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Performance

If you give your employees the chance to learn and grow,
they'll thrive—and so will your organization.

by Greichcn Spreitzer and Christine Porath

WHEN THE ECONOMY’S in terrible shape, when any of us is lucky to
have a job—let alone one that’s financially and intellectually rewarding—
worrying about whether or not your employees are happy might seem a
httle over the top But in our research into what makes for a consistent

oduce more than unhappy ones over the 1
p at work, they’re less likely to quit, they
duty, and they attract people who are

over, they’re not sprinters;




0 ompany. .
d two components of thriving. 'Ihfe first is
of being alive, passionate, and excited. Em-
» ce vitality spark energy in themselves

e second component is learning: the growth that comes

from gaining new knowledge and skills. Learning can bestow
hnical advantage and status as an expert. Learning can
yset in motion a virtuous cycle: People who are developing

e their abilities are likely to believe in their potential for further
~ The two qualities work in concert; one without the other
is unlikely to be sustainable and may even damage perfor-
‘mance. Learning, for instance, creates momentum for a time,
- but without passion it can lead to burnout. What will T do with
‘what I’ve learned? Why should 1 stick with this job? Vitality
alone—even when you love the kudos you get for deliver-
ing results—can be deadening: When the work doesn’t give
you opportunities to learn, it’s just the same thing over and

over again.

The combination of vitality and learning leads to employ-
€es who deliver results and find ways to grow. Their work is
rewarding not just because they successfully perform what's
expected of them today but also because they have a sense of
‘where they and the company are headed. In short, they are
thriving, and the energy they create is contagious.

~ How Organizations Can Help
Employees Thrive
ployees thrive no matter the context. They naturally
tality and learning into their jobs, and they inspire the
around them. A smart hiring manager will look for
people. But most employees are influenced by their en-
those predisposed to flourish can fold under

promote thriving
many cases with a

tion, minimizing NCIVITLY <
The mechanisms overlap

- people make decisions but givs

or leave them exposed to 1‘1103t}le ;

than thrive. One mechanism by itself w:
way, but all four aré necessary to create .
Let’s look at each in turn.

Thriving employees are hig
energized, but they know

|
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Providing Decis

Employees at every leve

decisions that affect their woz!

gives them a greater sense of control, more say in how t
get done, and more opportunities for learning.

The airline industry might seem like an unlikely pla
find decision-making discretion (let alone a thriving we
force), but consider one company we studied, Alaska Airli
which created a culture of empowerment that has contribu

toa n?aj.or turnaround over the past decade. In the early
the airline’s numbers were flagging,

SO senior manager
!aunched the 2010 Plan, which expl o

icitly invited employ

t away. That
simply,“We made




tlvated to put his sbeqal
d the Passengers loved it, reporting that
y had actually paid attention to the

ion-making discretion is fundamental to

e.One employee posted a note on the site expressing

and pleasure, at the company’s motto, “Move fast

things,” which encourages employees to make deci-

,_ 1act. On just his second day of work, he found a fix to a

mphcated bug. He expected some sort of hierarchical review,

‘but his boss, the vice president of product, just smiled and said,

“Ship it.” He marveled that so early on he had delivered a solu-
tion that would instantly reach millions of people.

The challenge for managers is to avoid cutting back on em-
powerment when people make mistakes. Those situations cre-
ate the best conditions for learning—not only for the parties
‘concerned but also for others, who can learn vicarviously.

Sharing Information
Doing your job in an information va:
inspiring; there’s no reason to look for i
you can’t see the larger impact. People can <o
effectively when they understand how thiel wvah 7
organization’s mission and strategy.
Alaska Airlines has chosen to invest managemient
helping employees gain a broad view of the company s strat-
egy. The 2010 Plan was launched with traditional communi-
cations but also with a months-long road show and training
es designed to help employees share ideas. The CEO, the
ssident, and the COO still go on the road quarterly to gather
) on about the idiosyncrasies of various markets; they
sseminate what they’ve learned. The benefits show up
1easures of employee pride in the company—now
- out of the park at 90%.
an’s (an Ann Arbor, Michigan, community of
d businesses that has worked closely with Wayne
e of ours in the Center for Positive Organi-
, information is as transparent as pos-
on had never consciously withheld its
rmation was tacked up for employees
zZweig and Paul Sagmaw

to help employees thnve at
promote a culture of vitality ani

Facebook employees are encouraged ¢
break things” —they have lots of leeway to

on their own.

SHARE INFORMATION.

