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Much like the search for the elusive Holy Grail,
the search for high performance at individual,
team and organisational levels is rarely successful.
lain Hopkins asks why - and unearths some tips )
to get you to the chequered flag first should represe
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and otherwise - iz expensive. Organisations must be
even mare productive and efficient with what they
have. “You've got pecple who are stretched and being
asked to do too much, so you must have really good

labour productivity, which means you must have

engagement of your people,” she says.

SFC-’TT:(‘”}', pecple are managing in environments
with more \n‘.r"r’.n:..—ﬁy and more -gZOAD!\] cross cultural
issues - meaning clarity of goals and objectives has
never l)‘,’t‘ll more important.

Thirdly, and perhaps most importantly, many

orgs tions are operating relatively short
term. “During the GFC companies of course had
to survive, but if you're just looking short-term
what you're doing is not nacessarily systemic or
sustainable,” says Howard.

Howard believes the top teams at the moment

1walk the walkand ¢

ew gum at the same time"

o

- in u‘_hqr woras, t}l‘;’y ensure '1’“' s;:".nr', term F\";‘ mnt

the long-term agenda.

Let’s take a closer look at some of the stumbling

blocks preventing the high performance goal

Team dynamics
Everyone in the workplace has at some time
or another struggled to work as part of a team.

Personality clashes and lack of leadership are often

cited as the main reasons for the failure of teams to

take flight. However, Edmund King, program director

at Mt Eliza Executive Education, Melbourne Business

l, has worked on a new theory called the

ing Territory’, which is a new way of defining

ships between team members.

“A meaningful
conversation
means
concentrating
on the task and
not being torn
apart based on
personality”

- Edmund King

King says that most team conflict is based
around the structure of a team, or the overlap in roles
between team members, rather than the different
personalities of the team members,

"People tend to think that in order to improve

relationships and cooperation between team
members, all you have to do is to improve
communication akilla,” says King. “The Hunting
Territory method recognises that we are territorial
animals, The method helps to identify the territorial
situation and strike an agreement around it, while
also assisting in drawing up agreements regarding
communication scenarios, We also identify
the quelity of communication, and the flow of
information within the informal network of the team.”
For example, King recently worked with the state
CEOs and general managers of a leading Australian
sports body which was suffering from extensive
in-hghting. King says that mest conflict is healthy
as long as it works in a particular way, but in this
case con

only scantily covered in p

flict was occurring because job roles were

ition deseriptions and
there was insufficient clarity around overlap in
accountabilities. King's solution for this particular
team was 1o initiate meaningful conversations that
clarified job roles and accountabilities,
“In-fighting naturally occurs around the
territories, autonomies, the hierarchy and between

of team life.

]

sub-gre after the formation stage

However, when the focus is on performance, conflict

can be healthy, and can also help to identify and
reward good performera. Hezlthy conflicts also

pushes people 1o be creative,” says King.

Alongside clarification of roles and jobs, King

says that meaningful conversations can help to
remove the ‘personality’ from the equation to focus
instead on the subject at hand (see page 1g). "Often
a lot of conversations have a subtext to them where
it might be more about point scoring. The
conversation becomes the sword and the shield,

o to speak. A meaningful conversation means
concentrating on the task and not being torn apart
based on personality. Those prejudices will still be
there, but it's not a matter of having to be best friends
or liking someone; it’s the level of respect that's
eritical,” he says.

King says a fatal error for leaders is to assume
the team dyn:n‘.i:c are fine - oc;cci:‘.ny in the cnrl;.'
‘honevmoon’ stage of new teams.

“It can be quite blinding in some ways because
cften when a team starts off there iz a lot of positivity
around the process, people are confident and
socially quite happy to work with one another, and
it's & bit like people going to a dance for the first
time - everyone is on their best behaviour. This
could be misleading for a leader, thinking they've
got everyone on board. It’s at that stage where
there needs to be clarity of values, ground rules,
behaviours that will be acceptable or unacceptable,
and clanty of task and role.”

Does being too rigid around boundaries stifle
creativity and innovation? King believes the opposite
10 be true, “Once you've built that in, that's when you
can start to move towards best practice benchmarks,
and people become far more creative because they've
built up the basis of their relationships - it's built
around respect and not necessarily just interpersonal

skills,” he says.

