for others in the
class. We couldn’t have been prouder puppy parents.
Then came week four—Baleigh did not want to cooperate at all. She would get up and walk away when we
wanted her to stay, and check out other dogs when we
wanted her to heel. It was frustrating and embarrassing. We were dumbfounded; suddenly Baleigh forgot
everything she was taught and no amount of treats
could motivate her to perform. The trainer told us
there was no cause for alarm. Dogs can get tired and
bored too, and sometimes they need a break.
It’s tough to constantly stay motivated to perform your job at the highest levels. Individuals have
off days and lulls in productivity. Think of a baseball
season that lasts six months and 162 games. The best
hitters go into slumps, and the best teams go on losing streaks. There is an old saying that every team
is going to win 54 games and every team is going to
lose 54. What you do with the last 54 is the difference between first and last place. If your company
is constantly running promotions, then everything is
a promotion. I worked for an organization that ran
a two-week promotion every month. Employees met
their numbers for the two weeks the promotion was
running, and didn’t for the other two weeks. Some
of it was due to the fact that employees coasted during the off-contest times. Sometimes employees had
leads but delayed booking the sale until the promotion started. The problem with all of this was that
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since employees achieved their numbers during the promotion, the manager concluded it must be working. Unfortunately, this led to more promotions which made the
situation even worse.
Look at the entire picture. If you work in a demanding environment with lofty goals, know when to lift your
foot off the accelerator. Recognize when things that you
used as motivating tools no longer motivate, or worse,
demotivate. If you have already created a stressful environment, you might want to skip ahead to the chapter
entitled “Don’t Forget to Let Them Out to Play.”
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1. There is a reason PETCO
has different types of
treats.
2. Employees are motivated
by their reasons, not by
yours.
3. Satisfied needs don’t motivate.
4. Employees are not motivated by someone else’s
reward.
5. Remember, it’s a long
season.

“Money can buy you a nice dog, but only love can
make him wag his tail.”
—Kinky Friedman

