Building on Employee Relations

21. Staff Meetings
And Building on Employee Relatio

Critical to the 3R Formula

One activity that business owners tend to do, either
seldom, is conduct staff meetings. Except for meetings hel
purposes, or to make special announcements, staff megis
than once a week are probably held too often. Freg
two weeks is too seldom. We suggest that you re
meeting every week, preferably early Monday mo
the first workday of the week.

When we talk about frequency of
meetings you may hold on a daily basi
members. We’'re talking about occasio
(and office and administrative staff, if
setting. This is the most efficiegt way o
what’s going on. It's a way
information relative to the

viewing the past week’s
efficiency, staff departures,
mplaints, client compliments, etc.)

ing week’s activities, like the week’s

sing solutions to specific cleaning problems encountered during
week.

view on various specific cleaning policies and procedures.

ntroduction of new equipment, products and modified procedures
as appropriate.

Discussing/reviewing Company Safety and lliness Prevention Program.

Encouraging employee feedback and suggestions.

Page 440

© 1995 — 2009 WorkEnders, Inc.



Building on Employee Relations

As you can see, there is no shortage of important topics for discussi
You can no doubt add to the list. And just because a topic has been
discussed once, that doesn’t mean it can be shelved forever. Repetiy
important ingredient in memory-retention and in forming habits.

Meeting Preparation

Always take a few minutes to plan your meeting every
down ideas throughout the week preceding the nextg
to have more than enough topics to discuss. In fag
more thoughts than you will have time to cover in
That’s OK, that'll give you a head start on the follo

Prepare a written meeting age
members on Friday for Monday’s m
opportunity to review the topics o
thoughts on the subject(s) to be di
collective input into your meetings will
informative and synergistic.

Try and limit most
subjects may require m

Get your staff in
humorous situatio
something funn i en if not directly work-related).

There is iscuss with your entire staff.

ST CETING

Tst week and the current week’s schedule.
Welco new associate Glenna Miller.

iscussion on recent quality control issues. We're
ooking forward to some of your ideas on what we
can do to resolve them.

Special Employee Award Presentation
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8:05 Adjourn Meeting

AGENDA FOR WEEKLY STAFF MEETING
Monday, August 30, 2002
Company Office - 7:40 AM

7:40 Review of last week and the current weei’ eN

7:45 Review the progress on Quality Cont e
discussed in last week’s meeting.
N
7:55 Next Monday is Labor Day.
Monday clients have been
weekdays to avoid missin
most of them. DON'T FOR
DAY COMPANY PI“IC!

AGENDA FOR W TING
Monday, Se

Company O

7:40 TIN meeting we will
Cllnlc to discuss

g practlces
‘“Bonuses for the month of

d that when it comes to motivating employees, money
yet the job done. While it’'s true that insufficient income can be a
ator, in surveys we conducted with what we refer to as
ployees” it was not at the top of the list of items that gave
. — money actually came in 5" behind:

riendly relationship with other team members

2. The support and encouragement they get from the business owner
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3. The hours of work and the fact that it is Monday through Friday, wi
no nights or weekends

4. The respect they get from the business owner

The fact is that money is perceived to be a fair exchange
they provide and, as such, is not viewed as a reward. “If I p
I'll get paid,” is the general attitude toward monetary com

In my more than four decades of experience in managi
motivating people, I've found that most of us tend tg
rewards and awards related to specific goals or ac
money.

$20 million for making a movie? Hardly,
recognized by his or her peers and give
bucks and that same person breaks do

In the time it takes a profession
uniform, he earns more money j
ring. But the sight of a bunc
each other and in many ca
ONE is another good ex
more than money alon

ugging
in THE BIG
move people

ARD.

otivate people to, first of all
to be a top dog on your

WE ALL CRAV

We need to
want to

ed over the years to keep people
reatness and recognition — and to

ne way to get your employees to look
eetings is to have some type of give-away
It could be a pair of movie tickets, a
restaurant, grocery store or department store
vie rental from Netflix, and periodically, some little

?” These things add a sense of “fun” to the job and put
yees in a good mood for the day.

r effective tool is holding a Queen for a Day contest. This
un for a month or so, and based on various criteria that you
ine such as number of cleanings accomplished, dollar volume
rated, good attendance record, team efficiency, customer
satisfaction/no complaint record...-- and so on, the team with the
highest number of points wins Queen for a Day privileges, where
they’re picked up in a limo and treated to a great lunch or dinner.
Believe me, when their neighbors see them being picked up in a big
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stretch limo, that will be worth a million dollars in self-esteem to
them. This also encourages team effort as opposed to just indivigalal
accomplishments.

