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So you get to work on Monday
morning just in time to find one

of your best men, or women, installer,
taper, hanger, or office manager, etc.,
has given you their resignation, given
their notice or just flat out quit! It seems
that every time you get someone good,
they quit! And it seems that the “bad”
ones (and we all have them in our
employ) never quit; they hang on
forever. So here we go hiring or
promoting someone else for that job.
Let’s hope they stay a little longer.

Unfortunately, you just identified
one of the causes of the turnover
problem “hoping” somebody stays with
you But what have you done to get
them to stay, to enjoy their work, to be
totally productive, to tell their friends
and relatives about your company and
not only make them want to stay, but to
want to move up in your organization
and take on more responsibility?

If you are like most employers, you
are too busy doing your job to concen-
trate on the development of the people
who work for you, i.e., your employees.
I might ask, then, what is your job? We
all need employees to make our busi-
ness grow and if we are lucky, to grow
with “the good people.” But if we are a
typical company, we have a mixture of
“good people” and “bad people.” Some
want to do the job and some don’t; some
can (ability) and some can’t. But we
have them all.

If you do not think that this is an
important topic, ask yourselves what
the biggest cost of running your
business is. More than likely it is labor,
or people. Then ask yourselves where
you devote most of your attention
More than likely, it is not the labor
aspect. Obviously, something has got
to change.

Turnover of employees will drain the
lifeblood out of your business. You lose

on all counts: new hiring costs, such as
advertising, screening, interviewing,
and paperwork to bring them on board,
etc. In most cases you lose morale
within the existing work force, possibly
customer complaints increase, quality of
the work diminishes, the work atmos-
phere is not as positive, and before you
know it, someone else leaves.

This is not taking into account the
things that do not get done while you
are in the process of hiring or promot-
ing someone else for that position
Those losses are real, not imaginary,
and very difficult to quantify, but they
are ever present. The biggest loss
probably is your time - time that could
have and should have been devoted to
preventing the turnover is now tied up
in the replacement of that turned over
employee.

So you see, either way you have to
spend the time. I would far rather do it
early to prevent turnover than be forced
into it after someone has already left the
company.

Let’s examinewhy employees leave.
I have broken this down into seven
different reasons, three of which are
oriented from an employee’s personal
standpoint and four of which you, the
employer, can do something about.
Those of a personal nature are:
— Employee moves out of the area due
to a personal situation outside of work.
— Employee goes into business for
himself or with relatives.
— Employee dies.

As I stated above, there is very little
you can do about any of the above three
“personal” reasons, particularly the
third. These things happen, and no
matter what you do to encourage/
motivate your employees in your work
place they will occur.

I would far rather discuss those
reasons that we can control. I call them

“disgruntled” reasons. Employees in the
“disgruntled” category will leave you
for:
— Higher pay
— Better working conditions
— More recognition
— “Higher” position

Let’s address each of these individu-
ally, as they are important in maintain-
ing your work force and reducing your
turnover.

Pay
Above all, do not “underpay’ your

people. If you do, you can say goodbye
to your employees, as they will soon
come to realize that you are taking
advantage of them Conversely, do not
“overpay.” In some situations I have to
ask, “Can you afford to?” Are you
getting the productivity commensurate
with paying more than anybody else on
the block? I doubt it.

To be competitive with pay means
you should be within the “going rate”
plus or minus 10%. Most employees will
not leave you if they are 10% or less
below the norm, nor likely to leave you
if they are 10% over, and you probably
can afford that.

But to know what the “going rate” is,
you must conduct pay surveys, or have
someone do them for you, such as a
consultant. The surveys should be done
annually, so that you can keep current
with any changes in your labor market.
After all, surveys are much cheaper
than turnover.

I will add that money is rarely the
key motivator in any position People
leave mostly for other reasons, which
we will get into. Actually, pay can be
supplemented with a variety of items
such as company vehicles, club mem-
berships, benefits, insurance programs,
etc. Yes, they do cost money, but not as
much as you may think, and the reward
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is usually greater than the cost, certainly
less than turnover

One other point under pay. You may
ask “Is it worth it to buy someone back
who has already left my company?”
Probably not; if they left for money,
they will leave again as soon as they
find someone who will pay more again
Actually, money probably was not the
reason they left in the first place, and it
was just a cover for the real reason Why
go through the agony of bringing an
employee back and replaying the same
scenario?

