A well-oiled

MACHINE
By Robert D. Grossman

Motivating your employees can help
the wheels of your company run more

smoothly and profitably.

Our markets are getting more c-
petitive, systems are becoming m
feature-packed and complex, and
find our competitors are installin
functionally identical systems ar
responing to the same specificatio
we are. In this environment, it's n
surprising that maintaining a disc-
tive identity or edge for your ow
company bcomes more and mo
difficult.

Certainly marketing, documea-
tion and efficient project mane-
ment will all differentiate you fror
your comptition and help your kt-
tom line. Hovever, the part of yot
company that concerns your cum-
ers the most is your employees :
representativesThe job they dond
the impression they leave involve
more than shédng hands, explainin
drawings and cut sheets, tak
equipment out of boxes and hook
up all of those little wires. Moti\-
ing employees properly (your ov
and the subcontractoris perhaps th
biggest step you can take tow:
leaving the lasting impression tt
your organization is the one whc
people do it righ

When | refer to employees, | me
anyone who could possibly influen
your company’s reputation in tl
mind of anyon you deal with, no
just cutomers. That includes tt
receptioiist, answering servicec-
countant, even your answerin@-
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chine or voicmail system. If the:
have a voice on your behalf, th
represent you all of the time. And
it's your job to help thse people b
their best, it's not a responsibility
take lightly

What do we stand for?

The first step is outlining what yo
company stands for and where y
want to go. Our company believ
strongly in a - and 1t-year strategi
plan, which works wi for comga-
nies of any size or even for perso
career goals. Proper nning lets
people know what is expected &
allows them to perform we

Keep the plan flexible. As tF
world changes and new opportunit
arise, don't ignore them because t|
werer't on the list. Likewise, don’
rush into aything just because it wi
schewled to happen at a certain ti

| know of a small recording stud
that did audio production, tape ¢
ing and pos-production. The cm-
pany had found a niche market ¢
was dang well, developing a fin
reputdion and a good client list.c-
cording to the master plan, it w
time tc invest in video equipment ai
branch out into providing thoser-
vices, and so they did. The hware
and computer editing stems rollec
in, mone¢y was irvested, and dan-
time was the word of the d:

When the sawdust andlder fumes
cleared, the udio owner was hit il
the head with a fact that could he
saved him a lot of money and aa-
vation: He was already selling alll
the audio time he ould handle. Thi
video gear would not bring any
new business or revenue until
expanded the overall facility au
hired the personnel to accorodate
the work. That phase was r
planned for another two years on
master scheule, so it hadn't c-
curred to him to revaluate his goa

A flexible and wel-though-out
list of goals has no value unles:e-
ryone has a part and wants tn-
tribute. That's easy for a small
company, but even for a bigger-
ganization it can be done. Comni-
cate these gcs to everyone up ar
down the line and seek suggestic
If all of your emploees are cogs |

the wheel, let them all have a say
to how they can better make f
wheel turn

| recall a time | was frustrated |
how things were running in my m-
pany. | ecided to show them: | s
down and wrote up a list of problel
and posible cos-effective solutions
Imagine my surprise when many
my suggetions were acted upo
Encourage the same and you mi
be surprised at the good ideas
come your way

Expanding the group

People outside your immedie
circle should also be aware of yc
goals an their contribution to then
Without letting your strategic ple
out of the bag, you can let oth
know where you stand, what y
stand for, and where you aroing.
And you shoulc There are man
others who can beefit themselve:
and your organization by knowi
this information. These people cot
include vendors, such profession
as accountants and lyers, evet
your landlord and delivery peop
They allhave a financial stake, dire
or indirect, in your company’s c-
cess and can be on the lookout for
appropriate opportunities (anct-
falls) when they come alor

Another side effect of spreadil
the word can be a potential gold m
of referrals. Athe same time you'r
recommending a good accountan
an associate. Jack McSnoot of
McSnoot Skunkworks could f
spealing to that same account
about his expansion plans. If
good turn dserves nother, you
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could find youself installing theat-
est CCTV system and skunetector
in that shiny new ictory of his.
Aaah, the sweet smell ofcces:

Outside employees

Except on very small installatior
much of the challenge comes fr
working with representatives of ott
companies and subcorctors— in
essence, your peers on a project.
effective to exchange phone numb
early on and let them know yo
comrmitment to the outcome of tl
job. We all know that you can set
little proklems more quickly and s-
ily in the field without rescting to
change cders and red tape. If yc
need an outlet closer to a shelf
the electrical contractor needs ir-
mation on what kind of VCR to g
his wife for her birthday, perhaps
meeting of the minds is in order. I
amazing how much mileage y will
get out of shoing up early with ¢
couple of extra boxes of doughn

