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to join new internal ventures are all
ways employers can demonstrate
their interest in employees’ career
development.

Strategic Vision. Today’s high
performers want to work for a com-
pany that scores some wins. They
want to embrace a strategic vision for
the company that promotes a deeper
cause than the bottom line. Firms
that are good corporate citizens or
that rewrite their mission statements
to promote a sense of a deeper cause
will have a competitive edge.

A Working Partnership. Work-
ers today want to be treated more like
partners than employees. More than
just empowerment, they want a sense
of ownership. They want to make
suggestions without regard to age or
rank, be included in profit-sharing
plans or enjoy team bonuses, and
work in an environment that is free
of rigid hierarchical titles and execu-
tive offices. They want a big say in
the work they do and how they do it.
For some employers, that may be a
big pill to swallow. Indeed, a 1999
Watson Wyatt Canada survey indi-
cated that while 61 percent of senior
managers felt that they treated
employees as valued business part-
ners, only 27 percent of the em-
ployees agreed.

Bub-bye to Bureaucracy. In
addition to sharing in decision mak-
ing, today’s employees seek flexible,
open-minded organizations that are
big on communication while eschew-
ing bureaucratic processes. Com-
panies need to communicate their
progress, financial news and major
activities to employees on a regular
basis. Even more important, they
must demonstrate an interest in gain-
ing employees’ trust. Since the
downsizing of the ‘80s, fewer

employees have positive attitudes
about the workplace. In the above-
mentioned Watson Wryatt survey,
only 37 percent of respondents rate
the level of honesty in their work-
places as high or very high. Only 14
percent agree that people trust each
other. And, while 54 percent of
senior managers think the level of
trust between corporate ranks is
good, only 27 percent of employees
agree. Instead, they say that
entrenched hierarchy is one of the
key barriers to rebuilding trust.

The Dilbert Principle. Dilbert,
the popular comic strip which con-
jures images of incompetent super-
visors, poor management, shady
ethics and inane business objectives,
has long poked fun at corporate life
and can often be secen pinned to
many cubicle walls today. However,
in the real world, today’s employees
desire a management style and corpo-
rate culture that is much different
than that of Dilbert and friends.

In order to maintain morale and
keep top talent around, companies
are recognizing that they have to give
these employees bosses they deserve.
As the McKinsey report declares, “C
players not only have a minimal
tmpact on the bottom line; they
rarely know how to develop, coach
and motivate A players. Con-
sequently, they may cause A players
to leave the company.”

Indeed, McKinsey’s War for Talent
2000 survey revealed that 58 percent
of senior and mid-level managers
reported that they have worked for an
underperformer. Seventy-six percent
of the respondents said the underper-
forming supervisor prevented them
from learning while 81 percent said it
hurt their career development. Of the
respondents, 82 percent indicated
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Evaluate Your
TOP TALENT

- ink of your top three employees and ask yourself :
“these questlons ; . .

'Do You know why '[hlS person Works for the
.'company and not somewhere else’P

2. Have you talked with thlS emplcyee about Sev-

eral different career op’uans and-does he/she

“feel he/she is movmg inthat dlrechor)‘?

Do you-know this person S #1 career.
~.goncein and are you. working with him: or her :

{0 address l'[7 :

. ~Do:you know how valuable thls person’s sk:lls <
-arein‘the compehtlve market? g

5, Do you femain vigilant for any"sign of fatigue o

overwork, and do you take prompt supportlve

< action to correct it?

“Does this employee know that he or she's.
fairly- compernisated for his or-her contributions?. -

7 Do you kriow what the emhleyee s longiterm
.. :goals are and are you actwely supportmg him
or her'?

-8, Does 'chls person s work envnronment meet the
employee s personal and: professmnal needs’?

. Does thls employee 5 values ht the corporate
'culture'?