3. Employee or Team of the month awards: Again based
performance or behavioral goals you want to achieve, y
out an award at the end of each month (engraved pl
trophies are not expensive) and post a photograph o
individual or team in your office as EMPLOYEE OF THE
OF THE MONTH for all to see, and for the win *

4. Weekend getaway or travel awards: M;j
for you have never been to a deluxe hotel o
weekend vacation. | have found trips to be ¥
during and following the contest peg
would prefer cash to the cost of
the money is spent, it’s forgotte
forever.

attitude of your staff. We
terms of poor quality wg
employees. Poor mora
organization — it ca

You don’t depend on machinery,
out your product. Your biggest asset
and dedicated employees.

ronic complainer can infect other apples in the
t the person who occasionally has a bad day or
Yy personal crisis that’s taking its toll. We are

al who constantly complains about clients, fellow
scheduling, the workload, company policies, and just
ing else you can name. When this characteristic first appears it
ealt with immediately because, if you ignore it, you’re going to
with this individual’s coworkers and clients.

c complainers typically carry a chip on their shoulder and look to
and everyone else as an excuse to blame for their misery. Signs
this kind of behavior may have surfaced during your initial interview and
kground reference checks. If so, this further evidence should be your cue
terminate the relationship forthwith; it’s unlikely that you’re going to
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change this individual’s attitude. Failure to remove this employee can ha
serious negative consequences on staff morale and your business.

At the very least, you need to have a frank, private discussio
this employee. Address any concerns and have her suggest solutj
most cases, the chronic complainer won’t have any viable soluig
complaints). Of course, if you hear a legitimate complaint
opportunity to take corrective measures. It could be that t
voicing what other employees have been thinking.

With respect to the last comment, the longer,
allowed to remain employed, the greater the likelil
may influence the individual’s teammates. And if

The chronically tardy

Employees who are frequently |

morale of fellow team member, i Other

One way to addre ion i “attendance
poker”. To participate ch employee
who arrives at work op ti ck of playing
cards. At the eng ployee who has showed up for

work on time
less than five o
employee

e cards. Employees who have

wins the attendance poker
hich may range from $10 to

Odeal with and make an example of anyone
sistently show up late for work.

chedule &nd feel you can’t afford to take extreme measures on
t | also know that if you don’t bite the bullet early on that the
nly get worse.

know of many employers who will tolerate chronically late
mployees who have excessive absences.

honest behavior
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Thorough screening and oversight prior to hiring will play a major r
in minimizing the number of thefts reported by clients. However, contj
vigilance is important if you are to maintain an excellent track recor

It’s imperative that you not lower your guard and get slop
hiring practices. This means faithfully conducting criminal bac
reference checks on all new hires. Getting sloppy here can |
substantial liability into your business. If your new hire is
it’'s wise to conduct a background check in the state of forme
since any wrong doing won't likely show up on your g ’

Remember that it is a good idea to advise e
policy to conduct random honesty checks. They
prescriptions, jewelry or other valuables that have
a client's home. Be sure to explain that
personal integrity but, rather, that you
clients and your insurance company.

Also advise employees that in th
that you would not automatical
member. However, explain
a police report and that th
authorities and possibly

The potential for eft from
clients. You also ney or other items
from the comp e reported to the police.
Employees mu selves to company property,
such as cleani little things like sundry
nts to always pay by check

easures can limit your exposure and
onesty should be dealt with

not workvut it is virtually impossible to place the person in her

ut major morale issues. This is even more complicated if the
otion means that the job will pay less money. If you find

s situation, as difficult as it may be, my recommendation is that
e a new position into which the person can be moved laterally,
the bullet and terminate the employee immediately. The only way
ight work out is if the employee herself suggests she would rather have
old job back because she prefers not to have the responsibilities that

me with the new position.
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Remedial warnings and dismissal