Innovation
Once upon a time Australia was a breeding ground
for innovation. Not so any more. In fact, the Society

for Knowledge Economics® has pinpointed six

HR on high performance

“For me the two
[engagement and
performance] are
inexplicably linked
An organisation will

k never reach peak
\“‘ performance if we
5 haven't won the heads,
hearts and minds of our people. If all we're
looking for is the heads, and we constantly
tell them what to do we’ll slip back to an
authoritative atyle of management. No
organisation in the 21st century will survive
on that model”
— Dulise Maxwell, executive director,
people and culture (corporate) QLD Health

“While the individual's
characteristics are

an important factor

in creating a high
performing team
without the underlying
gynamics (o] suppon the
concept, it will ultimately
fall. We are wall aware of this at Doltone
House, and thus are constantly nurturing

a positive and productive environment

in which people can succeed in both an
individual and team sense"

- Christopher Dan, group HR manager,
Doltone House

“People can only sprint
for o long. When

you really get to know
your people. you start
to leam about their
different strengths and
also their desires and
what drives them

By selting them new challenges, new
focuses — even if only one — and giving them
different responsibilities/tasks regularly,

you find they're always on their toes as
they don't have time to get bored"

~ Nic Monteforte, operations director for
Fitness First NSW
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A climate for innovation

Is it possible to create both a culture and a
climate of innovation? Alison Tickner, partner
at Cliver Wyman Leadership Development
provides six ips

Tip 1: Make innovation a priority
Communicate clearly that innovation is critical 1o
your organisation’s success. Make it part of your
vision and strategy Nevelop a plan that cutlines
the processes, procedures and behaviours to
ensure that support is provided for innovative
ideas 1o be successful

Tip 2: Develop a customer perspective
Encourage leaders and employees to view your
organisation through your customers’ eyes
Custormer meetings. competitive analysis, industry
avents and awaranass of how the wider public
perceives you will challenge assumptions. Use
this improved awareness to respond to customer
needs in new and creative ways

Tip 3: Idea generation

Empower and incentivise employess with
developing new ideas and using their own
initiative. Set objectives and goals to reach the
new targets and deliver a clear sense that there
is a new way of doing things

Tip 4: Identify the big levers to pull
Innavation in mest organisations is driven by clear
'levers’. These might be finance, core processes
or product performance, Thase big levers
accelerate the innovation process, so define what
they are and focus on them to drive innovation

Tip 5: Create an open culture

Fear creates a destructive block for the act of
communicating new innovative ideas. The most
critical factor in driving out fear is the behaviour

of leaders. Encourage leaders 1o create an open,
supporiive and trusting culture where risks can be
laken and boundaneas explored

Tip 6: Recognise both successful and
unsuccessful innovators

Recognising failure as well as su
be difficull (0 put into practice. H

important to understand why individual efforts may

have failed — could they have done something
differently, or did they fail due to circumstances
beyond therr control? Do not seek to apportion
blame. Seek to understand what support people
nead to succesed, and then set clear parameters
for how success will be celebrated so that this is
equal and fair.

Eliminating fear of ridicule and creatng an
open climate where individuals feel free 10 raise
new ideas through leader support can lead lc a
supportive and open culture far innovation.
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VY skewed

Australia’s larger businesses are !

towards financial services and mining. Howard

notes that th articularly mining, have

a much lower leve search and innovation than
io found in the sestora that flourish in Silicon Valley,

for example

What's the answer? What can individual

ons do? Howard believas it comes down

to the level of ‘lonse-tight fit!, of having processes

but making sure they're no tighter than they need
to be, so that innovation and creativity is not
constrained for people at all levels It also meens

leaving command and control leadership types in

the past. “You muat : have accountabilities that

are :iClC(IJY(‘.’E L’i\')\\'[\ r’:"lt‘ C'h-'lz,'i as !v.‘i',’ as EZ(J}’.!'-{‘!):(‘
g

omer but for

so that everybody feals responsible for think

out of the box, not only for the 2t
systemic innovation around how things can be done
differently," zhe says.