Workers at Zingerman’s restau rants —right down to the
busboys—get up-to-the-minute feedback on every aspect
of the business, from customer satisfaction ratings to the
number of dirty mugs in the sink.

MINIMIZE INCIVILITY.
Leaders at Caiman Consulting attribute the firm’s 95%
retention rate to a culture in which background checks look

for a reputation for civility.

PERFORMANCE FEEDBACK.

The morigage finance company Quicken Loans has dash-

koards showing continually updated data on individual and
o performance against goals.

GFFER

t five or six years, the company struggled to build the con-
cept into its systems and routines and to wrap people’s minds
around what Baker calls “the rigor of the huddle” weekly
gatherings around a whiteboard at which teams track results,
“keep score,” and forecast the next week’s numbers. Although
people understood the rules of open book management, at
ﬁrst they didn’t see the point of adding yet another me‘e’ﬁﬂ to

dling non- negotlable that employees grasped the tme _‘ -
of the whiteboards, which displayed not just fi
but also service and food quality measures, check
internal satisfaction figures, and “fun,” which cor
thing from weekly contests to customer satisfaction 1
employees’ideas for innovation.

Some Zingerman’s businesses began
games”: short-term incentives to fix a problem or
an opportumty For mstance, th staff at




d some internal tensmlr;:
»00d, which ¢all i i
increased fron g nciviley e
better o
The costs S 7
i ey grev’v pearson, & professor at }'{11 e o L
ce. From 2000 t0h2 01°$ 5 million; the companys e discovered X at it el .
- 300%, to more than $3 ) ctor in that eI i ‘
s credit open book management as a key fa Lo u;lc;re i o s ‘
v efforts.
success.

. _thirds spent a lot of time

Simple anecdotes lend credence'to tpe of their Worki)zlvtotiﬂsame -
a couple of years ago we sa(\iN h,;\n V\ll]e;zlhzer fender, and a
‘the Roadhouse. A guest asked him w
t:;;p‘eRct the average waiter or busboy. to understagdscl:)(g;lliv .
strategy and finance. In response, Ari turned to a bu . e;lager
had been oblivious to the conversation: 'W0}11d the te fn
mind sharing Zingerman’s vision and indlcat'mg how wte
restaurant was meeting its weekly goals? Without ba’ttmgh an
eye, the busboy stated the vision in his owp words and 1(( en e
described how well the restaurant was doing that week on i
“meals sent back to the kitchen.” ask you.

s’ sense of ownership,

it claim. For instance,
weig give a talk at
it was realistic to

any had declined.

Most people have experienced rude behavior a

are a few quotes from our research: -
“My boss asked me to prepare an an 3./s1s. ThIS
project, and I was not given any instructions or

»

i t was crap.
old me the assignment N
: :o know what you t

L
i

Research by Jim Loehr and Tony Schwartz
has shown that breaks and other renewal

tactics, no matter how small, can create
positive energy.

B -
You can'tignore the. { A
job, but you can v
make it more

In our teaching, we let students
regular breaks and activities in
{ ure that they stay energ
udents decided to hal

design
to the class
ized. In one
tevery clasg




me remove a paper clip from some docu-
it in my wastebasket. In front of my 12 sub-

e rebuked me for being wasteful and required me
i

T'd done ‘kindergarten work?”
have heard hundreds of stories, and they’re sadly famil-
0 most working people. But we don’t hear so much about
the costs.

Incivility prevents people from thriving. Those who have
been the targets of bad behavior are often, in turn, uncivil
themselves: They sabotage their peers o
colleagues on memos. They sp
tion. Faced with incivility,
their focus to avoid risks—anc
the process.

“forget” to copy

investing
. that energize you

ipships

quartered in Redmond, Washington, in offices
particularly sleek, the firm is recognized for its vm’:ﬂh cult
Background checks in its hiring process include a ]
record of civility.

“People leave a trail,” says Caiman’s director, C
“You can save yourself from a corrosive culture by be
careful and conscientious up front” The managing
tor, Raazi Imam, told us, “I have no tolerance for anyon
to berate or disrespect someone” When it does happ
he pulls the offender aside to make his policy clear. Long
attributes the firm’s 95% retention rate to its culture.