Respect the Old Dogs

O

ne day an old German Shepherd was out in
the woods chasing rabbits. Running deeper in
the woods he winds up lost. Wandering about trying
to find his way home, he notices a panther heading
rapidly in his direction with the intention of having
lunch. The old German Shepherd recognizes he is in
trouble and thinks quickly. Looking around he notices some bones laying on the ground close by and
immediately drops to the ground and starts chewing
them. As the panther gets within striking distance,
the old dog loudly exclaims, “Boy, that was one delicious panther! I wonder if there are any more around
here?”
Hearing this, the young panther stops dead in his
tracks. A look of terror comes over him and he slinks
away into the trees.
“Whew!” says the panther, “That was close! That
old German Shepherd nearly had me!”
Meanwhile, a squirrel had been watching the
whole scene from a nearby tree. Figuring he can
trade his newfound knowledge for protection from
the panther, he follows the cat. When the squirrel
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catches up with the panther he tells him what he
knows and strikes a deal for himself with the panther.
The young panther is furious at being made a fool.
He orders the squirrel to hop on his back as he sets
off to seek revenge.
Now, the old German Shepherd sees the panther
returning with the squirrel on his back and starts to
think about what is he going to do. Instead of running, the dog sits down with his back to his attackers,
pretending he hasn’t seen them yet. Just as they get
close enough to hear, the dog says out loud
“Where’s that squirrel? I sent him off an hour ago
to bring me another panther!”
The moral of this story: Don’t mess with the old dogs.
Brilliance comes with age and experience.
I found this fable online.* Somebody e-mailed me
a link, probably because I own a German Shepherd,
or because I like analogies. It could also be because
the person is insinuating I am old. It doesn’t matter
why; all three are accurate. I started using this story
in coaching workshops and presentations to illustrate
the value that seasoned employees bring to their
organization. I also use it when I talk with younger
employees who expect to be promoted through the
ranks quickly just because they have a college degree
or think they are the ‘next big thing’ to come to work
at the company. A college education provides individuals with knowledge, but experience tells them
when and how to apply that knowledge. Individuals
gain experience by investing their time and honing
* “The Old German Shepherd” is a fable of undetermined origin.
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their skills in their field of work. Experience can also
be gained through the experience of others, the ‘old
dogs’ in the organization.
Respect the old dogs. Their years of experience
and knowledge are valuable to other employees in
your organization. Your seasoned veterans know the
tricks of the trade, they have “been there, done that”
and have usually been successful along the way. They
can be vital to mentoring younger employees by providing their perspective and wisdom to help others
navigate through office politics and the corporate
way of life. Valuing veteran employees and using
them as resources can even rejuvenate the career of
someone stuck in a rut. It will also create a sense of
usefulness for an older employee who is concerned
about youth taking control of the organization.
According to the U.S. Bureau of Labor Statistics
(March 2011), there are 29.5 million workers aged 55
and over.† That’s a lot of collective experience in the
workplace upon which managers can rely. There are
also 46.5 million workers aged 18-34. These are your
future leaders; individuals who could benefit from
the wisdom and advice of the more seasoned employees. Take advantage of the experience, knowledge,
and expertise of your “old dogs” to create a mentoring program.
Employees don’t take the time to mentor because
they either don’t think they have anything special to
offer other employees or they feel they are too busy
to take the time to be a mentor. The fact is, seasoned
† http://www.bls.gov/data/
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employees do have something to offer. Many mentors don’t realize the importance of what they know
because they already know it. They have developed
years of experience in their profession or organization, and over that time have found:
s what works in certain situations and
what doesn’t.
s what to say in certain situations,
how to say it, whom to say it to, and
when to shut up!
s who the go-to person is for each
situation.
s when the good and the bad times
are to approach the boss.
s how to position yourself for advancement.
Being a mentor really doesn’t take a lot of time
out of an individual’s schedule. How long does it take
to answer a question or reply to an email? Sometimes,
an employee can accomplish a lot as a mentor for less
than an hour a week.
The great thing about getting a second dog is that
the first will oftentime serve as a mentor. It’s easier to
housebreak a dog when you already have one who
is housebroken. The second dog will follow the lead
of the first. If you ever watch Cesar Millan’s The Dog
Whisperer, you will see him bringing a new dog in to
interact with his pack. The pack becomes mentors for
the new dog, and that dog quickly learns acceptable
behavior. I’ll discuss more in the next chapter.
In addition to serving as a mentor, seasoned employees can be called upon to serve as SMEs (sub-
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ject matter experts) to assist with training and development programs. SMEs are often used in training
classes to talk with employees about specific areas.
The benefit of this is enormous. The class participants are able to get greater detail and hear “war
stories” from the people who perform and know
the job best. They can get any and all questions answered right on the spot. The SME benefits from a
sense of value and usefulness. It also helps break up
their day and allows them to get to know and interact
with employees they otherwise wouldn’t. As a trainer,
I benefit because I don’t need to research an area
with which I’m unfamiliar, or have to follow up to
answer questions I couldn’t answer in the class. SMEs
know their stuff, and sometimes they like to talk and
go over their allotted time, or they may use jargon
with which participants are unfamiliar. When using
an SME it is important to have a trainer or moderator
present to keep them on track.
If serving as a mentor or subject matter expert is
not for your ‘old dogs’, you must find other ways to
keep them engaged. Talk with them to find out what
their career goals are. Older employees’ goals tend to
vary quite a bit between professional and personal interests. Some of your seasoned employees might still
have an eye on promotions, while others may have
an eye towards retirement. Don’t assume an employee who is no longer interested in being promoted is
not interested in thought-provoking and challenging
work. I worked with an employee, Ray, who came to
the credit union after retiring from a local school
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district with over 30 years’ experience. Ray was new
to banking. He wasn’t looking for a second career,
but did want interesting work and an opportunity to
make a difference. He was a hard worker, learned everything he could about the banking industry, and
was well-liked by his colleagues and our members.
With his work ethic and high level of professionalism, Ray served as a role model for younger, more
ambitious employees.
“My age and experience allowed me the leeway
of confidence that matched the skill achievement at
the branch level” Ray recently told me. “I knew how
to find out what I needed to know—using my people
skills and basic courtesy to move along in advancement.”
As a proud “old dog” in his own right, Ray agrees
he is motivated by being appreciated, productive, and
stimulated by the work he does. “A successful employee is never too young or too old to exhibit qualities
of accomplishment. Usually people will rise to the occasion and demonstrate their value, especially those
employees who feel they have something to prove to
their superiors and to themselves.”
Remember to respect the old dogs. Who better to
help show all the tricks to the new puppies? Plus, you
never know when you will need their astute wisdom
to help outwit a slick panther!
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1. Don’t mess with the Shepherd!
2. Develop a mentoring program.
3. Utilize your subject-matter
experts.