There is also a trend tow: open collaboration

and using the internet and online forums such

as

rowdsou I'(:‘H{_;' to ;;c! clients :;r'rl |‘1'1[)I:)‘_.‘1~|'.-:

categories where Australia is slipping in terms of

nnovation:

“Employees can
help with the o
‘ i : between businesses and researchers)
how’ once glyen » R&D - notably busine

the opportunity

to buy into the

» Collsboration and value netwarks (notably

vestments into R&D, as

well as availability of scientists and engineers and ta] lnigl'atiOH tl"dilling OlUli()nS fOl' youl

the ‘brain drain’

Iin avre e Aan od vatiosr
‘where” » Public expenditure on education
» Leadership, culture and management at the

- Rosemary Howard

workplace level ( fically, the number of

R S * Developed by industry experts at Fragomen
businesses that innovate, and their capacity for
[) o Small groups limited to 25 participants

innovation ;

» Broadband subscribers and technologieal * Skilled pre hof I Imf
d int 1ing
readiness
: r ren Ive mater acked with hint ty
» The business environment and regulation 5 I"‘ i S ¥ L
prac i

(specifically, the burdens of business regulation

and tatal tax —;t:)
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designing the products and services of the future.

“In many helds, the product devel ent is moving

ient interface and involvement - and

that’s very exciting. But that's another reasen why
Australia might be a little bit behind - the percentage
of ocur cconomy online lags bohind many other

countries,” Howard says.

Another possibil

prrl‘.a;‘,& a business unit or division - to take ch

and act as an incubator for the larger entity. For
1

example, Telstra’s broadband initiatives wa

n
]
=5
o

by Big Pond, which had a different culture towards

development than the parent Telstra

Engagement
All of the forementioned is null and veid if employee

engagement is low. Unfortunately, the situation

1s worsening. Every quarter, Hewitt gauges the
percentage of organisations that have a greater than

4% increase in engagement versus the percentage

that | reater than 4% d

@ase in engagement

For the first time in a decade of measuring

engagement, in the last quarter the percentage with

Workforce Migration Training

‘ganisati
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weakness and he fundamenta! composition Sydn 28 July LD Ol management of temporary visa holders :: ..o.
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tend to be le

tion but

That'zam

7@ gencr:

nk it's a fair one. Secondly, large Australian Find out more or book a course at:

www.centiem.com or contact us on 02 8224 8553

isations tend to be fairly bureaucratic. Those

organisations that are highly structuzed will not
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declining acores was greater than the percentage
with inereasing scores.

“Intuitively, you could suggest that this result has
something to do with the GFC, the way people view
how change was managed, the way people feel about
deals and promises being broken,” says Jason White,
Hewitt'’s head of HR excellence, leadership and talent
management. “In concert with that, people are s=eing

and hearing about skills shortages and greater
opportunities in the market. From an engagement

opportunities and consider movement.”

The best employers, Whits says, are working
towards the concept of ‘authentic leadership’.
Senior leaders in thesa companies are vary
visible, are active in being out and involved with
their workforces, and communrnicate consistently
nbout whatever changes are occurring. The best
employers used the downturn as a chance to create

Traits of effective leaders

Dr Clark Perry, a director at rogenSi, says there are 11 common
charactaristics of leaders who develop high performing teams

@ Drives to ENGAGE & CONNECT their people with the leam’s overall
mission. Develops a compelling emotional connection towards goal
achievement. Connects peopie to that vision daily.

@ Exciles people 1o adopt INSPIRING STANDARDS of excellenca
Encourage individuals to drive lowards exceptional resulls rather than just
‘good enough'. Promotes accountability ameng team members

@ [nspires the team to MASTER their inputs as a means to achieving the
desired team results. Celebrates/rewards MASTERY as it occurs,

o Actively RECOGNISES STRENGTHS in people. Catches people doing
well and openly reccgnises them for it

e Demonsirates TRUST. Creates an environment of trust, where individuals
feel encouraged, believed and empowered

® Always REFLECTS SUCCESS back onto the individual efforts from the
team, Builds self-belief in the team; actively attributes team success to the
talents of individual team members.

® Digplays GENUINE EMPATHY. Shows understanding and compassion
with people and the challenges they face.

@ Looks to COACH PERSPECTIVE. Coaches team members with the way
they perceive/respond to pressure and change.

@ |s POSITIVE & OPTIMISTIC. Listens to the fanguage tha: their people
use. Is on the lockout for opportunities to help them turn negatives into more
empowering and positive perspectives.

