POHMER ON...

Keeping your team engaged and involved is
essential in meeting your financial goals.

By Stan Pohmer

ngagament ... the act or process of creating emotional
invalvernent or commitrmeant. What a powerful
wiord, one that we use all the time in many different
situations. There's a couple’s engagement, making an
ematioral commitrment and agreement to one another. And
in the military sense, an engagement is a fight or battle
between armed forces. In many different past articles in
Lawmn & Garden Retailer, other authors and | have discussed
the critical importance of engaging with the customer to
create a bond through positive experiences. But rarely do we
have conversations about engaging with our tearms, the ones
whiowe call upon to engage the consurner. Unlass we get our
tearns engaged, motivated and inspired, they will never be as
successful with the consumer as they possibly could be.
Consider this quote from a Fast Company blog: "4 recent
analysis of 15 million frontline employees found that one-third
of respondents were hopeless, aimless and dispirited. When
ashed whether their employers were meeting their peaple
ranagement, employes development and workplace climate
neads, 13% gave a resounding ‘MO And even the 34% who said
they'd had one of these needs met were quick to clarify that it
wias due to a bare-rminimurm effert from their organization”
Yikes! How can wie expact our teams to engags with the
custorner enthusiastically and confidently if they don’t feal
wee'we engaged with them to the point where they feel they'wa
been effectively motivated and treated with respact?
Remember, these frontline team members are the public
face of your brand; as a leader, isn't it in your bast interests to
ensure that your frontline team is motivated and inspired to
engage with your custorners at the highest lewels possible?
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The positive engagement of your tearm members with the
custorner provides immediate results, creates the opportunity
for long-term trust and relationships leading to loyalty, and is
a real cornpetitive advantags,

Connecting With Your Team

When we've talked about engaging with the customer, we
suggested that, to be successful, one must first listen to them
to ascertain their neads, wants and desires, to discover the
problers they are looking for you to help them solve, and to
find the confidence to be successful, to b= inspired. Only then
can you suggest solutions and make recommendations. This
then becomes the foundation for an experiential relationship
that builds trust and, longer tarmm, loyalog

This type of relationship goes beyond the transactional and
creates @ connaction with the custormer on an ermotional level.

To engage with employees is to becorne irvelved, to
understand and deal with their needs and motivators, and to
understand their unique working styles and personalities —
and then adjusting rmaragemeant styles to accormmodate their
nesds, strengthening interpersonal relationships, building
trust, and increasing productivity.

While each team mermber is an individual with unique
neads, motivators, skill sets and behaviors, we've learned that
today's ermployess all want sorne things in commaon. Hera are
some of the highlights:

* Theywant to understand your vision and mission, and

their role or purpose in the big-picture strategy.

* Theywant to be involved, seeing how their efforts benefit

the organization.

+ Thiey desira transparency, kniowing the parformmance

nurm bers — the good, the bad and the ugly — so they can
better understand their reles and thewhys of the business,

* They want the fexibility to achieve and maintain work/

life balance.

= They want the tools and resources needed to parform

and succeed.

= Once they hawve the direction and job parameters, they

want some autonomy to perform, using their personal
skill sets and personalities. It may not be exactly the
same way you'd perform, but if the goal is achieved, does
that really matter?
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They want responsi bility with accountabilicy,

They wantyou to start your relationship with them based
on mutual trust. Neither you nor your employes should
hawe to wait for trust to be earned.

They wantyou to hear their woices and opinions,

They want to be treated as people, as individuals, and
with raspect.

They want to feel appreciated and recognized for their
accomplishments and efforts,

They want to look toyou to be confident, anthusiastic,
excited, inspired, and motivated. These traits are
contagious and can be instilled in your team.

They want to b= challengead, receive positive reinforcernent,
and have the opportunities to gain experience, new skills
and skill sets to develop their potential.

Knowing these common employes needs up front allows
you to antici pate some of thern and proactively create and
develop policies and programs that address thern. Ensure
that these pregrarns and policies are cleary communicated,
aspecially to new employees, so they can readily recognize
that wou've anticipated mary of their neads and motivators,

Rules for Engagement

S0 how do you engage with your tearns and individual
amployeas to develop mutually satisfying relationships? First
and foremaost, listen to them! Ask probing questions and ask
far clarification.

As leaders, we're all prone to be the ones doing all the
talking, but engagement is a two-way street. Listening to
the feedback doesn't mean that you have to agree with
or implement everything your employes woicas, but be
ernpathetic and respactful towhat they say. Be ready to
explain what you can or can't address with their requests and
needs, or take their input under advisement [and make sure
you get back to them with a decision].

Hera are sorme suggestions on when to have these
“engage with” corversations with your tearm members. The
first opportunity is wpon hinng them in a complete review
of policies and procedures, with ample time to hear any
concems and respond to any questions. Next, schedula
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formal status mestings on a regular timatable — weekly,
sami-weekly or monthly — based on your business’s tirme
requirements. These can be as short as 10 minutes or up to an
hiour, providing armple tima to give fesdback, hear concerms or
talk about new projects and persenal dewelopment. Then, look
forinformal opportunities to touch basa, using a few minutes
before or after opening/closing, or grabbing a cup of coffee
during a brief moment of down time.

The key is to keep the lines of communication open to
further develop those ernotional connecti ons.

I've found that transparency is one of the key areas to
focus on. When | led the hort flawn and garden division for
a ratioral big bowx retailer, senior managers were prowided
a weekly sales and contribution report [SAC) that provided
weekly, monthly, YTD against plan comparatives for all of
the significant data poirts, by departmeant. We weare on a
retail accounting system, so these data points includead sales,
purchase markup [PMLU], markdowns by type [promotional,
price reductions, etc.), shrink, GM and contribution [GM less
freight, distribution and marketing expenses).

Most leaders kept these reports under wraps, sharing
info on & nead-to-know basis with their tearms. However, |
published the report to ry headquarters and field teamns
weekly, so the entire team could rmonitor cur performance.

My feeling was that the team had more impact on the
results than | did, so it was to our mutual benefitif they could
sea how their individual efforts irmpacted the entire team’s
perforrmance. Doing this gave them all "skin in the game"
and provided incentive to maintain personal involverment
and focus on achieving the planned results. And the strategy
worked; in 13 years, the team achieved a Golden SAC
(meeting fexceading every finandal element versus plan) an
unprecedented seven times!

I've said this before: your frontline team, the face of your
brand, has more impact on the custormer experience than
your leadership tearm does. Keeping thern involeed and happy,
developing their skills, and inspiring and motivating them
are essential to mesting your financial goals. it's all about
engaging with... &

Stan Pohmeris president of Pohmer Consulting Group in
Minnetonka, Mimnesoto. He con be reached at spohmer@ipohmer
consulting.com or 612,605, 8700,
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