Pavlov’s Dog Talks
to the Other Dogs

I

van Petrovich Pavlov was a Russian psychologist
during the turn of the 20th Century. In his most famous experiment, Dr. Pavlov studied the correlation
between eating and salivating within dogs. During
the study, he preceded a meal of meat with various
sounds and signals. Pavlov discovered that, after a few
sessions, the sounds and signals alone would induce
the dogs to salivate. This discovery is known as behavioral conditioning. It states that for every stimulus
there is a response.
Our dogs know their food is kept in a closet in
the kitchen. Every time we open that door, our dogs
run into the kitchen expecting to be fed. They have
been conditioned to think that when the door opens,
food will come out of it and into their bowls. After
they eat, our dogs go to the back door to be let outside. Baleigh learned this routine over time, through
repetition. When we got Kimba, he didn’t know the
routine. He didn’t know where the food was kept
and what the significance of opening the closet door
in the kitchen meant. After only a day at home, he
ended up running alongside Baleigh when he heard
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the door open. Was he smarter than our other dog?
A quicker learner? No, he learned his behavioral conditioning from his “colleague.” It seems dogs do talk
to other dogs.
Pavlov’s discovery dictates that for every stimulus there is a response. This concept is also true for
employees. Take a moment to look at the following
three examples of workplace stimulus and write the
first response which comes to mind.
s You ask Fred, an employee with
a history of disciplinary issues, to
come into your office and to shut
the door behind him. What is Fred
thinking? What are your other employees thinking?
s You notice Sherry has begun making and/or receiving a number
of secretive personal phone calls.
What are you thinking?
s You schedule a mandatory staff
meeting to discuss the department’s new sales goals for the upcoming quarter. What is your staff
thinking?
How did you respond to the previous scenarios?
Let’s look at each one separately.
In the first scenario, Fred has a history of disciplinary issues, so he will probably attribute a closeddoor meeting with the boss to being in trouble once
again. In this case, his response might be nervousness, fear, or gloom. Maybe Fred will come in defensive and confrontational, knowing he did nothing
wrong. Your other employees are probably assuming
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the “problem child” is getting in trouble once again.
You probably answered the second scenario one
of two ways. If you have received a few resignation
letters in your management career, you were likely
thinking Sherry is applying for a new job. If not, then
you were thinking she may be having personal problems she needs to deal with privately.
Your answer to the third scenario depends on
how goals are set, communicated, and obtained in
your organization. If this is a regular occurrence,
your employees probably won’t think much about it.
If you only have “special sales meetings” when goals
are drastically increased then your employees might
be anxious, in a good or a bad way, about the meeting. If your department has not been meeting its
sales goals recently, then your employees may come
into the meeting discouraged or resentful.
How you responded to the scenarios above may or
may not be the same way your colleagues would have
responded. When faced with different situations, our
initial responses are derived from lifelong work experiences. Your employees’ responses are the same.
As the manager, you need to keep your hand on the
pulse of the office to determine what your employees
are talking and thinking about at all times. Employees react not only to what is happening around them,
but also to what they anticipate is going to happen.
Perception is reality, and in the workplace it’s not
only perception but also anticipation that is a reality
to employees.
Effective communication in the workplace is vital
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to ensure employees are getting the same message,
and that the message is accurate. The old adage of
“no news is good news” doesn’t work in today’s environment where rumors and assumptions can go viral
in no time. The office grapevine can spread rumors
and half-truths, cause panic, and kill employee morale. Employees who do not receive clear news and
information from an authorized source are sometimes left to make it up themselves.
We usually bathe the dogs ourselves at home. In
the beginning, they weren’t too fond of baths; especially Kimba, who has a lot of fur and takes a long
time to dry off. Ann would take Kimba into our shower and bathe him first, while Baleigh sprawled on
