	
	Q1:

	
	I know what is expected of me at work. 

	
	Background

· Organizations scoring high on this question led to groups that are more productive, more profitable, and more creative.  This question was also related to retention of employees.
· Q1 and Q2 are the most fundamental questions of the Q12.  Without good scores on these questions, effort you put into other questions becomes “discounted.”  Sending an employee to training who doesn’t know expectations for their job may find the training interesting but will not mentally connect new ideas and methods to what they are doing on the job.
· Nationally, on average about 50% of employees “strongly agree” with the “expectations” question.  The more well-defined a role is, the more this number goes up.  For example, registered nurses can have the percentage of “strongly agrees” as high as 67% versus computer-related jobs that may average around 33% of “strongly agree” responses.
· Highly engaged teams not only know what is expected of them, but of each other.  They understand each other’s roles and how they all work together when the circumstances change such as a crisis situation.
· Engagement helps in both creativity and cost savings.  In one study, highly engaged workers came up with ideas that saved $11,000 on average compared to $4,000 for less engaged workers. 
· In a study by Pisano and Hickman, physicians performed better at hospitals they do more surgeries as compared to hospitals they do occasion work.  Closer working relationships with staff contribute to this result.  In addition, a significant predictor of whether a patient lived or died was the engagement level of the employees.
Actions

· Develop SMART goals for your employees.   A common method is to share your “vision” (or strategic goals) and have employees develop goals for your approval.
· Establish more control of projects by using due dates.  If a project is not going to be completed, request for an extension should be accompanied with a new due date by the requestor.
· Ensure that every supervisor knows their numeric goals and how they are going to get there.  
· Develop performance measurements for as many processes as possible.  Focus on results not methods.
· Psychologically reduce the “distance” from top management to the front lines…leader rounding, group meetings, round tables, “skip-level” interviews, etc.
· Great managers frame their discussions around the mission of the organization.  For Nursing it may be to provide outstanding patient care, a great workplace for employees to deliver that care.  
· Increase the “inspections”… “it is not what you expect, but what you inspect.”
· Allow employees to do their own problem-solving.  Provide them with the strategic direction and let them determine the path.
· Create dashboards for the metrics of your department/unit.  Make them public and share on a regular basis.
· Schedule one-on-one meetings if you are not doing them already.  Here are some basic questions/topics:
· How are things going?
· What can I do to help you?
· Do you have everything you need to get your job done?  This also relates to the Second Element.
· Talk about expectations you have for them.  This should continue throughout the year talking about the expectations for different aspects of their job.
· Schedule regular group meetings to review the work process, projects, barriers, etc.  
· Have employees review policies and procedures before implementation.  It helps with understanding expectations and by giving them input, it helps with “buy-in”.
· Send weekly “update” emails or flyers on new policies, procedures, new equipment and events.  Send one update if possible so as to not “overwhelm” inboxes.
· Celebrate examples of excellence to model desired behavior. 
· Use mistakes as teaching moments to discuss how things could have been done differently.  
· Set goals for senior staff to share their knowledge, skills, and experiences with other staff members.
· Enhance Johns Hopkins Health System Orientation with department orientations and on-boarding program.
· Have direct supervisor meet with new employees immediately after Orientation to discuss job description and expectations.  This is also a great opportunity to develop rapport with the new employee and get to know them better.  Schedule at least one hour for this meeting and add meetings if needed.
· Have open discussions over lunch regarding job expectations, processes, policies, etc.
· Invite job candidates to use “share days’ to better understand the job and the environment before accepting a job offer. 
· Distribute organizational chart to ensure employees understand chain of command.
· During group meetings, have employees take turns explaining their role in the organization.
Examples of SMART Goals

· “I will meet with my direct reports every other week to discuss progress, update projects, and build rapport beginning by March 1st.”
· “Every employee will develop SMART goals for their job by April 20th after understanding their supervisor’s goals and department vision.”
· “At the June staff meeting, present and discuss our departments & unit’s vision and mission.  Place meeting notes in everyone’s mailboxes by June 18, 2009.”
· “At the July, August and September staff meetings, have functional groups present, discuss and clarify roles and responsibilities.  Schedule will be determined at June meeting.”
· “Determine metrics to be tracked on department dashboard by June 30th.  Begin tracking and posting publically by July 30th.”
· “Create a department Onboarding program by June 30th.”
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