	
	Q9:

	
	My co-workers are committed to doing quality work. 

	
	
Background

· Research says that people who feel they are part of a committed team are safer, provide better customer service, more likely to stay, and more productive.
· One of the factors that has the greatest negative impact on teamwork is presence of a “slacking” teammate who takes advantage of the hard work of their co-workers.
· On an average team in the Gallup database, 33% strongly agree with this element.  If a team perceives it has a teammate who is slacking, the strongly agree percentage drops to 20%.  If the team has rid itself of any slackers, the percentage rises to 50%.
· Theorists believe that without methods of holding team members accountable, some will coast.  This results in resentment and a continually lowering of teamwork over time until it reaches low levels.  Managers must establish methods of stopping the slackers or other employees will withdraw until there are almost no contributions to the team goals.
· Some type of potential punishment for lack of teamwork must be an option to achieve consistent cooperation.  If there is, the slackers perform better and the other employees seeing a fair system increase their efforts also.
· The general psychological principle underlying the 9th Element is a person’s desire to not feel like a “sucker” or feel like they are being taking advantage of.  
· There is a need for many employees to “keep the game fair.”  Striking back at slackers results in the same brain chemistry reaction as receiving a reward. 
· Best Buy established a three step plan for this Element:  establish communication methods to ensure all managers were on the same page; actively rid the organization of its slackers; and develop methods where all team members have responsibilities in a selected process (closing the store).  By having managers on the same page, slacking employees could not play managers off of each other.  By having the team approach, no employee would go home early leaving more responsible employees to finish the work.
· One of the most common practices is to set your expectations high to dissuade slackers from trying to get away with doing less.
· The axiom “you’re only as strong as your weakest link” applies to Q9.
· In 1999, a Gallup study indicated that "actively disengaged" employees - workers who are fundamentally disconnected from their jobs - were costing the U.S. economy between $292 billion and $355 billion a year. 
· These estimates were based on Gallup's "Q12" employee engagement survey of the U.S. workforce, which calculated that 24.7 million workers (19%) were actively disengaged. The survey, running since 1999 found that actively disengaged workers were absent from work 3.5 more days a year than other workers - or 86.5 million days in all. 

Actions

· Get rid of the slackers.  Talk with your HR Consultant when you need help.
· Make sure all managers are on the same page so they can be consistent with actions and that slackers don’t slip through the cracks.
· Develop ways to hold team members accountable for their actions.  Codes of conduct and team norms are two such examples.
· Set high expectations since some employees know just how much they can get away with. 
· Establish a Lean Sigma Team to evaluate processes and establish best practices.
· Establish methods for direct communication between employees so they can deal with quality issues.
· Discuss with staff their commitment to quality and how this can be exemplified at work.
· Hire for attitude and evaluate for “fit” rather than just experience.
· Use best practices in the hiring process:  know the competencies you’re looking for, use prescreening tools, get staff involved in the process, invite candidate to utilize a “share day” with staff, and provide clear expectations about the job.
· Ensure staff follows the proper procedures, policies, and processes.  Failure to do this can result in other staff perceiving poor quality.
· Establish a mentor program within department or unit.
· Create recognition and reward systems for excellence in quality.
· Conduct regular in-services on service excellence.  
· Establish methods to measure service excellence regularly.  Conduct regular audits.
· One leader (Rsuzette Ungvarsky) discusses the barriers to doing quality work with employees:  absenteeism, gossip, lateness, not helping coworkers, complaining, and bringing your personal life into the workplace. 
· One leader (Rsuzette Ungvarsky) focused on reducing time spent complaining.  They felt when one person starts complaining it has a “snowball” effect.  To reduce complaining they wore bracelets on their left wrist daily. If they noticed or were caught complaining, the bracelet was moved to the right wrist for the remainder of the day. The next day the bracelet is again placed on the left wrist but must be moved if the person complains. They kept track of the number of days being “complaint-free” with a goal of 21 days to form the new habit.
· One leader (Barbara Edwards) has quarterly staff meeting to review best practices that her group is doing.  It serves as recognition for those doing the best practice and a learning point for others.
· Understand that mistakes will happen and perceive them as learning opportunities rather than as fatal errors. 
· Structure teams so that team members can learn and grow from interaction with each other and optimize their work products.
Examples of SMART Goals

· “Our workgroup will review its business processes annually in January.”
· “Our department will review its best practices once a quarter during a staff meeting starting on December 1st.” 
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