the floor outside in our bedroom. When Kimba was
done with his bath and we let him out, he would run
around and bark at Baleigh. Soon Baleigh would run
away and hide in another room. Obviously, Kimba
told Baleigh about the traumatic experience of getting a bath and scared her off. When we would finally
corral Baleigh and bathe her, she liked it. She didn’t
find it nearly as bad as she feared it to be based on
her colleague’s comments.
Some organizations have a situation where employees interpret the same policy in different ways.
Sometimes, like Baleigh and her bath, they are the
victims of misinformation from the office grapevine.
Managers may feel as though they are one of the guys
on the TV show Mythbusters, trying to prove or disprove urban-legend procedures. Maybe something
similar goes on in your organization. It’s like a bad
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game of “whisper down the lane.” One employee says
or does something, then another interprets it his or
her own way and says or does it a little differently. Before you know it, employees’ actions don’t resemble
the actual procedures in the least bit. This happens
even when an organization has a formalized training program, so you can imagine how much worse it
could be without one. It’s as if employees obtain their
training from the University of MSU—Make Stuff Up.
The issue isn’t a lack of organized or written procedures; employees could have current procedure
manuals right in front of them. It’s just that employees sometimes gravitate to doing things others are
doing, even if there is no rhyme or reason for doing
so. There is a story I heard and that I often tell about
how policies and procedures are created. Maybe you
can relate to the message in the story, and maybe it
happens in your workplace, too.
Scientists placed six monkeys in a room. In the
middle of the room was a ladder. Directly over the
ladder was a bunch of bananas, hanging from the
ceiling. Monkeys like bananas, so before long one of
them started to climb the ladder. As soon as the monkey started to climb, ice-cold water sprayed from the
ceiling, drenching the other monkeys. This repeated until the monkeys realized that any time one of
them climbed the ladder, the others got soaked with
ice cold water. Because of this, the monkeys made
a pact not to climb the ladder. After a week, one of
the monkeys was removed and replaced by a brand
new monkey, Bruce. He saw the bananas and was sur-
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prised none of his roommates took the initiative to
climb to get them, so he started to climb himself. Not
wanting to get drenched, the other monkeys ran over
and started beating Bruce up as soon as he started
his climb. A couple days went by and another of the
original monkeys was replaced by a new one, Sam.
Again, this new monkey saw the bananas, saw the ladder, and started to climb. Just as before, all of the other monkeys, including Bruce, started to beat him up.
Bruce wasn’t sure why he was beating Sam up, or why
no one was allowed to climb and get the bananas, but
everyone else was doing it so he joined in.
Eventually, all of the original monkeys were replaced one by one. None of the monkeys in the room
were ever sprayed by the water, yet they all knew if
a new one tried to climb up the ladder to grab a
banana it was their responsibility to beat him up. It
didn’t make sense, but that’s how things were done
around there.
Think about how some of your employees follow the lead of their colleagues, good or bad. A new
employee, Nick, was hired right out of school for an
entry-level position. Everyone else in the department
was a seasoned employee. The only negative thing
about the employees was their tendency to arrive at
work after the 8:00 starting time. The manager overlooked this, because when they arrived at work each
and every employee got down to business, performed
at a high level, produced results, and was willing to
stay late if needed. After a couple of weeks on the job,
Nick began to arrive after 8:00 as well. This didn’t sit
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well with the manager. He wanted to hold Nick to
the standard of being on time, even though nobody
else was held to the same standard. Nick’s attendance
now became a coaching issue. The problem was that
Nick learned this behavior from the rest of his team.
His behavioral conditioning told him it was acceptable to arrive to work late. By not addressing the rest
of the employees, the leaders of the pack, the manager created the coaching issue himself.
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1. Your pack talks when
you’re not around.
2. Employees react to what
they anticipate will happen.
3. Honest, timely communication can squash the
rumor mill.