Most first infractions, except those which may endanger people
property, will not warrant immediate dismissal. When infractiong
however, you do need to have a serious discussion with the i
issue a warning that subsequent behavior involving the sang
to result in immediate termination. Be sure to diffuse the te
discussions are likely to raise by remaining calm yourgg

I have found over the past four decades that it is I
employee immediately. It is far less expengi
employee some form of severance pay t
around after she’s learned she is being
vindictive employee can do irreparable

Keep records of infraction

itten recor
policies an he more

You should always
any negative infraction
evidence you document
accuse you of terrgiumm

You sho d state laws regarding
employment p t to have employees who are
assets, nofli

ms are gathering in the make-ready
upplies and loading their vehicles in
ule. You’re at your desk looking over
tting ready to distribute the paperwork and

other and the language is punctuated with

dignity of even the crudest truck driver. On looking
you realize it is two of your employees who are engaging in this
t the top of their lungs. It’s one of your team leaders and one
embers, who has long been an instigator of dissent among

C 1

Just as you're about to intervene in what looks to be an all-out
fight, the phone rings and you grab it. It’s one of your employees calling
“sick” again...the fifth time in the last three weeks. You can tell by the
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sound of her voice that she’s suffering the effects of over indulgence from
the night before...again. Not exactly an unpreventable illness. Anxious
break up the continuing melee outside, you hang up and head for th

CRISIS 2

The phone rings again and you pick it up. It’'s one of y
time. She is extremely unhappy. Her team was there yeste
a laundry list of complaints. While she’s ranting and raving,
employees are standing right beside the desk where
but neither one picks it up. You attempt to excuse
heated client but, by the time she stops raving lo
your request, line 2 has stopped ringing.

CRISIS 3

As you look up from your desk y
who had been involved in the disturba
members. She promptly and in no unc

TODAY. Before you can respo
gets into the face of her tea
again.

CRISIS 4

Just at that
first day’s orien

CRISIS 5

t0Y desk,
tarts all over

Ne walks throu e door for her

e and notice line 1 is

while, you know that this scenario is
es take place at cleaning companies and other
basis. Over the years | have personally
companies around the country, both cleaning
It’s"hot a pretty sight. And when you’re dealing with
loyees or clients, it's up to YOU — the

id turning crisis conditions into complete chaos and
pse situations can be further exacerbated by letting your own
ode into a fit of rage.

OF PREVENTION

The best way to deal with crisis situations is to avoid them in the first
e. A simplistic notion? Not at all. While you can’t prevent all crises, you
n take steps to minimize the incidence of crisis.
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Proper Pre-employment Screening: | have found over the y,
that very often the employee selection process is “if she has a pulse
breathing, hire her.” In our House Cleaning Biz 101© course we
extensive pre-employment screening process that involves fiv

1. Telephone screen;
. Application screen;
. Personal interview screen;

. Employment and personal reference checks; 4§

a b W DN

. Criminal history and driving record checks.

Space does not permit an extensiy
during this process a number of behavi
will reveal the potential fit between th
when done thoroughly and correctly, c

- How the person is likely to i

- The individ ALl requiring routine, repetitive
work such as tf '

ay have revealed that the team
team leader would be a problem

or CDs. However, a large portion of this time must be spent on
pany policies and procedures. If you have a company Policies
es handbook (and you really should have your policies and

In writing), it’s important to go over it with your new employee to
ke sure she understands and acknowledges each item.
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This is the time to emphasize the importance of attendance and yo
policies regarding sick days, time off, vacations, etc. Be sure to stress t
tardiness affects other team members, clients, the company and the
employee. Habitual tardiness will result in termination of employment.
same should hold true for unacceptable absences from work. T
your policies. Failing to do so sets a bad example for the enti
have found that firing an otherwise outstanding employee f.
tardiness or poor attendance can send a strong message to
workers.

Equally important is discussing how you exp,
coworkers to be handled. This is true for all emplo
important for team leaders. A grouchy team leade
in situations with her team members is a reg
high turnover.

Delegate: If you think about it,
top of this article would have been mu

more out of hand.

