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USPTO Leadership Competency Model
DEVELOPMENT SUGGESTIONS:

Books, Activities, and Tips
Interpersonal Skills (Individual, Aspiring, Mid-level)
Activities

1. Assess your current ability as an effective listener.  Rate each item listed below by placing a dot in the appropriate box.  When you have rated all the items, draw a line to connect the dots. This will give you an “effective listener profile.”  The more your profile leans toward the right, the more able you are to listen effectively to others. 

	Do I:
	Always
	Frequently
	Occasionally
	Seldom
	Never

	Interrupt? 
	
	
	
	
	

	Show impatience?
	
	
	
	
	

	Misunderstand what someone has

said?
	
	
	
	
	

	Have people correct my

interpretation of what they’ve

said?
	
	
	
	
	

	Daydream and miss what was 

said?
	
	
	
	
	

	Make suggestions before a 

problem is fully explained?
	
	
	
	
	

	Think about my response instead 

of listening to the speaker?
	
	
	
	
	

	Talk more than I listen?
	
	
	
	
	

	Avoid eye contact?
	
	
	
	
	


2. Follow the two key steps in listening effectively. 

Step 1:  Listen to the words being expressed.

As you listen to the words being expressed, try to grasp both the content and the meaning of the words from the speaker’s perspective.  While this may sound simple, external and internal distractions often distract us and compete with our ability to listen.

Step 2:  Paraphrase what was said to demonstrate your understanding.

Paraphrasing to demonstrate your understanding requires you to verbally interact with the speaker.  This interaction is either to get additional information you’re missing or verify with the speaker what you think was said.


Use a phrase such as “As I understand it …” or “It seems that …” before you restate in your own words what the speaker said.  If you paraphrase the information correctly, the speaker can confirm that you have understood.  If you paraphrase incorrectly or miss important details, the speaker can give you the information you need to understand.

3. List your biggest barriers to listening effectively.  Create the worksheet shown below. Once you have listed your internal and external barriers, identify ways to eliminate or reduce these barriers. For example, 
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Internal Barriers

External Barriers




      -  Preconceived notions
- Phone interruptions




         due to prior experience
- Email/Blackberry




         with individual



     -  Assumptions
4. Show appropriate nonverbal behaviors when listening.  Use the following suggestions: 

· Remove any physical barriers between you and the speaker.  Don’t sit behind 

    your desk.

· Face the speaker and lean slightly toward him or her.

· Nod occasionally to convey that you understand or agree.

· Maintain eye contact.  But don’t stare.

· Smile when appropriate, such as when the speaker uses humor.

· Avoid distracting behaviors such as shuffling papers, answering the phone, or 

    looking elsewhere.

5. Identify people whom you consider to be effective listeners.  Watch closely to see how they convey interest, understanding, and empathy.  What nonverbal behaviors do they demonstrate?  What type of questions do they ask? 

6. Increase buy-in by adapting content and detail to the listeners and the situation.  Consider the following questions to help you meet their needs and guide what you say and how you say it: 

· What kind of information do people want or need?

· Why do they need this information? 

· Do they need to make a decision or simply need more background?

· Do they need more information to help them implement the decision?  If so, what specifically do they need?

· What can I do so that they will be more receptive to my message?  How will they benefit?

7.    Exuberantly acknowledge the successes of your employees.

8.    Recognize the things that a person has done well and encourage them to build on these strengths.

9.    Describe in detail the behavior that you are praising when giving positive feedback so that the employee knows what behavior to continue.

10. When there is mixed performance, clearly separate the positive from the negative, reinforce the positive, and provide factual corrections to the negative.

11. Document and remember both positive and negative aspects of individuals' performances.

12. Positive and negative feedback should be provided promptly. Do not wait for the performance review.

13. Provide personalized ways of acknowledging excellent performance among employees, such as personalized notes, letters for-the-record, notations in the performance appraisal, or acknowledgment in front of senior management.

Tips

1. Demonstrate interest in your employees by using active listening techniques and responding positively.

2. Talk with each of your subordinates to learn what their interests and personal goals are.  Keep a record of these and periodically review them with the employee.

3. Help the employee deal realistically with business opportunities and personal qualifications.  

4. Help translate these ideas into specific development plans.

5. Without engaging in any preferential treatment or bending performance rules, show compassion by spending time with or listening to all employees who experience personal difficulties.

6. Consider having all members of your work unit take an interpersonal style inventory so that everyone understands and develops a healthy respect for style differences within the group.

7. Help employees deal realistically with business opportunities and personal qualifications.  Help translate these ideas into specific, personal development plans.

8. Consider employees' special interests and abilities.

9. When an employee appears to have a performance problem, point out the performance defect and first ask if the employee has an explanation for the problem.  Actively listen to hear the employee's explanation.

