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Because artificial
intelligence is poised to
lead the way in shaping
how companies treat their
candidates, it's critical for
hiring managers to develop
baseline understandings
of those technologies.
Knowing what can be
possible with emerging
technologies (even when
that functionality isn’t yet
available on the market)
can enable companies

to develop strategies for
using them—and be ready
to jump on those tools
when they finally hit the
market. Here are three
areas that organizations
should keep an eye on as
they think about adopting
and implementing new
technologies.
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USING Al AS A CANDIDATE GUIDE

Now that candidates are effectively consum-
ers, organizations must provide them with
tools to serve their needs. Chatbots that ful-
fill the human need for immediate answers,
for example, can connect candidates to the
right opportunities. This type of Al applica-
tion can do more than just respond to key
phrases. It can give a candidate direct access
to information and personalized directions
(based on information in the candidate’s
resume or from a conversation he or she has
with the bot) to navigate what is often an
indecipherable list of job titles and find an
answer to the question “Where do Ifit in this
organization?” A company that employs this
technology also benefits: AI providesa better
way for it to engage with the increasing vol-
ume of interested applicants. (This example
describes just one possible early, first-wave
application of technology to reengineer
candidate engagements. It probably won’t be
long before people start their job searches
from their couches by saying “Hey, Alexa.”)

USING TECHNOLOGY TO INCREASE
CONVENIENCE (FOR EVERYONE)

Once a company has connected with a
candidate, the next step is to evaluate his or
her abilities. In today’s job market, most can-
didates are currently employed, which can
make it very difficult to schedule assessments
and interviews. Organizations can provide a
better candidate experience—and increase
hiring efficiency—by letting candidates
complete parts of the hiring process on their
own terms.

Consider the example of a healthcare IT
company that used to screen every engineer-
ing candidate via an in-person interview in
which the engineering team would give the
candidate a problem and observe how he or
she solved it on a whiteboard. Although this
type of interview is a great way to see how
a candidate processes data, it does require
complicated scheduling and costs associated
with bringing every reasonably qualified
candidate onsite.

New technologies can replicate this
screening step in a way that gives candidates
the same interview coding experience on
their own terms. For example, qualified can-
didates can complete several coding chal-
lenges offsite and record videos to explain
their thought processes and approaches
to solving each one. Because this entire
process is asynchronous, the organization
can consider more candidates and acceler-
ate its recruitment of developers, as well as
decrease interview expenses (by flying in
only the top candidates for in-person inter-
views) and free up hundreds of hours for its
engineering team.



USING Al TO SCREEN AND DRIVE

CANDIDATE FLOW

With the rise of mobile applications, cloud
storage of resumes, and easy access to infor-
mation about employers, candidates have
turned into consumers. Because it’s easier
than ever for someone to apply for a job

on a whim, many companies have seen an
increase in applications. As a result, recruit-
ers are now spending the majority of their
time reviewing incoming applications to find
the best ones rather than actually placing
candidates in new positions in which they
will succeed. New Al capabilities are being
developed to learn the measure for success
and sift through applications and sourcing
channelsin order to connect recruiters only
with the best candidates, thus ensuring that
recruiters spend their time building relation-

ships instead of wading through applications.

77

Aslong as companies need employees,
recruiting will continue to be a critical area
for every organization. With new technolo-
gies making HR functions more efficient and
easier each day, it’s clear that companies that
want to improve their hiring processes will
need to understand, anticipate, and embrace
those new solutions.

As the director of recruiting for Cerner (www.cerner.
com), Troy Teague focuses on talent acquisition for
the USA, Europe, and India by developing strategies
to identify and attract the best talent for Cerner’s
human capital needs. He ensures that Cerner has the
right talent to execute for its clients and leads in the
areas of recruitment, recruitment systems, reporting,
recruitment marketing, veteran initiatives, and di-
versity outreach. He can be reached at troy.teague @

cerner.com.

This article was originally published on the HireVue blog
(hirevue.com/blog).
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On the most fundamental level, all effective recruiting meets key
requirements in three areas: time (fast), cost (low), and quality (high). In
most cases, two of the three usually come easily, but the third can be a real
challenge for talent acquisition and recruiting teams to achieve. In order to
compete in today’s near-zero-unemployment talent market, recruiters must
move quickly: candidates have more choices now than ever before, and
sacrificing time is no longer an option. On a similar note, a recruiter who
holds out for cost or quality may end up settling for a candidate who has
been on the job market for some time and may not be the employee that the
recruiter could have chosen if he or she had moved faster. In fact, dragging
out hiring decisions doesn’t actually improve hiring quality—it reduces it.