Prepare for the
Occasional Accident

A

nyone who has ever housebroken a dog
knows that just when you think you have accomplished the goal, the dog has an accident. Maybe
you weren’t paying attention when he had to go out,
or maybe you left him home alone too long. It’s not
that the dog has regressed or suddenly forgotten the
training. It was an accident which you need to correct. You, in turn, learned to be more observant and
prepared the next time.
Hopefully, managers are just as understanding
when an employee makes the occasional mistake.
Sometimes we put too much responsibility on an
employee too soon, or we assign new projects without providing the proper tools and guidance. Occasional mistakes are not necessarily a bad thing; they
can provide a learning experience for you and for
your employee. Affording an environment where the
employee can make the occasional mistake will allow
him or her to gain valuable experience and grow and
develop internally as an employee.
Understand that all accidents are not created
equally. Accidents result in increasing levels of sever77
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ity. If the dog pees on the tile floor it’s an easy mess
to clean up. If he does it on the carpet it takes more
effort to clean to avoid a lingering issue. If he chews
up your leather reclining sofa (as ours did), you have
no place to sit.
Employee accidents can lead to various degrees
of loss as well. Mistakes which are easily corrected
and cause no monetary loss, negative customer experience, or lasting customer ill will are on the low
end of the spectrum. With that in mind, constant minor mistakes made by the same employee can create a cumulative issue. If a cashier forgets to give the
customer the correct change, correcting the mistake
and offering an apology may solve the problem. If
the cashier does it again, the customer may doubt
the employee’s capabilities, or even worse, honesty.
This may cause the customer to avoid shopping at the
store in the future.
Some employee accidents require short coaching
or training sessions with the employee. In recurring
or more severe instances, accidents should result in
disciplinary actions. The disciplinary action process
does not need to be a negative interaction with your
employee. If done correctly, a disciplinary action is a
necessary part of the coaching and learning process.
When our dogs are disobedient, we reprimand them.
It’s not severe, and later we show them how much
we love and appreciate them. It’s the same concept
with your employee. When conducting a disciplinary
action you are communicating that the action needs
to stop, and improvements must be made. You are
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censuring the action, not the employee.
Disciplinary actions fall into three categories: attendance, performance, and conduct. As a manager, it is
important to understand the different categories so
you can document the issue, know how the disciplinary process should proceed, and determine the level
of training, coaching, and mentoring required.

Attendance
When an employee fails to meet the expectation
of being at work every day at the expected time, including returning from breaks and lunches. If your
company interacts directly with customers and is
open more than 40 hours, your employees may have
a flexible schedule. If so, their hours may change
from day to day or week to week. Regardless of the
type of schedule, employees should be expected to
work their schedule unless prior arrangements have
been made with their supervisor.
In many companies, attendance issues are the
number one cause for termination. Each manager
has a different standard of what is considered late.
Maybe you provide your employees with a five-minute grace period, maybe it’s ten. Whatever time you
consider is late, please keep it consistent. If you are
OK when employees arrive ten minutes late, 8:10 is
the new start time. Don’t get upset when nobody is in
the office at 8:00. Remember the chapter about setting boundaries, because you are now resetting the
boundary for attendance.

Performance
When an employee’s work performance does not
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meet your company’s expectations, the performance
level of comparable colleagues, or causes a direct
negative impact. Performance can be directly measured four ways:
s
s
s
s

Quality
Quantity
Cost
Time

A performance issue may be measured by any
and all of the above. If an employee submits a report
which is poorly written and includes inaccuracies,
quality is definitely the first issue. Now that report
must be rewritten, and more time is lost. If there is a
delay there may be a cost factor as well.

Conduct
When an employee’s actions violate the company’s policies, standards, or values. Inappropriate conduct may be a one-time occurrence or there may be
a pattern of misconduct developing over a period of
time. When dealing with issues of conduct, remember to focus on the specific employee behaviors which
cause the problem. You can’t coach an employee for
having a bad attitude. You can coach to the specific
behaviors which cause the bad attitude, such as not
smiling, or being short and abrupt.
Take the time to document issues as they occur.
When approaching human resources with an employee issue you will discover that if the issue wasn’t
documented, it didn’t happen. Documentation provides the manager with a record of specific details of
the occurrence. Sufficient documentation allows you
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to properly collect the facts and eliminate the need
to reconstruct the exact details at a later date. It will
also provide a reasonable justification for your discipline. All instances should be documented, no matter how incidental or miniscule you think they may
be at the time. Small occurences may develop into a
pattern of behavior which could lead into larger issues down the road.
Be willing to address employees’ mistakes. Don’t
shy away no matter how uncomfortable this may make
you feel. Tactfully helping the employee understand
what he or she did wrong and how to do better next
time will actually show how much you care. Although
many supervisors dread the idea of delivering a disciplinary action, allowing the situation to linger without a formal communication with the employee may
only lead to more problems.
s The employee must perform under
stress, thinking a more severe reprimand is imminent. This may cause
additional performance or conduct
issues.
s The employee may believe his conduct is acceptable behavior.
s Other employees may question
whether discipline is handled fairly
and evenly across the department.
s Once the employee finally receives
the action, the reason and details
have been forgotten.
Discipline must be immediate, regardless of
whether you are dealing with employees or dogs.
One evening B.C. (Before Crating), I came home
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from work to discover pillow feathers everywhere.
The dogs got bored, and decided to have a fun time
ripping apart a throw-pillow from the sofa. It’s funny
now, looking back at the pictures I took, but it wasn’t
then. Baleigh and Kimba greeted me when I walked
through the door, the same way they’d greeted me every day before. They were oblivious to the mess they
made. For all I knew, they could have done it as soon
as I left for work. Dogs don’t remember things the
same way humans do, so they may have even forgotten the tug-of-war they had with the pillow. As upset
as I was, disciplining them would only let me blow off
steam, and would do nothing to correct their behavior. Since the purpose of discipline is always to correct behavior, the opportunity to discipline was lost.
This is why dog trainers say you must catch the dog in
the act of being bad. Otherwise he won’t know what
he is being reprimanded for.
The disciplinary actions should be in writing,
with a copy provided to the employee. Most states
and organizations require this. The memo should be
written so it is clear, concise, and to the point. Anybody who reads it should be able to understand exactly what occurred and what the ramifications were.
Your company might have a standard form for disciplinary actions. Verify with your supervisor or your
human resources department. If you are responsible
for creating a memo on your own, it should contain
these four parts:
s Specifics of the occurrence(s). This
should be written in the same format as the recording documenta82