In summary: pay should be neither
high nor low, but competitive and fair.

Working Conditions
This is a broad category. It encom-

passes training, the work place itself,
equipment used, the employee’s
immediate supervision and communica-
tions aspects.

All employees want training like
training, require training and expect
training. That job belongs in your area
of responsibility. Many employees leave
for a lack of training and/or lack of
quality training.

As for unfit surroundings/condi-
tions, ask yourself if you would work
under those circumstances. If the
answer is no, you need to make some
major changes in the environment in
which you expect your employees to
work. That includes poor, outdated
equipment and technology that they are
required to use.

If you want candid feedback on the
working conditions in your company,
who better to ask than your employees?
It is appropriate to survey your employ-
ees with an anonymous questionnaire,
at least once every two years, as to their
feelings on what could be fixed. Believe
me, if it is possible to fix something
your employees say is broken, do so
before they find another company to
work for.

Regarding supervision, poor and/or
untrained supervisors will cost you
more employees than poor and out-
dated equipment. Employees need to
know what is expected of them and
should not be expected to just “know
that” by the supervision Thus, training
is for all levels.

This leads to communication
Communication in a company can be
good or bad, and usually has a direct
link with the supervision problem
There are many communication
vehicles; many of them bad, such as
gossip, the grapevine or just plain no
communication. Good examples are
company newsletters, meetings, face-to-
face conversations, regular state-of-the-
company communiques, etc.

The values and the policies of the
company must be explained, communi-
cated and demonstrated regularly and

frequently in order to filter through and
stick within the organization. Consis-
tency is a must in the application of
policies regarding employees. A
guideline such as “firm and fair” seems
to hold the most promise.

As employees want to know what is
expected of them, it is imperative that
their progress toward those expectations
be communicated regularly, normally
via performance reviews. Those reviews
should be timely and include specific
goals and objectives to be accomplished,
in a quantifiable time frame and with
specific dates set for follow up. Those
reviews must be candid, without any
“fluff” or fear of hurting anyone’s
feelings. Otherwise, the review will not
accomplish its intended purpose. The
goals and objectives for employees
should be commensurate with that of
the supervision, you and your company.
Otherwise, everyone is off working in
different directions.

Recognition
I have heard former employees say,

“I was bored, not challenged; I didn’t
get any recognition.” What can you do
about it? How about an employee of the
month program? Sound corny? Not
really, it works! Incidentally, a few
more pats on the back go a lot farther

Employees seeking to better
themselves are actually
seeking more self-worth.

than the proverbial “kicks in the tail.”
Ever think about inviting some employ-
ees to your staff meetings, and ask for
their involvement? The best ideas
usually come from the employees. How
about a suggestion program? Solicit
their ideas and reward them accord-
ingly. It doesn’t take a lot of money,
mostly recognition.

The Japanese have coined the term
“Quality Circles,” where firms involve
employees from different departments
to improve the overall quality of the
product and the operation Above, I
suggested surveying employees for
their input regarding their work place.
Do not hesitate to survey them regard-
ing their attitudes about the job they
perform themselves.

Award programs can be for atten-
dance, safety, productivity, length of
service, etc., basically anything that
instills a prolonged interest in their
work, hopefully enhancing productiv-
ity.

Do not neglect your company’s social
functions, such as picnics, Christmas
parties, company outings to a ball game,

etc. These are important for the em-
ployee to feel a part of your company.
After all, such functions are much
cheaper than the turnover you may
experience. Your attendance at these
functions is mandatory.

Higher Position
We certainly cannot hold it against

the employee who wants to better
himself and goes outside the company
to find such a position But, could the
new position he found have been with
your company? Was there room to
grow? Was someone in the way? Was
the person in the way better than that
employee who left? If not, obviously
you should have acted sooner. If he was
better, could the employee who left
have taken on more responsibility in his
existing position? In all cases, could
enhanced responsibility have been
given commensurate with the new
position the employee sought?