STREAMLINE AND PRIORITIZE RECRUITING WITH DATA
Data is at the heart of many of the decisions recruiters
make, and it’s also the key to improving metrics in time,
cost, and quality. It’s nearly impossible to separate time
from quality and from cost, because when it comes to
analytics the crossover effect is inherent in those three key
areas. In order to hit all three components of the recruiting
triad effectively, recruiters need to use metrics and predic-
tive analytics to make the best-informed decisions about
what to automate, where to spend time on high-touch tasks,
how to target and reach candidates more quickly, and how
to manage costs.

Using analytics beginning at the sourcing stage can
help recruiters quickly identify top prospects for their
hiring funnels. This is one function they can streamline via
automation. Assessment programs and hiring algorithms
allow recruiters to quantify the skills they’ve identified in
top talent. At the same time, these tools also enable them
to identify any candidate who is not a good cultural fit or
who poses a turnover risk.

USE RECRUITING METRICS AND ANALYTICS TO
DRAMATICALLY IMPROVE RESULTS
Applications of these tools could include strategies such
as mining social media platforms, identifying the top job
search aggregators with the best candidates, using special-
ized platforms to reach unique candidate audiences and op-
timize job advertising investment, and knowing which job
titles appeal the most to potential employees. Streamlining
sourcing can yield positive returns in the form of better,
more efficient hires that will improve quality and time to
hire—and ultimately save the organization money:.
Because targeting is the key to reaching top-level can-
didates quickly, a hiring campaign budget should include
support for a performance-based advertising model that
provides the tools needed for precise targeting of possible
candidates. For example, this model could consider what
top candidates might search for not just when considering
ajob change but also when exploring career development.
A targeted campaign based on keywords in those areas

instantly broadens a job ad’s reach not just to active job
seekers but to passive candidates as well.

Because candidate funnels are built on strategy, ef-
ficient advertising helps recruiters drive qualified and
highly targeted traffic to job postings more effectively than
traditional job postings on job boards. Performance-based
advertising differs from a standard cost-per-click ad in one
significant way: unlike traditional digital advertising, job
ads have an end date. Once a position is filled, it should and
can be immediately pulled from an ad buy. The biggest ben-
efit to performance-based advertising is that recruiters can
set rules that are directly related to their ad budgets—to
reach a certain audience, for example, or to target a specific
conversion rate.

TAKE ADVANTAGE OF SEO AND GOOGLE’S ALGORITHM
Google for Jobs is pulling traffic from traditional job
boards at a level never before seen in the history of online
job sites. Recruiters can take advantage of Google’s algo-
rithm, which rewards certain features of job postings (such
as salary ranges and keyword matching), to optimize their
ads without putting the budget into cost-per-click ad buys.

All companies want to move faster, spend less, and find
better candidates. Performance-based models are chang-
ing organizations’ approaches to all three recruiting
fundamentals. By using metrics combined with the right
tools and strategy, recruiters can monitor their costs and
focus on targeted quality candidates who meet specific
criteria—and therefore achieve their hiring goals faster,
less expensively, and more effectively than they could with
traditional models.

Thad Price is the chief executive officer at Talroo (www.talroo.com),
where he provides leadership, strategy, and guidance to all depart-
ments to ensure the company is moving in the right direction with
the right talent. With more than 15 years of experience in online re-
cruitment and the job search vertical, Price uses his cross-functional
experience to turn client feedback into innovative products that help

companies hire better.
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BY CHRISTY PHANTHAVONG AND PATRICK DEPOY

Over the past half-century, employers have made
great strides in protecting employees and applicants
from conscious bias on the basis of race, gender, age,
and other protected characteristics. But what about
unconscious—or “implicit”—bias, which “refers to the
attitudes or stereotypes that affect our understanding,
actions, and decisions in an unconscious manner”?!
Everyone has implicit biases that are formed from his or
her experiences over time.
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Implicit biases may lead decision makers to uncon-
sciously form opinions—and make employment deci-
sions—about applicants and employees that are based on
protected characteristics (such as race, gender, and age)
and that negatively affect those individuals. For example,
in one study readers were asked to review the same
research paper, but some of them were told it was written
by an African American student and others were told
it was written by a Caucasian student. Not only did the
reviewers score the “African American” student’s work
an average of nearly one full point lower (on a five-point
scale) than the work by the “Caucasian” student, but they
also offered far more negative qualitative comments on
the work by the former (e.g., “average at best”) than on
the work by the latter (e.g., “has potential”).>

Because implicit biases operate at a subconscious level,
they may run counter to what someone consciously be-
lieves and thus make it difficult for that person to realize
that they have shaped his or her decisions. Implicit biases
can be unlearned, however. There are a number of actions
that employers and decision makers can take to change or
reduce the impact of implicit bias in the workplace.