When subcontracted employe
are working for you, motivation ce
be a little trickier. You can't rewal
these people financially, you dol
have the power to promote them, :
you must work primarily with th
training and skills they already s-
sess. They don't have owrship of
the job or your company, and-
though you might represent ém-
portant cistomer to the companie
they work for, why should they ¢
the extra mile

| always start with the premise tt
evelybody wants to do the job we
As corny as it sounds, people
home feeling ktter each day if the
do the kind of worlthey car tackle
with pride. Poor workmanship
often a product of poor orgaiation
and a lack f communication abou
objectives

We start each subcontracte(o-
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Being friends with the boss

The day | stopped being a technician and started supervising others taught me
the hardest lesson of my career: Being a boss is different from being a friend.
When you are responsible for another person’s livelihood and that person’s per-
formance aftfects your own earnings, friendship must take second place.

Large businesses have methods for tracking employee performance, per-
forming evaluations and measuring productivity. The same methods are just as
crucial to the smaller organization. When we’re working with friends, we some-
times take performance issues for granted, which will almost certainly end the
friendship and possibly the employment as well — hardly the kind thing to do.

Pre-printed employee evaluation forms are available at many office supply
stores. But it's the idea of sitting down periodically and openly evaluating goals
and performance that is most important. At the worst it points out problems before
they get too serious; at best a dialogue can develop that may open eyes on both

sides of the table.

If something comes up that you think would strain a friendship but is still impor-
tant in a business context, you have to weigh the options. If you mention it, the
problem might be corrected and the relationship will remain healthy. If you ignore
things or work around the problem, it will only get worse and invite criticism from
others; if the problem could solve itself, it would have. In my book the choice is
clear, and if the employee is really your friend, he will understand.

ject with a meeting in which we-
view our goals for that job and ym-
ise to treat the subcontractem-
ployees as if they were our own.
representative of our compare-
views the poject cocumentation witt
them; we don't leave it to be pas:
on down the line. We tell them tr
we want their sugstions, and we
seek them out throuout the project
These people have experience dc
things differently from your usui
methods, and many he been traine
by your competion. You can leari
from them or ignore ther— the
choice, andeward, is yours

Throughout the project, we stre
that we are not watching the clock
is my contntion that it costs muc
less to do things right the firime
than to fix them later. By letting o-
ple do their best work, you let the
motivate thimselves. | tell peopl
that this should be the project tr
brag about anceflect upon; if it's
not, the fault is their own. No one t
ever let me dow

Adding to the team
As your team expands and groy
with your employees naturally se-
ing their own niches, you must oft
add more people. This is a diffic
part ofmanagini busines, and more
qualified people than myself cot
write volumes on this proce

A universal agreement that ci

across geographic and product li
is that it’s difficult to find people th¢

have the three primary qualitieso-
tivation, reliability and ability to ge
along with others. “Find me a wal
body who can come to work on ti
every day, wear the uniform and
willing to learn, and I'll teach th
rest,” says one employer. Anott
says he is constan seeking out 1l-
ent: “It is so hard to find the rigl
peopl¢, so I'm dwayslooking. If |
come across someorthenl worry
abott where | can fit him in.” If yot
want your busness to grow, after
certain point it all becomes a tter
of somehow finding the right peor
to perform the work

But the qualities we are lookir
for don’t come across on a resutr
We can judge our erloyees’ techi-
cal abilities, for example, by the
training and experience, but om-
pression of how they will fit our tear
is largely a turkey sho— sore-
times you buys a ticket and you tal
a ride!

To minimize the risk, I rely o
three things. The ost important is
referral from someone who is alrea
working with me. This is far differer
than a recommendation from &s-
sociate or friend, ecause no on
wants to work side by side wi
someone who won't fit in. If Tommy
Tech praises Louie the P and
Louie just can't seerto get it o-
gether,Tommy is going to feel sorr
of the responsility and share th
extra work load. You can bet Tomr
has thought of that before he n-
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tioned Louie to you

Secon,, introduce prospective -
plicants to as manyf your piesent
employees as possible, i not nec-
essirily those with whom they wil
be working sid by side. A ecef-
tionist cancdate, for eample, coulc
meet merbers of the tehnical staff,
and a tehnician should say hello
the salesyople.