Michael Patterson
tion by focusing on behaviors while
including the who, what, where,
when, why, and how. Use bullet
points to break down multiple occurrences or subplots.
s Policy, standard, or expectation
violated. If this is a follow-up from
a previous disciplinary action, state
the date and expectation of that
memo as well.
s Negative impact caused to the organization.
s Result and future expectation(s) of
disciplinary action. If the result includes a probationary period, detail
the timeframe and consequences if
improvement is not made.
When meeting with the employee, ask for his or
her ideas to correct the situation. In many instances,
the employee will either present a plan which is acceptable to you or ideas that match your own. If so,
the employee will be more likely to accept your objectives and work to solve the situation. If not, you
must offer your own solutions to the problem. Stress
to the employee that your ultimate goal is his or her
improvement and long-term success within the organization.
Provide the employee with a timeframe for improvement. Explain if he or she does not show improvement, or if any additional transgressions occur,
it will result in further disciplinary actions—up to
and including termination. Have the employee sign
the disciplinary action memo or form and provide a
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copy. After the meeting, it is important to follow up
with the employee during the timeframe discussed.
Note how the employee’s performance or conduct
during this time compares to performance or conduct which caused the disciplinary action. Praise the
employee for any and all improvements made. If the
employee continues to struggle, make him or her
aware of it. Additional disciplinary actions may be appropriate.
Ensure your employees understand the coaching
and feedback you provide is designed to help them
grow and succeed at work. While it may be tough for
employees to hear constructive criticism about their
work performance, they will be more willing to accept and follow your advice if they know you have
their best interests at heart.
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1. Mistakes create a learning
experience for you and
your employee.
2. Address mistakes directly
and quickly.
3. Document issues as they
occur.
4. Coaching and feedback
are designed to help employees grow and succeed
at work.
5. Baleigh was the one
who ate the pillow.

Don’t Forget to Let
Them Out to Play

A

s I mentioned previously, we crate our dogs
during the day while we are at work. I wasn’t
keen on the idea at first, but our vet and dog trainer
both recommended it, as do a lot of people on online dog forums. Now when we get ready to leave, our
dogs go to their crates automatically. Kimba likes it
there, and often goes in without coaxing for a little
rest between play sessions while we’re home. The
dogs feel comfortable in their crates, and are receptive to spending time in them during the day. When
my wife and I come home, they are ready to get out
and release some pent-up energy. Just as we know to
crate them before we leave, we also know they need
time to go out and play.
I always joke that my dogs would never run away
from home—they have it too good here to go anywhere else. Outward appreciation of your staff will
go a long way towards retaining your employees. Just
like retaining your customer base, employees need to
know they are receiving something from your organization that they won’t get somewhere else.
The company I work for has been recognized as
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one of the best places to work in Pennsylvania by the
Central Penn Business Journal. In addition to our salary
and benefits package, we were lauded for other perks
we provide for our employees such as free monthly
lunches, gala employee appreciation dinners, summer trips to baseball games and amusement parks,
and allowing employees to wear Phillies shirts and
jerseys on baseball’s opening day and during the playoffs. These are some of the ways we allow our employees to go out and play, and it leaves them energized,
engaged, and excited to come to work each day.
If your company operates on a normal Mondayto–Friday, 40-hour schedule, your employees will
spend more waking hours during the week at work, or
commuting to and from work, than they do at home.
For employees to spend so much time in one place
it needs to be a place where they feel comfortable.
Allowing employees to have fun events and mental
excursions at work makes it more enjoyable and ultimately more productive. Mental breaks allow employees to recharge their batteries and refocus their
efforts on completing important projects.
Hyland Software takes the concept of letting employees out to play to a new level. This 900-employee
organization in northern Ohio allows employees to
take advantage of an on-site massage therapist, free
fitness center, and a “rejuvenation station” equipped
with large recliners and soothing sounds of the
ocean. In the summer, employees frequently receive
emails from CEO A.J. Hyland alerting them that the
ice cream truck is in transit for free snacks. This com-