Increase awareness. Workplace training should include
discussion about implicit bias and strategies for counter-
acting it. Ask employees to take implicit bias tests to help
them identify their own unconscious biases and learn
how to be on guard for situations in which those biases
could affect their decisions.?

Build networks. Encourage decision makers to look
beyond their traditional avenues of obtaining referrals
and identifying potential employees.

Increase exposure. Ask employees to actively take steps
to learn about groups of people who are different from

them and to find and discuss areas of commonality (fam-
ily, shared hobbies and interests, etc.) with those groups.

Solicit input. Encourage employees to confront their
own assumptions about people; to seek out and listen

to feedback from others when evaluating candidates
(whether for hire or for promotion); and to consider oth-
ers’ viewpoints, opinions, and experiences. Ensure that
key decisions include the input of multiple individuals,
preferably with varying backgrounds.

Don’t rush. When selection decisions must be made, al-
low adequate time for information gathering. Avoid “gut
reactions” and hasty decisions that may lead to biased
decision making. Fully evaluate each candidate and be
sure that decisions are made intentionally.

Strive for alignment and thoughtfulness. Ensure that
decision makers agree on the key criteria for the decision at
hand and that the criteria are as objective as possible; rather
than relying on “what’s always been done” or assump-

tions about what’s “appropriate” or “necessary” for the role,
choose the criteria thoughtfully, with a focus on skills and
abilities (rather than mannerisms and style). Consider writ-

ing out the criteria ahead of time to reduce the likelihood

© Mark West / UnSplash.com

that they’ll be changed during the decision-making process
in order to justify a particular candidate selection.

Ask questions. Encourage employees to question general-
ized statements about candidates and employees (such

as “she is well liked” or “he is not a good fit”) and to list
both positive and negative aspects of each candidate
under consideration. Push decision makers to challenge
stereotypical categorizations or descriptions about people.
(For example, if a female colleague is described as “bossy”
or “aggressive,” question what specific conduct led to that
description and consider whether a male colleague would
be described in the same way based on the same conduct.)

Avoid interruptions. Discourage employees from inter-
rupting speakers during meetings. (And when interrup-
tions do happen, actively “interrupt the interrupters” to

ensure that voices are heard.)

Be fair in assignments and acknowledgments. Assign
work and projects without making assumptions about
employees’ abilities (e.g., that an employee with several
children cannot complete a time-sensitive, labor-inten-
sive project); also assign “office housework” (e.g., arrang-
ing meetings, taking notes during meetings) and other
administrative tasks fairly. Identify and acknowledge
contributions and successes by all employees.

Implicit bias can lead to many problems in the workplace,
and because of its hidden nature it can be difficult to de-
tect and eradicate. Increasing awareness is the first step
toward addressing the problem. When leaders acknowl-
edge the existence of implicit bias and and actively work
to tackle it, real change can occur.m

Christy Phanthavong is counsel at Bryan Cave Leighton Paisner
LLP, where she provides employment counseling and employment
litigation defense to management clients. She is one of the firm’s
“go to” experts for matters relating to all aspects of the Family and
Medical Leave Act (FMLA) and also advises clients regarding
employee relations matters (including hiring, discipline, and
termination), drafts employee handbooks, and prepares employ-
ment and separation agreements. She can be reached at christy.

phanthavong@bclplaw.com.

Patrick DePoy is an associate at Bryan Cave Leighton Paisner LLP,
where he is a member of the firm’s Labor and Employment Client
Service Group. He focuses his practice on employer-side labor

and employment law, including employment-related litigation,
traditional labor, compliance counseling, best practices, employee
policies, and human resources training. He can be reached at

patrick.depoy@bclplaw.com.

1. The Kirwan Institute for the Study of Race and Ethnicity. 2015. “Under-
standing Implicit Bias.” The Ohio State University website, kirwaninsti-
tute.osu.edu/research/understanding-implicit-bias/.

2. ArinN. Reeves. 2014. “Written in Black and White: Exploring Con-
firmation Bias in Racialized Perceptions of Writing Skills.” Nextions
website, nextions.com/wp-content/uploads/2017/05/written-in-black-
and-white-yellow-paper-series.pdf.

3. Onereadily available version is the IAT test from Project Implicit at
Harvard University, available at implicit.harvard.edu/implicit/takeat-
esthtml.
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As the first point of contact with candidates, the
job posting serve as the organization’s gatekeeper.
Top-notch job descriptions attract the right
candidates who can thrive at the company. Bringing
such strong candidates on board increases employee
engagement, reduces turnover, and optimizes
productivity in the long run.

