FROM ACROSS THE COUNTRY

How To Be A Great Boss

By Dr. Robert A. Milligan, Cornell University

Editor’s Note: I have taken quite a_few GCSAA sem-
tnars over the years; some are good, some are poor,
and a few have been outstanding. One that fell into the
oulstanding category was taught by Dr. Milligan, a
colleague of Dr. Frank S. Rossi’s and a member of the
Cornell University Turfgrass Team. This article,
reprinted from Vol. 9, No. issue of CUTT, appears with
permission of both the author - Dv: Milligan - and the
CUTT editor - Dr. Rossi. At a time when we are look-
ing back at the season now quickly passing and eval-
uating owr staff, it may be good to also evaluate what
kind of personnel manager we have been. Read on
and learn.
We often think of a “great boss” as one who is nice all of
the time. If we analyze the idea of a great boss, we get a
much different picture. Think of the following situations:
e Sally is frustrated because she is unsure how well she
is doing in her job. Her supervisor tells her she is
doing fine, but somehow she isn't certain he means it.

® (George is working hard and seems to be performing
very well, but he doesn’t see how his hard work con-
tributes to the business. His supervisor tells him he is
doing fine and just keep it up.

In both situations the supervisor is being a nice person
but not a great boss. How can a supervisor be a great
boss? The performance management process dia-
grammed here is a great tool to become a great boss. We
will discuss each of the three components of the process.

Performance Expectations

Individual performance expectations are defined as
the conditions or results of satisfactory work. They
should be discussed and agreed upon before the perfor-
mance period begins. They should be consistent with the
mission, objectives, and goals of the business. These spe-
cific outcomes provide a target for the employee to shoot
for. Effective performance expectations have the follow-
ing four characteristics:

e Measurable: Truly result-oriented performance
expectations must contain measures by which per-
formance can be judged. Measures may include dol-
lars, percentages, numbers of items, ranges, etc.

¢ Time: Productivity is often determined by how quick-
ly desired results can be achieved. The employee and
the manager should be clear on just when results are
expected.

¢ Attainability: Performance expectations must be
within the individual’s and the organization’s reach if
they are to be an effective performance management

tool. If either internal or external business con-
straints prevent attainability, they may serve to
demotivate rather than motivate the individual.

e Available resources: The individual or team striving
to meet the performance expectation must know
what resources including time are available to them

Coaching and Feedback

Once the performance expectations are established,
they serve as the accountability for the employee. It is
now the employee’s responsibility to fulfill these expecta-
tions. The supervisor becomes a coach providing the sup-
port the employee needs to succeed. As with the coach of
an athletic team, the “great boss” is now on the “sideline”
providing the resources and the encouragement the
employee requires. The keys to the supervisor’s success
in this environment are empathy and trust. Empathy to
understand the employee, to know how and when to pro-
vide support. Increasing levels of trust so that the employ-
ee will freely seek support when needed.
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FROM ACROSS THE COUNTRY

The key skills required by the “great boss” now
become interpersonal skills. Great bosses are individuals
who listen. A valuable tool here is listening. Active listen-
ing is a special listening skill where we listen to and focus
on both the content and emotional aspects and provide
feedback on both. Other critical interpersonal skills
include understanding what motivates people, providing
large quantities of feedback, “I” statements, and other
communications techniques.

Evaluation

Evaluation can be both ongoing and a performance
appraisal at a specific interval such as a year. Continuous
evaluation can also be an important part of the coaching
and feedback. Evaluation, usually in the form of a perfor-

mance appraisal must be provided at the time that was
established for fulfillment of the performance expectations.
This is a time when three things should be accomplished:

The “great boss” and the employee should discuss
what is going well.

They should talk about what can be done better.

Based on performance and the first two items, new
performance expectations should be established for the
next time period. Training and professional development
opportunities can be identified to help meet the new
expectations.

At this point we are back at performance expectations
and the process continues.

Sally and George

We now return to Sally and George. Sally’s supervisor
was telling her she was doing fine but she’s still frustrated
by the lack of a clear understanding of her performance
level. If she had a “great boss” using this performance
management process, she would be clear on her expecta-
tions and her progress relative to those expectations
would clearly provide information on how well she is per-
forming. George'’s supervisor is telling him not to worry
about how his work contributes to the business and just
keep up his good work. If George had a “great boss” using
our process, the performance expectations would be
derived from and clearly tied to the goals and the mission
of the business or organization.
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