@ Develops TASK INTELLIGENCE. Purposefully looks to get their people
involved in challenges they know will develop their task expertise,

@ Sets CLEAR GOALS and expectations. Establishes and communicates
clear/ronrise goals tn help panpla maintain laser-like focus under pressure.

perspective it means they are more willing to look at

opportunities for high performers - for pecple to
tackle new challenges, or werk con: strategic projects,

“In organisations where engagement has fallen,
we've seen the emergence of the ‘us and them' notion
- the great divide is back. Quite interestingly, at
the same time we’ve seen a reduction in the levels
of senivr leader engayement, I ihe senior leaders
aren’t engaged, whatever the score is for that group,
typically vou see & cascading effect down from
there,” he says.

What are the wider implicaticns of
disengagement? While there is no confirmed direct
relationship between engagement and employse
performance - there are other factors involved that
will impact on performance - White says that all
other factors being equal, high engagement has a
positive impact on performance at individual and
team level.

“"We've done analysis on organisations in sales
and service areas that shows that there are low
performing groups with low engagement, and high
performing groups with high engagement, butin
some cases there are highly engaged groups that
are underperforming. This is where you start
10 see other combinations of factors in the worlk
environment that can dilute the conversion of
engagement to performance. [t cen be things like

capability, or systems and processes, or competitive _

activity. It's important to maintain a wider context
when we think about enqagement and performance,’
White explains.

One thing is certain - disengaged workers are
disconnected, don't care, and will proactively work
against the crganisation.

It also doesn't require significant financial
outlay ta engage employees. White says that the
key for those companies scoring low engagement is
for people managers to focus on flawless execution
of simple development strategies, “For questions
relating to ‘Thave a performance plan’ or T've had
a career conversation’ or ‘T get regular feedback’,
somea organisations only have one in four employees
answering favourably. All that’s required there is for
peaple managers themselves to be engaged because
they need tc apply aome discretionary effort to have
that extra conversation or pat someone on the back.
[t's so important that the basic stuff gets done wsll,"
says White.

Leadership

A debate about high performance would not be
complete without touching on leadership and the
shared vision great leaders can create. Howard

believes strategy development should be shared
because if people at all levels are passionate about
where an organisation is going they need o have
the opportunity to buy into that. “It does start with
the top team - not just the leader - to lead the way
and interpret the strategic direction. But then they
must genuinely engage and consult with others. The
people in the organisation know the detzils of their
organisation better than anyone on the top team
That's the way to get people passionate about the
future,” says Howard.

There’s alsc a trust issue at play. Leaders must
trust their employees enough to consult with them
and ask for their input. “Leaders don’t have all the
answers, and even if they know broadly where they
want to go they won't know every detail on how to
get there. Employ=es can help with the ‘how’ once
given the opportunity to buy into the ‘where'"
Howard concludes.

"High performance cultures rely upon trust,
robust dialogues, and an environment in which it's
ok to challenge each other. All of that fosters an
environment of innovation,” says White. HC

P: (02) 8284 9990 # F: (02) 8284 9988
Level 2, 1 Barrack St, Sydney NSW 2000
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Removing the interpersonal
from work

Usa the following ssmple conversation to
prevent conflict from flaring and shifting back
to the subject at hand. It involves three steps
and can be used both at work and at home,
When you have a problem, stop and frame
itin the following way:
"When you do [X - put in the issuej, | feel [Y
— put in the emation]. Next time could we [Z -
put in the future step)].”

The language you use in those brackeis is
factual, emotionless language, aimost like a
police report.

For example: “When you e-mail the
presicdent of our company in New York with
our problem, it makes me feel fike an idiot and
I'm embarrassed that he sees our problems

Next ime, could you taik to me first before you *How Do We Fare? Barriers
e-mail outside of the country?” to Innovation in Australla

produced by The Society for
- = Knowledge Economics

Employee ManagementSolutions

Are you on the lookout for a better way to manage your business?
HR3 has been providing quality software solutions for Australian
companies since 1984, If your company values its people, then
there's a good chance we can help you manage them better.

HR3 specialises in Employee Management Solutions for Human
Resources, Occupational Health & Safety, Payroll and Workforce
Time & Attendance.

Like the Emu, HR3 is proudly Australian. HR3 is privately owned and
uses a highly efficient business mode! to offer the best value for
money software with industry leading Australian-based development
and support services. For more information about HR3 and our
solutions you can contact us by phone on 1800 817 191, by email at
info@hr3.com.au or visit our website for product reviews, company
history and your nearest accredited reseller.

www.hr3.com.au
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