Poor job descriptions, on the other hand, can
hook candidates who are unqualified or become toxic
team members who will eventually leave the company
(either voluntarily or involuntarily). What qualifies as
a poor job posting? A job description that exhibits

any of the following red flags could be unintentionally
sabotaging an organization’s efforts to recruit and
retain incredible employees.

JOB DESCRIPTION FAIL #1: BUTTERED-UP
LANGUAGE
When writing job descriptions, managers often use
complicated language to sound more professional or
to “inflate” the position in order to better appeal to
candidates. But this “bait and switch” tactic can breed
resentment among employees, which in turn creates a
toxic office culture and leads to higher turnover.
Managers should instead stick with simple
language that accurately describes the position.
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This doesn’t mean that the job description should
read like it was written by a surfer or that managers
should go out of their way to make a position sound
less exciting than it really is. They simply need

to avoid unnecessarily complex language and
communicate their companies’ recruitment goals as
clearly and effectively as possible.

For example:
Under the general direction of the
department’s IT supervisor, the incumbent
will be a full-stack web developer
responsible for creating attractive and
usable web-based interfaces for internal
and world-facing tools and sites. Candidates
should be comfortable communicating with
sales people to develop working code on new
sales software.

This job description is simply, to the point, and effective.

JOB DESCRIPTION FAIL #2: INCLUDING
EVERYTHING IN THE JOB TITLE

Trying to attract highly qualified job seekers by
including too much title bling can have the opposite
effect by deterring potential candidates who don't
understand insider lingo (or who won't spend the

time reading lengthy job posting titles). According

to the engineer who runs the job search engines at
Glassdoor, long job titles are not SEQ-friendly and
tend to perform poorly in comparison to shorter, more
succinct job titles that match well with common
search terms.! In order words, companies should
avoid extremely long job titles such as “Ninja Level
Full Stack Developer Angular/JS/Python/ETC (Remote:
Telecommute from Anywhere)” when a simple “Web
Developer” will do just fine.

JOB DESCRIPTION FAIL #3: SHODDY WRITING
AND PRESENTATION

Companies that want to sound like legitimate
organizations and appeal to top-notch candidates
should use proper grammar and punctuation. That
seems like a no-brainer, but it is stunning how many
organizations don't subject their job descriptions to
proper editing before posting them. Job descriptions
with misspelled words or six question marks at

the end of each sentence wind up looking more

like e-mail spam than legitimate job descriptions.
Incorrect grammar, sloppy formatting, and bad
syntax will make job seekers run away faster than a
company can say, “Apply here.”



JOB DESCRIPTION FAIL #4: TRYING TO FIND A
PERFECT MATCH

There’s a reason that recruiting professionals call the
perfect candidate a “purple squirrel™ it's very unlikely
that they will ever find one. Not only is the search for
a perfect candidate futile, but having unrealistically
high expectations can actually prevent recruiters from
seeing a great employee who may not be 100% what
they're looking for but who could become one of a
company’s most loyal and capable employees.

To avoid intimidating candidates with unrealistic
experience requirements, recruiters need to
differentiate between what they want and what they
need before they start writing up job descriptions.
For example, requiring expert-level experience
for a job that could probably be done by a middle
manager with additional on-the-job-training likely
won't yield a viable candidate when trying to source
a large candidate pool. There’s no need to have
lower standards. It's simply a matter of considering
whether a job posting might needlessly rule out good
applicants—and then adjusting its content and
language (perhaps with inspiration from job spec
templates already tailored for different job profiles
and industries) to indicate an openness to promising
candidates, not just perfect ones.

JOB DESCRIPTION FAIL #5: NEGATIVE TALK
Negative language in a job description—in particular,
detail about what candidates can and can’t do before
they're even hired—can make candidates feel as
though they're being lectured and decide to pass
on a job posting. Be wary of negative words (such
as “don’t,” “shouldn’t,” “unable,” and “never”) and
instead use positive words (such as “can,” “succeed,”
and “accomplish”). Switch out absolutes for open-
ended, inviting language aimed at developing a
relationship between the candidate and the company.
Job descriptions should definitely avoid using
racist, sexist, elitist, or otherwise discriminatory
language. Offensive language (whether intentional or
unintentional) can not only be extremely harmful to
the organization’s reputation, but may also be illegal,
depending on local laws. Aim for neutral, professional
language that doesn’t color the message with any
biases about gender, sex, race or politics.