If the owne e else to gra € phone when the
irate client calle en in a position to concentrate on
settling the afa T8 ) jterruption. And the client
would not havé hold.

hat would be going through
chaos? As if she wasn’t

new job. Any enthusiasm she may
hy would surely crumble the instant
at kind of people are these? What

e full time and attention to your new employee
place while teams are gathering and preparing to

U ARE FACED WITH CRISES

Many crises can be avoided. But in the real world, when you’re dealing
people, none of whom are perfect, there will be times you may feel as
ugh the ten plagues of Egypt have descended upon you. It simply goes
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with the territory when you’re a business owner dealing with employees a
customers.

Here’s one idea you should consider. Take some quiet time a
about various employee situations you’ve had and consider other
crises you could conceivably encounter. Write them down. The
the outcome you would hope to achieve by resolving the iss
down. Now think of alternate ways of achieving that object
down. | doubt very much that “blowing your own top” would
list as a way to resolve a dispute between coworker
other bad situation either).

As you most likely did with your telephone 3
with potential clients, rehearse the various scenarid
in the same light as a lawyer preparing fq
is preplanned; even their fabricated ou
a jury and intimidate a witness. Rest a
“if it doesn’t fit, you must acquit” line i
spontaneous aphorism.

Above all, stay calm d Crisis.
is very, very true. If you p
be far easier to do this.
language that you're a

a raving lunatic. There

ations, it will
body
m that you're
ly versus

A long, |
year, you’re go

, “If you want to earn $10K a
ou want to earn $100K a

ot of people out there think
arning But they’re not

ind of responsibility and challenges

to prove they’re worth that desired

W ite book of mine, Think and Grow Rich,
the seed of an equivalent or greater benefit.” It
ase out and keep it on your desk as a

ith future crises.

ROOM AND COMPENSATE AN ASSISTANT MANAGER
REAKING THE BANKI!

ry small business owner, you are forced to wear many
the marketing manager, the operations manager, the

ina anager and the human resource manager. You perform some
hese duties with greater ease and comfort than others. While your
iness is small you need to meet the challenges of each of these

es. But you must also know when its time to delegate responsibilities
0 someone else in order to grow to the next step.
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First of all, you need to have a clear vision of where you want
your business to be. Six months from now; one year from now; three
years from now; five years from now. The answer depends on what
of income and lifestyle you’re looking to achieve. If you want your
business to produce $125,000 pretax profit, you know you’re gQé
have to set a goal of reaching around $625,000 in annual rey,
(assuming a bottom line profit of 20% before owner’s salar
average cleaning ticket is $85, for example, this would trans
cleanings per week over 52 weeks.

We know from experience most owners can
without any administrative assistance up to at lead
week. If your average is $85 per cleaning, this wo¥
$2,550/week in revenues (about $133,00
After this benchmark is reached it start
else to whom you can delegate some o
— at least on a part time basis.

An Affordable Formula

ot afford
u can
you will

An operation gener
to support a full-time a
afford to begin groomin
find a table illustrgdd ’
Ride Compensai4
that you feel hj ' ond the status of house
cleaner, this is u can use to illustrate a

mpensation table shows that the

to support a full-time assistant in

ing at least 80 to 100 cleanings

ges). However, it does provide an
; eaning person on your staff to

ning wages.

ader, for example, who is currently earning
mediately earn a 50% increase in wages even
week. If she proves a valuable resource and

ervisory basis). At 150 cleanings per week average, your
Id earn $39,000 a year without ever cleaning a home
a bad incentive for the right individual.

The key to making this formula work without supplementing the
pensation schedule is to keep the person on a team until the over
e can provide a decent wage all on its own. However, if you feel you
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need more of the person’s time to help you administer the business, you
may choose to modify the program.

For example, if you train your assistant to sell new clients you
may wish to pay a commission over and above the cleaning ove
You can add an additional amount into your first-time cleanin
say $25 — which could represent an additional $50 or more
their pay check.

If you feel it's necessary, you could also suppleme
adding a fixed weekly amount — say, $100 — to thg
compensation. The important thing to consider is

Incentive to Grow the Business

When you pay an assistant a str
for her to help you grow the buyg
disincentive. If you're payin
may think, “Hey, if there’
work. | get paid $400
150 cleanings per week?
motivation for the ks

Regardle assistant, be sure to
include t e when pricing your
jobs. assistant, this should
still calculating iyour clients’ cleaning
prj kN you are ready to do so.

