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advantage of those unique strengths. If the one thing you need to know is that you
should tweak jobs to take advantage of each individual’s strengths, the one trick you

need to know is that you have to spend time with your hourly workers. You can’t know
their strengths, what is driving them to leave, or what is making them stay unless you
talk to them and observe what'’s going on.

Gary Latham, a professor of psychology who teaches at the Rotman School of
Management at the University of Toronto, likes to ask people, “Is there something |
ought to know?” This question is best posed in an informal environment, such as when
walking to the parking lot. In an informal setting, employees feel more comfortable
about expressing whatever is on their mind, which will typically be the things that are
going off track. Beverly Kaye, author of Love 'Em or Lose 'Em , advocates the “stay
interview,” which is simply a matter of asking employees, “What is it that makes you
stay here?” If you don't ask, you may never know.

It might seem that the steps to retain hourly workers will require your managers to
take on more work, but the overall trade-off will more than balance out. If managers
are going to spend more time talking to employees, what are they going to spend less
time doing? In this case there is a straightforward answer: If they spend a little time on
retention, they will spend less time interviewing to fill vacancies, training new people,
fixing problems, and doing work that could have been done by capable employees.

In many industries, there will always be fairly high turnover of hourly workers, but a
company that empowers its frontline managers will be able to lower its turnover rate
substantially. Helping your frontline managers retain your staff can yield bottom-line
benefits, but that’s not the only reason to do it. Taking care of your hourly workers
can actually make their lives better. As leaders, we believe it's a responsibility that we
own. That's a goal worth pursuing — and one that can provide enormous rewards to
all involved.
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