JOB DESCRIPTION FAIL #6: WALLS OF TEXT
Most people who read an article or book filled with
giant, unbroken paragraphs soon find their eyes
glazing over as they struggle to find the important
information in a wall of text. The same goes for job
seekers: they want to get the key data quickly and
easily! Job descriptions should get right to the point

and spell out details such as the qualifications

candidates should have, the pay and employee
benefits, and how to apply for the position. To avoid
making applicants work unnecessarily or boring

them to tears, keep paragraphs short and succinct

to ensure that readers get to the end. In the age

of tweets, most people probably prefer to read a
paragraph’s worth of information in just one sentence.

As the old saying goes, “You never get a second
chance to make a first impression.” That rings
especially true in recruiting, where a job description
has the power to attract—or repel—candidates.
By paying closer attention to all that a job posting
conveys, organizations can improve their chances of
catching the eye of top talent. m

Stijn de Groefis the founder and CEO of Talmundo,
aprovider of employee onboarding software. He
previously held senior roles in talent management at
EMEA, Swarovski, and Goodyear. He can be reached

at s.degroef@talmundo.com.

1. Guest contributor. n.d. “How to Make Your Job Descrip-
tions More SEO-friendly.” CareerPlug website, www.
careerplug.com/make-job-descriptions-seo-friendly/.
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In 2011 a group of online gamers
collectively solved a problem in three
short weeks that had puzzled scientists
for decades: they found the structure of
an enzyme that helps AIDS-like viruses
reproduce. This discovery has become a
go-to example that illustrates the benefits
of gamification, a trend in which game
mechanics are applied to nongame
situations to encourage users to behave in
a certain, desired way.

In the HR community, companies are increasingly implementing
gamification to drive higher employee engagement, boost productiv-
ity, and encourage healthy habits, among other outcomes. Tapping
into people’s innate love of playing games encourages employees to
solve problems while generating measurable results for the organiza-
tion. Five companies, in particular, have successfully implemented
creative gamiﬁcation programs

CISCOEMPLOYEES PLAY THEIR WAY TO BECOMING SOCIAL MEDIA MASTERS
CHALLENGE: Cisco had invested in a global social media training
program for its employees and contractors to build and leverage their
social media skillsets. But with over 46 courses in the program, it was
overwhelming for employees to figure out where to start.

GAMIFIED SOLUTION: Cisco introduced three levels of certification for
the program (specialist, strategist, and master), as well as four subcertifi-
cation levels for HR, external communications, sales, and internal part-

ner teams. It also mixed in team challenges to incorporate a healthy dose
of competition and collaboration into earning social media certifications.

RESULTS: More than 650 of the company’s employees have received
one of the social media certifications. Collectively they have taken

over 13,000 courses.

DELOITTE MADE LEADERSHIP TRAINING FOR SENIOR EXECS “ADDICTIVE”
CHALLENGE: Deloitte had built a leadership training curriculum for
senior executives but had trouble encouraging executives to start and
complete the program.

GAMIFIED SOLUTION: Deloitte turned to Badgeville (a tech company
that specializes in gamifying websites and platforms) to introduce ele-
ments such as badges, leaderboards, and status symbols that measured
how many executives were participating in and completing courses.

RESULTS: Deloitte saw a huge drop in the average time to complete
the training curriculum, and a big increase in the number of users
who return to the site daily.

ENGINE YARD SENDS EMPLOYEES ON MISSIONS TO GROW ITS
KNOWLEDGE BASE

CHALLENGE: Cloud application management platform Engine Yard
had invested in a Zendesk knowledge base to encourage self-service
and community troubleshooting, but employees and customers
weren’t engaging with the knowledge base as fast as hoped.

GAMIFIED SOLUTION: Engine Yard implemented into its platform
Badgeville’s game mechanics that rewarded contributors with achieve-
ments and introduced missions that users could complete for additional
recognition after completing customer surveys or reporting bugs.

RESULTS: The company saw a 40 percent improvement in customer

support response time.'

100% OF GOOGLERS SUBMIT TRAVEL EXPENSES THANKS TO
GAMIFICATION

CHALLENGE: Like many companies, Google needed more of its em-
ployees to submit their travel expense information in a timely manner

and on a regular schedule.

GAMIFIED SOLUTION: Google employees receive a travel allowance for
each work trip. Google gamified the expense process by letting employees
who didn’t spend their entire allowances choose what happened to the re-
maining money. (They could receive it in their next paycheck, for example,
or save it toward a future trip or donate it to a charity of their choice.)

RESULTS: Within six months of the program launch, Google had 100
percent compliance on travel expense reporting.

MICROSOFT STAFFERS AROUND THE WORLD WEIGH IN ON LANGUAGE
LOCALIZATION

CHALLENGE: Microsoft has myriad language localization needs for
its many products, and ensuring that translations were accurate and
made sense was a huge challenge for just one team.