- :,10 Is thls person s professxon and expert
e chhcal {o-the: orgamzatron’? :

1L Does: thls person have enthusxasm and-...
- passwn for the. work he or she lS donng’P

2. Does this employee know you w:ll achvely

*promote his or her development via training;
chal engmg proyects and leammg opport I




order to retain the best employees.
For example, a poll of all employees
on flexible schedules found that 65
percent would have left the firm
without them.

Before implementing a retention
program in your company, it is nec-
essary to carefully analyze key issues
including the following:

o Create a wvalue proposition.
Creating and delivering a great
employee value proposition is cleatly
the best way to retain people, yet only
16 perceﬁt of those surveyed in
McKinsey and Company’s War for
Talent 2000 study say they are effec-
tive at giving high performers more
exciting jobs to retain them. It is
extremely important to ensure that
your employees understand what you
and the company need to be success-
ful. Tt is surprising how many
employees don’t know how they con-
tribute to the overall mission of the
firm. Explain how important their
efforts are to the team, the depart-
ment and the company.

° Build an employee brand. Ac-
cording to Michael D. Bekins, COO
of Korn/Ferry International which
issued the study What Do Employees
Really Want? The Perception vs. The
Reality, “As leaders seck to build an
employment brand, they need to
resist fashionable perks that make the
company seem attractive to work for.
It is the core features of the employ-
ment contract that are important
—such as providing exciting work in
an innovative and winning environ-
ment, creating ongoing  op-
portunities for skills development
and giving employees a financial
stake in the company through
broadly-based stock options.”

The Korn/Ferry study also found
that there is a discernable set of com-

mon organizational features that
impact behavior of the workforce.
These include a company which
offers a clear and compelling strategy,
an innovative environment low in
bureaucracy, challenging work and
rewards based, in part, on how well
the organization performs.

o Understand the scope of your
retention problem. Start with key
questions such as “Why are your high
performers walking out the door?”
and “Why would a talented individ-
ual want to work for your company?”
Ray Morganti, vice president of
Strategic Business Relationships,
Research and Content for Kforce
.com, also suggests that “you need to
decide what the priorities are within
your company’s critical skill set and
what steps you want to take to retain
them. Once you know what your pri-
orities are, you need to understand
the motivating and de-motivating
factors influencing your employees.”
Some methods to implement include
reviewing your companys HR poli-
cies, surveying existing employees,
conducting exit interviews, and using
an external consulting firm.

» Move on the poor performers now.
Most companies have a number of
weak players in their organization
and fail to do anything about them.
Yet, the cost of carrying such people
is enormous.

° One-size-fits-all no longer applies.
When it comes’to developing an
approach to retention strategies
today, the focus has shifted from one-
size-fits-all to customization. Each
employee is motivated by different
factors. Some are (i)rofessional, some
personal. Some relate to deeper
immersion in the mission of the
company and some represent flexibil-
ity to manage personal challenges.
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Therefore, retention strategies must
be targeted to individual employees
or groups of employees.

° Adopt an analytical approach to
people management. Given the long-
term reality of todays workplace
structure, employers need to become
downright analytical when it comes
to managing their employees. This
requires the ability to make an honest
assessment of how long employees
can be retained and how long the
company would like them to stay.

Standardizing jobs, and cross-
training workers in multiple jobs
whenever possible are two methods
that will lessen a company’s depen-
dence on any one individual. Organ-
izing work around short-term pro-

jects can also help manage turnover.

Employees’ Changing Needs
Once an approach towards retention
strategy has been adopted, it is essen-
tial to understand your employ-
ee base-—who they are and what they
value. As stated earlier, employees
must be regarded as individuals when
structuring retention programs as
each employee is motivated by differ-
ent factors which need to be
addressed. In our highly-educated
society, higher order needs such as
self-esteem, challenge, creativity,
acceptance, belonging and even aes-
thetics, are the primary focus of
workplace. In addition, the style in
which employees are managed plays
an improtant role in retaining top
talent today.