BLE ON NEXT PAGE
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Cleanings  Assistant Cleanings  Assistant Cleanings  Assistant Cleanings  Assist
Per Week Over Ride Per Week Over Ride Per Week Over Ride Per Week

31 $ 155.00 61 $ 305.00 91 $ 455,00 121

32 $  160.00 62 $ 310.00 92 $  460.00 122

33 $  165.00 63 $ 315.00 93 $  465.00

34 $ 170.00 64 $ 320.00 94 $  470.00

35 $ 175.00 65 $ 325.00 95 §  475.00

36 $ 180.00 66 $ 330.00 96 $  480.00

37 $ 185.00 67 $  335.00 97 $  485.00

38 $  190.00 68 $  340.00 98 $

39 $  195.00 69 $  345.00 99 $

40 $  200.00 70 $ 350.00

41 $ 205.00 71 $  355.00

42 $ 210.00 72 $  360.00

43 $ 215.00 73 $ 365.00

44 $ 220.00 74 $ 370.00

45 $  225.00 75 $ 375.00

46 $  230.00 76 $ 380.00

47 $ 235.00 77 $ 385.00

48 $  240.00 78 $ 390.00

49 $  245.00 $

50 $  250.00 .
51 $ 255.00 $ 705.00
52 $  260.00 $ 710.00
53 $  265.00 $ 715.00
54 $ $ 720.00
55 $ $  725.00
56 $ 146 $ 730.00
57 $ 147 $ 735.00
58 $ 148 $ 740.00
59 $ 149 $  745.00
60 150 $  750.00

cruiting activities, your thorough
ed Initial Orientation Period, your
ning Program, and your effective Training
are on your way to building a successful

I help you train and manage your employees.

e building teams and team spirit. You’re keeping your

ormed and involved through weekly staff meetings. And the
vay you have gone about all this will help you source the labor
N fed, attract better employees, and maintain longer tenure from
ose employees. It's the 3Rs Human Resource System — AND WHAT YOU
WITH IT.

After coming this far through your Employee Development
anagement course, and hopefully having begun implementing its themes,
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you can see that Managing the 3Rs is a science. It is a System which, if
followed and used religiously, can help your business grow and prosper
a very important element in the whole process is YOU and your emp
relations practices.

Everything we’ve discussed in this course has to do wit
resource and building on that resource through good human
management practices. But to be successful, it will take m
expertise we’ve talked about. It will take skillful leadership
valuable resource.

As the owner and commander-in-chief of yo
employees will look to you to set an example of t
to look up to — and more importantly, to want to
sometimes come to you with problems,
They will have their moments of joy an
will have spouse or child problems. Th
unfortunately, their bad days, too.

To be a good human res
skills we’ve been discussing.
It takes patience. Lots of
patience, understanding
for you to survive the

erstanding.
amount of

There will g
Lance Ito of the i Id advise you to step back and
“take three deq our anger. Remember that as
or do something you’ll later

pact of “cool, firm and fair”
ior” relative to the effect they have on
er, you really can’t afford the luxury
s on an employee.

ed, let them know you’re displeased. Not
hastising in a rage. But do it calmly and

of running a business is serious. But don’t take

the point where employees feel uncomfortable
“light” when they show up in the morning. Even if
ious problem you’re going to need to discuss, you don’t have to
n Legree, standing there ready and waiting with a whip to

m when they arrive for work.

y’re having a problem, offer your help. If it's a training problem,
n't lay blame on them, lay it on the inadequacy of their training. Making
ple feel bad doesn’t solve problems, it only exacerbates them.

If it is a job-performance problem, don’t just tell them “what” to do,
how them “how” to do it.
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If they’re having a personal problem, hear them out. Be their shou
to lean on. Sometimes they may ask for advice you’re not qualified to gave,
and shouldn’t give (about their home life, for example, or legal matt
When that happens, hear them out and direct them to where to get th
proper counseling.

Treat all your employees fairly, equally and with resp
obvious favoritism or manage with a double standard. The
“Do unto others as you would have them do unto you.” The
says, “Do unto others as they would have done untg

People want to be treated “the way they w3
isn't necessarily the same as the way you would
any actions or activities which may be offensive to
when it comes to anything that might be
Even putting your arm around the shou
taken the wrong way.

To be sure, there will be many ti
people is not easy. It is a big rgsponsibi
shoulders. How well you ma

success of your employees s in business.
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