GAMIFIED SOLUTION: Microsoft developed the Language Quality
Game, which (via a very simple Silverlight application) let users view
screens to check for language accuracy. Microsoft included intention-
ally poor translations to make sure its employees were actually paying
attention.

RESULTS: Four and a half thousand users reviewed 500,000 screens
to correct or improve translations based on their native languages.
Microsoft Japan actually took a company-wide day off to play the
game and ended up winning the leaderboard. m

Charles Coy is the senior director of analyst and community relations at Cor-
nerstone. Responsible for evangelizing about Cornerstone’s innovation in talent
management technology solutions, he is interested in the ways that technology
can affect how organizations evaluate, motivate, and value their employees. He

can be reached via Twitter at @oleskoo.

1. Pete Wolfinger. 2013. “Game On: How Gamification Is Changing Business.” SHRM
blog, March 4, blog.shrm.org/trends/game-on-how-gamification-is-changing-business.
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Microlearning can complement an
organization’s existing programs. |t
can serve as a refresher or reminder for
someone who has already been through a
traditional classroom learning experience,
Instead of searching through all the
resources from the “full” session, an
employee who needs a particular piece of
information can make use of the relevant
microlearning session.
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The existence of so many different ways to learn means that it’s easier for people to
find the learning methods that work best for them. Companies need to figure out how
tofind a balance between giving employees access to such opportunities and justifying
the time and resources that go into making them available. The tremendous flexibility
of microlearning can yield more than one kind of return on that investment, though, and
offers solutions that aren't possible with conventional training options.

Sharlyn Lauby is the author of HR Bartender (www.hrbartender.com), afriendly place
to discuss workplace issues. When not tending bar, she is president of ITM Group Inc.,,
which specializes in training solutions to help clients retain and engage talent. She can be
contacted on Twitter at @HRBartender.
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PERFORMANCE
DEVELOPMENT

8 Key Steps to

Building a Culture

of Performance

BY LYNNE LEVY

Moving from a traditional, once-a-year performance-management
process to a continuous performance-development process can

help a company improve engagement, productivity, and retention.

But there is no one-size-fits-all formula for this evolution. When
deciding to make changes, some companies choose to pilot

them before fully rolling them out, others go all in right from ‘
the start, and others tie the implementation of something new |
to changes in other processes and software. Regardless of its

size, though, any organization that wants to build a culture of
performance must take a close look at the company as a whole

and be prepared to change mindsets and culture, promote new
leadership skills, and revise processes.
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ESTABLISH A GROWTH MINDSET

An organization that wants to build a culture of perfor-
mance must first embrace a growth mindset, an attitude
that assumes that all employees have potential, encourag-
es them to develop it, and rewards them for improvement.
Only in a growth-mindset environment can continuous

performance development truly flourish.

- Focus on one area of growth at a time (such as active
listening and learning from mistakes, for example).
People are much more effective when working on one
task at a time than when trying to tackle several tasks
simultaneously.

- Make learning social. Allocate time for teams to
reflect both on what went well with their completed
projects and on what could have been done better. At
the beginning of a quarterly meeting, for example, a
team could analyze the “mistake of the quarter.”

- Integrate the growth mindset throughout the various
talent processes, including leadership development

A 5 and hiring. For example, ask candidates not only
about their current skills but also about which skills

they are working on.

organization. By pub sing what went wrong,
what the team learned from it,

make changes moving forward, that executive helps

and how he or she will

- create an environment in which it’s safe and acceptable to
acknowledge mistakes—and learn from them.

COMMUNICATE EXTENSIVELY
’ {.-‘ The reinforcement of culture change requires ongoing com-
= A

munication and internal marketing to support that effort.

- When teams embrace new processes, take the time to
reward and publicly acknowledge their efforts. (So-
cial recognition and special shout-outs at company
meetings are just two possible ways to do this.) In
fact, it can be even more meaningful to praise people
who make mistakes but learn and grow from them.
This makes it safe to fail and learn.

- Once a month, have a company-wide event at which
everyone requests feedback from each other. Market
this event internally with plenty of signage (maybe
callit “Feedback Friday”!) and serve food to make it

a community celebration.
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BRING'EVERYONE ON BOARD

Evéryone (including executive leadership)
dt all levels of the organization must be on
board forit to succeed at building a culture
of growth and continuous development.
When just part of the organizationlearns
how to give and receive feedback, that
doesn’t build the support and momentum
needed for the change to succeed through-
out the organization: Change can be an un-
comfortable process, butit’s easier when the

entire organization goes through it together.