Employees seeking to better them-
selves are actually seeking more self-
worth. The question is how you can
provide it. It normally falls back to
training, enhanced responsibility, and
improved opportunities within your
company, so that the employee does not
have to go outside to find them

Harvey McKay, in his book Swim
with the Sharks, Without Being Eaten
Alive, says, “It is not always the people
you fire who hurt you, it is often the
ones you keep.” Those employees that
have passed the point of being produc-
tive need not be in the way of someone
who is seeking that enhanced responsi-
bility and deserves it. It is up to you to
act.

Hiring and Training
Having discussed the reasons

employees leave, here is some preven-
tive medicine. The first step is in the
hiring; you usually get what you hire. The
problem starts there, and that is the time
to look for signals, both then and after
the hire (after the hire so that you learn
from your mistakes). It never fails, good
employees start with good hires and
vice versa. Rarely does anybody go
“bad.” If they are bad when they started
with you, then they will be bad when
they leave you.

A real key is to look for the previous
longevity of employment, i.e., what is
their track record and what are their
successes on the job? Be careful not to
over hire, hiring a Ph.D. for the most
menial tasks. Also, don’t hire cheap;
you will get cheap.

Nine out of ten times there was not
enough care or diligence exercised in
the hiring process. Hence, you have the
problem once the employee is on board.

That takes us back to training.
Training should be apportioned in
degrees. Some require more, some
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require less, but all employees require
training. Please do not think you can
hire expertise away from a competitor.
Most of the time you get their castoffs
(and they were happy to get rid of
them!)

Training does not work without
follow-up on the part of the employee’s
supervisor and/or you. That follow-up
needs to take the form of testing the
employee for his understanding of the
training and his commitment to
implement what he has just learned.
Training must be periodic; once is not
enough. Furthermore, your direction
may change and the new employees
must catch up in the training cycle.

The trainer is a key individual. The
function must not be an add-on assign-
ment to someone in your organization
who may not be qualified. The trainer
must be up-to-date on the latest
technology of the industry, your
company’s objectives, and training tech-
niques to impart these to the employees.
Training is expensive—and so is turnover.
You have to take your pick.

You always come out ahead when
you encourage personal development
among your work force, i.e., helping the
employee to get to the next step in
improving his self-worth. That can take
on the form of a high school diploma,
college or community college degree,

trade school completion, apprenticeship
school, journeyman, etc. The employee
will appreciate the fact that you
encouraged him along the way. This
builds loyalty.

Earlier I mentioned hiring consult-
ants to do a pay survey. Do not hesitate
to use consultants if you have a turn-
over problem in your organization
They are much cheaper than having the
turnover continue. My advice is get
outside help if you think you need it,
and get outside help if you don’t think
you need it. If you are losing people,
you’re bleeding! Don’t look for band-
aids, get a doctor and follow his
advice!

Contracts with employees are a
sensitive issue. They take on various
forms. “Non-compete” ones are often
viewed as one-sided, but can be benefi-
cial to both parties in certain circum-
stances; yet they are often resented by
the employee. They usually gain you
nothing from a loyalty standpoint.

Employment contracts are usually
one-sided in terms of the employee.
You should not place yourself at the
mercy of your employee, nor have your
employee be at your mercy, via em-
ployment or non-compete contracts re-
spectively. Both can lead to a strong air
of distrust or resentment.

Patent and trade secret agreements,

however, are very important. They are
more readily enforceable and they
dwell on the topic of confidentiality.
This is to protect what you have and
what you have taught the employee that
is confidential to your organization
(Those items that are confidential to a
business must be marked as such in
order to enhance enforceability).

In summary, you have heard all of
this before. But it is not enough to hear
ideas on reducing your turnover and
maintaining your work force, you must
implement all, some, any or even one
idea before you can expect your
turnover problem to be reduced. It is
not enough to “hope” that another em-
ployee won’t leave you, you have to act.
Hoping is from the Mary Poppins
School of Management and it simply
does not work.

You do need people to make your
business run-good people to make it
run successfully, and bad people (and
high turnover) if your goal is to go out
of business. It is up to you, but it takes
work, and some money. That is “up
front work” like hiring prudently,
training continuously, following up
regularly, and recognizing results and
contributions at every possible opportu-
nity.

Now let’s go and do it before your
competitor does!
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