What you are looking fcis an
impression, not an eveation of the
cendidate’s merits; that part of tt
decision is up to you. You cac-
comnrplish two goals: You can learn
pcatential problems they sense
instinct (I know not listning to mine
has gcten rre into more trouble the
| care tcadmit), and you can let yot
team feel they all have a part
choosing a new member. Thisling
will speed along acceptance aro-
operation with the new son

Third, and adnttedly a stereotype
is military expeience. We're lookin¢
for motivation, reliability and ality
to get along, and these qualities
emphasized in the ritary more that

arywhere else. I'm not saying it
the only crierion to use, but it coul
serve as a valuable tie breake-
tween prisgective canidates

Keeping everyone involved

A philosophei(or maybe it waa
bertender) once said that ideas
like dreams: Eerybody has them ar
no one really wants to hear ab
yours. So let's skip the obvious f
that by listening to hers’ ideis you
might stumble across someggets
that set you on the path to fame :

Sound & Video Contractor

It’s Monday — time for a meeting!

Much has been written about holding meetings, but very little about why they
should be held. Simply put, meetings should be important enough to meet the five
guidelines listed below. If your gatherings don’t have at least this amount of signifi-
cance, move them out of your office or conference room and hold them around the
water cooler or coffee machine. To paraphrase, “Your time is a terrible thing to
waste.”

e Purpose: Never hold a meeting without a good reason — and the fact that it's a
certain day of the week isn’'t good enough. Respect people enough not to waste
their time. Perhaps polling people the day before might uncover one or two items
that could just be announced or discussed in smaller groups, freeing up the crowd
to go about their business.

e People: The smaller the meeting, the more manageable. | don’t think anyone
should ever be excluded, but perhaps more frequent meetings with smaller
groups would be more productive. One large company | know has “team leader”
meetings with management as needed and smaller “‘team” meetings to dissemi-
nate and collect routine and daily information. This system leads to a higher com-
fort level and an environment in which people are generally more willing to con-
tribute. Few people feel as open when addressing a crowd.

e Plan: Make an agenda and stick to it. Cover all items before addressing new busi-
ness. If possible, distribute a written agenda before the meeting; that way, people
will have time to come up with items and topics. People feel more comfortable
without the surprises.

e Pursue: Resolve each agenda issue before moving onto the next. If action is re-
quired, clearly define the party or parties responsible for getting the job done.
Make sure everyone is satisfied with that topic and has had a chance to speak;
you'll save time and feelings later.

e Paperwork: Follow up on the meeting, where practical. This could consist of writ-
ing notes on your agenda and posting a copy on a bulletin board, writing and dis-
tributing minutes, or sending out a brief synopsis of what was discussed. This re-
inforces that the meeting was important and represented time wellspent.

fortune. Petend for a moment thi
you know eveything and have n
intention of entertaining sugstions,
no matter how much sense tt
make. Your motto is “Don’t (nfuse
me withthe facts; I've made up r
mind.”

Even in that (unfounately all toc
common) sitation, it's a good ide
to solicit feedback and ggestions
At the least, it will mprove morale
and cost less than raise:-shirts anc
basball caps. Eveybody wants tthe
heard and appriated, and people a
ustally more recptive to doing
things your way iyou've at leas
listened to their wa

Although project meetin(— be-
fore, during and after ab- are ar
important forum for discssion, they
shouldn’t be th only time to ge
feecback from your empyees.
Many people feel uncomfitable
speaking up in me¢ings, and other
will simply forget what they wante
to discuss by the time the meeti
rolls around. Go on a fe-finding
mission from time to time. Durinan
installation or while you're watchini

soneone perform a repair, ask if th
can think of a better way to do se-
thing or if others know and use t
same tehniques. Very often on
person will come up with a bett
way to complete a task and jus-
sumeeveryone Iready knows abot
it. Help share the weal

Motivating people is an impre-
ment that costs nothing to inement
and is almost guaranteed to have 1
significant resultsBut the mostn-
sidious side effect that makes 1
payoff truly rewarcng is its revers
effec. If you become the team chr-
leader and cccentrate on makin
others more piductive and sesfied,
you're bound to notice an equa
positive change in your own attituc
and prformance For many of us
myself included, that peyment
enough

Grossman is a senior project manager
Sensormatic CCTV systems design, Deerf
Beach, FL
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