WORK ON ONE THING AT A TIME

Build excitement, momentum, positiv-

ity, and community around one aspect of
continuous performance development by
having the entire organization focus on
changing or developing one habit at a time.
For example, encourage all managers to
start having monthly check-ins with their
employees. Once that’s accomplished, move
on to something else.

BE PRESCRIPTIVE AND REQUIRE
ACCOUNTABILITY

Rather than just tell employees and man-
agers to “have continuous development
through check-ins,” give them guidance on
how to do this. Specify how often check-ins
should happen and be prescriptive about
what should be discussed during them. (For
example, questions covered at an opera-
tional check-in might include “What did you
do well?” and “Where did you get stuck?”
along with “What will you do differently
next time?”)

At the same time, hold managers and
leaders accountable. If they’re expected to
have monthly check-ins with their employ-
ees, for example, track which leaders are—
and which leaders are not—having those
meetings. Remember that any behavior
change involves some pushback at first, so be
prepared to understand and coach around
resistance.

BE PATIENT

Moving to a continuous development
process takes time. Changing behaviors,
encouraging new mindsets, and helping
people be comfortable with an intrinsically
uncomfortable process aren’t things that can
be accomplished overnight.

DEFINE SUCCESS AND MEASURE PROGRESS
To evaluate whether a transition to continu-
ous performance management has been
successful, answer these three questions:

. Isthere anincreasein ongoing com-
munication between individuals and
managers?

- Is the quality of those conversations
improving?

- Is engagement improving?

Establish baseline measurements and
remeasure key metrics as changes are imple-
mented. At the same time, set realistic and
inspiring goals for the six-month, one-year,
and two-year marks. As progress is made on
each success metric, celebrate that achieve-
ment as an organization.

Moving to a culture of ongoing perfor-
mance development will enable an organiza-
tion to improve its productivity, engagement,
brand, and employee retention. It will
inspire employees. It will drive employees
to love going to work. It will enable work to
become more human. s

Lynne Levy is the director of product management

at Globoforce. She can be reached at Lynne.Levy@

globoforce.com.
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QUESTION:

We try to have an “open”
and fun work environment
that helps build lasting
and important team
relationships. Lately,
though, the fun been
getting out of control. We
want our employees to feel
comfortable and free to
banter. But we also have
work that must be done.
How do we reign things in
without stifling the fun?

ANSWER:

Balancing fun with productivity in the work

environment can be like walking a tightrope.
But if done carefully, it’s possible to create a
productive work environment that is collab-
orative and fun—but not distracting to the
team. Here are some ways to achieve this:

. To avoid distractions in the main work
areas, encourage the use of huddle rooms
or conference rooms for meetings.

- To minimize the banter without stifling
the opportunity for collaboration, set
expectations that employees use break
time for fun and work time for work.

- Don’t be afraid to let people know when
the fun gets a bit out of hand. (Team
members who are distracted by the fun
may welcome that friendly reminder.)

- Encourage employees to be considerate
about technological distractions. (Text
message tones, ringing phones, and the
like can be annoying to some.)

ASK THE EXPERT w

- Provide many options for employees
to gather outside the main work areas.
Break rooms, huddle rooms, conference
rooms, and sitting areas all create spaces
where they can get away when necessary.

That said, having fun in a work environ-
ment can actually improve productivity.
People who are happy in the workplace are
more likely to work harder, stay longer, main-
tain their composure in a crisis, and take
better care of the organization. When leaders
lighten up and create a fun workplace, the re-
sult can be a significant increase in the level
of employee trust, creativity, and communi-
cation—which in turn lead to lower turnover,
higher morale, and a stronger bottom line. m

Strategic Human Resources Inc. is a national full-
service HR management firm based in Cincinnati,
Ohio. Its president and founder, Robin Throckmor-

ton, can be reached at Robin@strategichrinc.com.
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BY MIKE MCKERNS

THE START OF A NEW YEAR often brings with it new goals and aspirations.
How many times in the past have you set a New Year’s resolution to stop pro-
crastinating, eat better, work out more, drink less, or read more? And how many
times did you actually manage to achieve that goal? If you struggle to stick to

~
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your resolutions, you're not alone: most people are in the same boat.
If you want to increase your chances of keeping the promises you make to

o

yourself at the beginning of the new year, I have a proposition for you. Instead of
choosing a huge goal that is broadly defined and can be affected by many factors,
focus your energy on accomplishing a very specific task that you can control and
hold yourself accountable for doing it every day for an entire year.

Instead of stepping on the scale on Friday to see if you lost two pounds that
week, spend the entire year holding yourself accountable every day for not
snacking after 6 p.m. and never grabbing seconds at the dinner table.