According to the Korn/Ferry
study, employees’ needs can be cate-
gorized into three basic stages:

° For early career employees (30
and under), job security does not
have a positive effect on either reten-

tion or commitment, whereas career




advancement is very significant to the
retention of this group. Their abilicy
to influence the organization and
their satisfaction with their profes-
sional work environment also helps
build their commitment to the com-
pany. Being part of an innovative
organization is important both for
retention and commitment.

¢ For mid-career employees (31 to
50), commitment to the company
increases if they are able to manage
their own careers, and professional
satisfaction results in greater reten-
tion for this age group than for either
their younger or older colleagues.

¢ For late career employees—those
aged over 50-professional satisfaction
relates to neither retention nor com-
mitment. This is the only group for
whom job security drives retention.

Although specific needs will vary
from employee to employee, today’s
workers, as a rule, are motivated by
nine basic factors: compensation;
training opportunities; career paths;
the company’s vision; empowerment;
supervisory styles; the company’s cor-
porate culture; social ties; and
work/life balance programs.

Money Talks. While compensa-
tion isn’t always the most important
factor in employee turnover, compa-
nies must be committed to pay top
employees competitive salaties. It is
also important that the company’s
compensation strategy differentiate
between those employees who are
high performers and those who are
just average. Sign-on bonuses, merit
increases and bonuses for extraordi-
nary effort are just some ways
companies are structuring their
employee compensation packages.
(For a more detailed discussion of
compensation, sec the /PM article on
page 30).

Training Retains. In an industry
like real estate management, where
knowledge and intellect are keys to
survival, creating a learning culture
and an environment where people are
intellectually stimulated is crucial.
Training and career development are
important drivers in employee reten-
tion. Indeed, a Gallup Organization
survey showed that employees are
more satisfied with their employers
when training opportunities are
made available to them. Yet, of the
employees interviewed, 99 percent
said more training than what they
currently receive would be useful.

It is clear that there is a strong rela-
tionship between training and
retention. When companies provide
the opportunity for their employees
to acquire new skills, job satisfaction
increases and those employees are
more likely to stay.

One common reason that em
ployees flee the real estate industry is
because their employers fail to show
interest in their career development.
Some employers are remedying that
by offering on-site education sessions
and training employees in non-tradi-
tional skills or in areas in which they
are not yet active.

Many companies don’t realize that
they have control of their retention
issue if they take the extra step to
ensure that their employees are work-
ing on interesting work, and feeling
that they are adding value, learning
continuously, and challenging them-
selves to do more.

University of Southern Calif-
ornias David Finegold agreed stating
that “With career advancement high
on the agenda, continuous learning is
a crucial part of any retention pro-
gram. Our research shows that many
leading firms are pursuing innovative
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approaches to developing employee
skills, such as e-learning, on-line sim-
ulations, project-based learning using
new electronic tools and the creation
of online corporate universities.”

Challenging Career Paths. Close-
ly related to the need for training
opportunities is employees’ desire for
their company to offer challenging
career paths. A Gemini Inter-
national Workforce Management
Study found that 53 percent of the
American respondents said they
would leave their current jobs for an
opportunity for advancement.

Authors Roger and Joyce Herman
of The Herman Group (www.her-
marn.net), strategic business futurists,
explained that more than ever, work-
ers don't want to climb the traditional
corporate ladder rung by rung.
“People want more flexibility and
more creativity in their career de-
signs,” the authors explained. “We're
moving to a hopscotch model.
Workers will jump forward, back-
ward, laterally—or into a whole new
path. Job satisfaction, freedom, the
chance to make a difference—these are
the new career drivers.”

The Hermans also predicted that
“companies will have to prove that
management jobs offer added value
to the individual as well as to the
company. Employers will need to
transtorm the management function
by breaking it down'into compelling
pieces, such as ‘communication
enhancement’ or ‘global resource
allocation.””