88

Michael Patterson
pany takes playing seriously; one of their salaried positions is “Minister of Culture,” responsible for creating a pleasurable work experience.
At our house, Kimba is his own Minister of Culture. He likes to go outside to play and will often
nip at Baleigh’s legs to make sure she runs out and
joins him. They like to run around and circle our inground pool, so much so there is a dirt track around
the first turn! When it rains, they come in muddy and
track the mud through the kitchen and living room,
so we switched from carpet to wood floors in the living room. We consider switching flooring and dealing with dirt spots outside as minor concessions to
keep our dogs engaged and happy.
You can also find ways to make minor concessions
in your workplace to make your employees feel appreciated and have fun at work. The following is a
list of ways to show your employees that you care, and
give them an opportunity to go out and play. Some
may involve a change in company policy, and some
involve an investment in money or resources. You’ll
find that your employees are less impressed by the
money spent as they are by the effort you make to appreciate the work they do.

Flextime Schedules
Flextime allows employees to strike a work/life
balance by restructuring their work hours accordingly. Instead of working a traditional 8:00-5:00 schedule,
with an hour for lunch, employees may work 9:006:00, 7:00-4:00, or take a shorter lunch to come in
later or leave earlier. Employees may also be afforded
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the opportunity to work four 10-hour days instead.

Telecommuting
This is an arrangement in which employees can
work from home or another offsite location, staying
connected by telephone and/or computer. Both flextime and telecommuting can be popular ways for employees to combat rising fuel costs. Telecommuting
also allows employees to contribute during snow days
when they might otherwise call off.

Dress-down Days
I mentioned earlier that we allow employees to
wear the colors of our local professional sports teams
during their respective playoffs. We also allow employees to wear jeans every payday in exchange for a
$5 donation to a selected charity.

Community Participation
Encourage employees to get involved with their
communities. Volunteer events are a great way for
employees to bond outside of work. Big Brothers Big
Sisters has a school-based program where they partner with local businesses to spend two hours a month
in school with a student. It’s a great way to give back
to the community, and employees will value the time
they spend with their new friends.

Free Food
Do you remember the excitement back in first
grade when the milk and cookie cart would come
around after lunch with free snacks? There is no better way to get to your employees’ heart than through
their stomachs. Our dogs get rewarded with treats,
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why don’t your employees? You don’t have to provide
a full meal, just an occasional snack will do the trick.
By the way, snacks always taste better when they are
served by the boss.

Create an Outside Oasis
Have a place outside where employees can go to
take a walk or eat their lunch. This allows them to get
away from work while still at work. You can start with
a table and a couple of benches. Look for a space
outside to turn unused ground into an employee garden. Employees can plant fruits and vegetables, and
can culminate with an employee sale.

Remember Their Milestones
Send out cards for employees’ birthdays and anniversaries with your organization.

Pass Along Free Perks
Does your company get free tickets to events for
the top executives and salespeople? If so, raffle them
off to the entire staff instead. Also, many retailers will
offer discounts and coupons to local businesses for
shopping, entertainment, health club membership,
and more. Take advantage and pass these deals along
to your employees.
Remember, your employees are the lifeblood of
your organization. Obviously, employees are not pets.
Managers need to take time to get to know their employees personally; their likes and interests outside
of work, their goals and aspirations. This is the key to
motivation. By understanding what drives your employees and what is important to them, you can cre-
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ate an engaging and motivating interaction. A highly
engaged, dedicated, and respected staff supplied
with the knowledge, ability, and motivation to get the
job done will succeed. Your staff’s success becomes
your success.
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1. Employees are the lifeblood of your organization.
2. Mental breaks allow
employees to recharge
their batteries and
refocus their efforts on
completing important
projects.
3. Employees will be
impressed by the effort
you make to appreciate
the work they do.
4. Let the dogs out—unleash the hounds!
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