Instead of promising yourself to “save more money,” embrace strategies to
cut your spending every day for an entire year. Forgo that afternoon coffee run
to Starbucks, for example. Or skip lunchtime excursions to local restaurants and
pack a lunch box to the office instead.

Instead of making a New Year’s resolution to “work out more” in some vague
and undefined way, set your alarm clock one hour earlier than your usual time
and use that time to do a minimum of 15 (or 30 or 45 or whatever target works
for you) minutes of physical activity every day. The activity could be an aerobic
workout in your basement, for example, or a spin class at the gym or a brisk walk A “SOUPER” COMFORT FOOD
in the neighborhood—what the activity is doesn’t matter as long as you commit ) )

. L Comfort foods are what we turn to when we feel sick, cold, or sad—or just

to holding yourself accountable to doing it. h o i il Cheese is  bis laver

when we want to enjoy something cozy and filling. Cheese is a big player in

Instead of declaring that 2019 will be the year in which you are in better contact 1oy ) ¢ ] y ¢ ) &P y.

. X X . . many comfort foods (think macaroni and cheese, grilled cheese, and pizza),

with your far-away friends and family members, come up with a plan to set aside ) i ) e

. s0 it should come as no surprise to see it share center stage in this soup. In
time every day to reach out to one of them (say, a phone call to Uncle Frank one

just about half an hour, you can have this one-pot meal ready to go!
day, a handwritten birthday card mailed to your cousin Gwen the next, or a quick : W P yios

“Hey, it’s been a while! How are things with you?” e-mail to a former roommate). TOMATO CHEESE SOUP Nutrition Facts
Instead of aspiring to read more books, set aside time every day (maybe half YIELD: 4 servings Amount per Serving
an hour between dinner and television watching, for example) to actually spend TIME: 30 minutes Calories: 300cal
time with a book in your hands. Don’t worry about how many pages or how Fat: 17.5¢g
many books you need to get through in a certain amount of time. Just engage in WHAT YOU’LL NEED: Dietary fiber:  8g
aminimum amount of daily reading. 2 Tb extra-virgin olive oil Sugars: 15g

Instead of resolving to stop procrastinating in general, figure out daily strate- 4 cloves of garlic

1small onion, diced Protein: 8.5g

gies to stop the distractions that can get you off track. For many people, e-mail . diced
8- tomatoes, di
and social media are the biggest attention hogs (and time wasters). So limit how #afroz can offomatoes, dlcedor

much time you spend on them every day (perhaps a fixed amount, such as half ; 2;‘?;?:: of fire-roasted tomatoes,
an hour after breakfast and half an hour after dinner, for example). diced or crushed

Whatever you're interested in changing or improving about your life—your 4 cloves of garlic
diet, your fitness, your hobbies, your connections—you can’t expect to succeed 4 oz of cream cheese, softened
without a plan. When goals are too vague or too big, they’re much harder to saltand pepper to taste

achieve. So increase your odds of success by narrowing your focus to one spe-

5 5 o o 5 . DIRECTIONS

cific task or activity that you can work on a little bit each day. Before you know it, o )
) ) ) 1. Heat the olive oil in a large saucepan, then saute the onions and

an entire year will have passed, and you may find yourself pleasantly surprised to garlic until soft (about five minutes).

have achieved something that, when viewed as a huge undertaking, had seemed >. Add the tomatoes (and their juices) and 2 cups of water. Bring

impossible before.m to aboil, then simmer, partially covered, for about 20 minutes.

3. Mixthe softened cream cheese into the soup, then season with
Mike McKerns is the editor in chief of HR Insights and cofounder of Mamu Media LLC. He saltand pepper taste.

can be reached at editor@mamumediallc.com.
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THE RESOURCE

Connecting great people is our CORE focus

We're passionate about placing the right people in the right jobs

[ ]

Sll‘lce ] 979, The Resource has helped job seekers and businesses solve their
toughest employment challenges. We're a trusted leader in hiring solutions, with 6 offices
located in North Carolina. Our passion is to serve others and our community, through finding
people jobs, and coaching them to be the best they can be in their career choice. Our
solutions are sound, and our approach is dynamic — offering employers far more than
standard service expectations, which is a critical step in creating dynamic teams, cultivating
leaders, and transforming your business. It is our goal to build opportunities for our people
and clients as we continue pushing forward and to have fun while doing it!

Want to know more?

ﬁtheresource.com

Visit our Resource Center for a full archive of past volumes!

o Winston-Salem ¢ Greensboro * Mocksville * Lexington ¢ Salisbury ¢ Yadkinville

salesteam@theresource.com | theresource.com
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Let us find your next
GREAT hirel
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