Moreover, as organizations be-
come flatter and the number of man-
agerial promotion slots decline,
employers will need to get creative
about developing career paths for
their employees. Technical ladders,
rotational assignments, opportumities



that working for an underperformer
prevented them from making a larger
contribution to the bottom line, and
86 percent made them want to leave
the company.

A recent Gallup Organization
study based on queries of some 2 mil-
lion workers at 700 companies found
that poor supervisory behavior was
the main reason people quit. The
length of an employee’s stay is deter-
mined largely by his relationship with
a manager. Therefore, companies
must focus on building strong, flexi-
ble, attentive managers.

Social Ties That Bind. Another
critical need for many employees is
the opportunity to develop social
relationships.

The fact is that the workplace has
replaced the neighborhood as com-
munity, the place where people feel
they can find comfort, support and
friendships. Longer work hours,
smaller families, later marriage and
more mobility has increased the need
for social ties at the office. Businesses
determined to retain the best talent
today must develop programs aimed
at building community spirit.

An added benefit for employers is
that in creating social opportunities
employees will develop a social net-
work they might find difficult to
leave behind.

A Balancing Act. Work/life bal-
ance issues have taken on added
importance in recent years as time-
crunched employees seck a better
balance of work, family and play
in their lives. Employers are
realizing work/life programs—in-
cluding family care, flexible work
arrangements, personal convenience
services, and financial, wellness and
carcer counseling—are valued by
employees and relatively low in cost.

Pam Withers, co-author of Values
Shift: The New Work Ethic and What
It Means for Business, wrote in the
July 2001 issue of Workforce maga-
zine that “today’s workers resist tying
up their self-identity with their work
identity. Instead, theyre exploring
ways to balance work and leisure,
family and community time.”

She added that time spent on the
job in a given year has increased by
163 hours in the last 20 years while
leisure has declined by one-third. In
addition, 55 percent of 18-34-year
olds say the option of taking
extended leaves or sabbaticals is a key
workplace benefit. Workers today are
willing to sacrifice twice as much pay
as they were seven years ago to
achieve a work/life balance, Withers
explained. Indeed, a Korn/Ferry
International global study indicated
that as many as 86 percent of
employees cite work/life balance as
the top priority in their career.

According to authors Roger and
Joyce Herman, some of the concern
for work/life balance is due to the
extra load placed on people who did
not get laid off during the 2001 eco-
nomic slowdown. The Families and
Work Institute reports that of work-
ers who remain after current
downsizing efforts, 54 percent feel
overworked, 55 percent feel over-
whelmed by the workload, 59
percent lack time for reflection, 56
percent can’t complete their assigned
tasks, and 45 percent must “muld-
task” too much. With plenty of
employment choices, workers who
feel overloaded will flee.

Retention Injection
Leading companies recognize the
damage that retentdon deficic disor-

der can cause to their bottom line.
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They are strategically restructuring
their organizations to meet the
changing needs of today’s mobile
workforce. Results of the Accenture
study indicated that 60 percent of
executives who describe their com-
pany as a “leader” in change said they
use an inclusive strategy-develop-
ment method. Other companies are
moving to project-oriented ap-
proaches, in which all employees can
work on diverse, limited-term assign-
ments, rather than being sequestered
within a single department.

Talent exchanges, which connect
employees and other resources with
appropriate projects, roles and posi-
tions across the company are also
being used effectively. In addition,
some ofganizations are instituting
“real-time” goal setting, performance
measutement, and skills-develop-
ment programs to ensure that people
always know where they stand and to
address performance issues and skills
gaps before they become a problem.

From making managers account-
able for driving away good talent to
conducting exit interviews to blasting
out toxic policies, businesses today
understand that an injection of fun-
damental change is needed. For
many, these changes will come hard.
Yet, it is only by embracing these
changes and responding to the indi-
vidualized needs of todays top
performers that real estate firms can
hope to improve retention rates,
thereby improving their bottom line.

Nancy Pekala is Managing Editor of the
Journal of Property Management.