Caiman passes up highly qualified candidates who don’t
match that culture. It also keeps a list of consultants who

i se good hires when an appropriate spot opens up. The

All of us have colleagues who may be bri
liant but are difficult and corrosive to work

with. Individuals who thrive look for op-
portunities to work closely with colleagues
who generate energy and to minimize in-
teraction with those who deplete it, In fact,




m all mnpami&% man‘age,ts
the tone when it comes to civility:
vad player can set the culture awry-
manager told us about her boss, an
who had a habit of yelling from his
office, “You made a mistake!” for a sin as minor
mmpo His voice would resonate acro§s .the
floor, making everyone cringe and the recipient
feel acutely embarrassed. Afterward, colleagues
would gather in a common area for coffee and
commiseration. An insider told us that those
conversations focused not on how to get ahe.:ad
at the company or learn to cope by developing
a thick skin but on how to get even and get out.
In our research, we were surprised by how
few companies consider civility—or incivility—
when evaluating candidates. Corporate culture
is inherently contagious; employees assimilate
to their environment. In other words, if you hire
for civility, you're more likely to breed it into
your culture,

Offering Performance
Feedback

Feedback creates opportunities for learning and
the energy so critical for a culture of thriving,
By resolving feelings of uncertainty, feedback
keeps people’s workrelated activities focused
on personal and organizational goals. The
quicker and more direct the feedback, the more
useful it is.

The Zingerman’s huddle, described earlier,
is a tool for sharing near-real-time information
about individual as well as business perfor-
mance. Leaders outline daily ups and downs on
the whiteboard, and employees are expected
to “own” the numbers and come up with ideas
for getting back on track when necessary. The
huddles also include “code reds” ang “code

ens,” which document customer complaints
compli so that all employees cap
n and gro ' xb:asiso"fimmedi_ateand

27

Blue-collar workers hoo
ghon thriving
% better

r lower-

scored hi
performed 27
overall than thei
thriving colleagues.

53"

Thriving blue-collar
workers were 53% more
likely to experience posi-
tive career progression
than other employees.

16"

White-collar workers
who scored high on
thriving performed 16%
better overall than peers
with lower scores,

wired to respond tc
metrics help keep them er
day; essentially, they’re col

bers.
Ow;hrelu;nanban dashboard allc
track people’s perfoImANEEE
when an employee or a.team
ing or other type of asmstance
Kanban chart is also displayed onr
a rotating list of the top 15 s
metric. Employees are consta
tion to make the boards, which
a video game’s ranking of high sco;

Employees could feel overwhelmg
oppressed by the constant natur
back. Instead, the company’s stro;
civility and respect and for giving
say in how they accomplish their
context in wiich the feedback s en
promotes growwii.

The giobz: iaw firm O’Melvens
lauds the usz 7 360-degree evaluati
ing workers thirive. The feedback
and summearized rather than shar
which has encouraged a 97% r
Carla Christofferson, the managi
the Los Angeles office, learned from h
tion that people saw her behavi
ing the firm’s stated commitmen
balance—which was causing stj
ployees. She started to spend mo
from the office and to limit
things she could do at home. She
mode] for balance, which went
ward eliminating the worry of
Wanted a Jife outside of work.

Tht? four mechanisms t}
thrive donm’t Tequire enorm
ments. What they do require
oPEN 0 empowering ey

- As we Wt




e Power of
alil Wins

‘Making progress in meaningful
‘work has a powerful positive
impacton an employee'’s
.emotions, motivations, and
perceptions. Even small wins
can boost inner work life, while
small losses can have an
extremely negative effect. The
authors provide a checklist mar:-
agers can use to monitor their
progress-enhancing behaviors

The Price of Incivility
by Christine Porath and
Christine Pearson

HBR, January—February 2013
Product no, R1301J

Incivility in the workplace
erodes productivity and mo-
rale, leads employees to quit,
damages customer relation-
ships, and can cost a company
millions. The authors suggest
steps managers can take to
counter rudeness—starting
with themselves.

More Reading
@ hbr.org

health, overall job performance, and : «

We developed a definition ofthﬂvmgtﬁat bmd'la'
factors: vitality—the sense that you're energized and
the gaining of knowledge and skills. When you put t]
statistics are striking. For example, people who were
learning were 21% more effective as leaders than those whumere only
high energy. The outcomes on one measure in particular—health—were
éven more extreme. Those who were high energy and low learning were
54% worse when it came to health than those who were high in both.

Gretchen Spreitzer is the Keith and Valerie Alessi Professor

of Business Administration in the Department of Manage-
ment and Organizations at the University of Michigan’s Ross _
School of Business. Christine Porath is an associate professor at
Georgetown University’s McDonough School of Business.
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