10. Be specific, avoiding general comments such as "that was awful."

11.  Recall instances of when you were given feedback from your managers trying to model aspects that worked and eliminating behaviors that affected you adversely.

12.  Take responsibility for the feedback that you are providing instead of suggesting the unanimous opinions of others.  Use "I think" or "in my opinion" instead of "you are."

13. When there is mixed performance, clearly separate the positive from the negative, reinforce the positive, and provide factual corrections to the negative.

14.  Document and remember both positive and negative aspects of individuals' performances.

15.  Positive and negative feedback should be provided promptly; do not wait for the performance review.

16.  Before giving the feedback, weigh the pros and cons of changes that may or may not result from the feedback.

17.  Ask the recipient whether they agree with your feedback and whether he or she has ever been given similar feedback.

18.  Set a goal to review performance and provide feedback on a regular basis.  For example, decide to review a subordinate's work every 2 weeks and provide feedback within 24 hours of the review.

19.  Let employees know that you are willing to provide feedback so that they will come to you for advice before mistakes are made.

20.  To learn to give good feedback, practice observing the behavior of others.  Concentrate on description instead of evaluation or judgment. Give the employee a chance to explain his or her side of the issue.  

21.  Listen to your employees and try to understand their points of view.

22.  Accept that the demands for change are often met with resistance or even resentment.  Give the other person an opportunity to accept or reject your feedback and to give   their side.

23.  Demonstrate interest in your employees by using active listening techniques and responding positively.

24.  Enjoy the diversity of dispositions and capabilities in your work unit. Capitalize on the diversity by thinking of ways in which each individual's unique talents and preferences can be drawn into the work process.

25. Exploit the skills of different employees in assigning work; at the same time, make assignments with an eye toward stretching employee abilities even further.  

26. Do not do other tasks while you are listening.  Focus on the speaker and what he or she is saying.

27. Practice listening skills by listening to a news broadcast and testing yourself on how much you can remember.

28. Identify those people to whom and situations in which you find it difficult to listen.  Determine why and list three things you can do to listen more effectively. 

Communication ((Individual, Aspiring, Mid-level)
Suggested Reading/Video/Audio-CD
	Title
	Author/Publisher
	Learning Mode

	The Art of Focused Conversation: 100 Ways to Gain Group Wisdom in the Workplace
	Stanfield, Brian and R. Brian Stanfield / 2000 / New Society Publishers
	Book

	How the Way We Talk Can Change the Way We Work: Seven Languages for Transformation
	Kegan, Robert and Lisa Laskow Lahey / 2000 / Jossey-Bass
	Book

	Listening: The Forgotten Skill: A Self-Teaching Guide
	Burley-Allen, Madelyn / 1995 / Wiley
	Book

	The Articulate Executive: Learn to Look, Act, and Sound Like a Leader
	Toogood, Granville N. / 1997 / McGraw-Hill Trade
	Book

	Powerful Conversations: How High-Impact Leaders Communicate
	Harkins, Phil/1999/ McGraw-Hill Companies
	Book

	Writing for Business: Expert Solutions to Everyday Challenges
	Harvard Business School
	Pocket Mentor, Paperback

	Written Communications that Inform and Influence
	Harvard Business School
	Book


Activities

1. Assess your current ability as an effective listener.  Rate each item listed below by placing a dot in the appropriate box.  When you have rated all the items, draw a line to connect the dots. This will give you an “effective listener profile.”  The more your profile leans toward the right, the more able you are to listen effectively to others. 

	Do I:
	Always
	Frequently
	Occasionally
	Seldom
	Never

	Interrupt? 
	
	
	
	
	

	Show impatience?
	
	
	
	
	

	Misunderstand what someone has said?
	
	
	
	
	

	Have people correct my interpretation of what they’ve said?
	
	
	
	
	

	Daydream and miss what was said?
	
	
	
	
	

	Make suggestions before a problem is fully explained?
	
	
	
	
	

	Think about my response instead of listening to the speaker?
	
	
	
	
	

	Talk more than I listen?
	
	
	
	
	

	Avoid eye contact?
	
	
	
	
	


2.  Follow the two key steps in listening effectively. 

Step 1:  Listen to the words being expressed.

As you listen to the words being expressed, try to grasp both the content and the meaning of the words from the speaker’s perspective.  While this may sound simple, external and internal distractions often distract us and compete with our ability to listen.

Step 2:  Paraphrase what was said to demonstrate your understanding.

Paraphrasing to demonstrate your understanding requires you to verbally interact with the speaker.  This interaction is either to get additional information you’re missing or verify with the speaker what you think was said.

Use a phrase such as “As I understand it …” or “It seems that …” before you restate in your own words what the speaker said.  If you paraphrase the information correctly, the speaker can confirm that you have understood.  If you paraphrase incorrectly or miss important details, the speaker can give you the information you need to understand.

3. Use the following criteria to help you develop effective paraphrase statements.  Good paraphrase statements are: 

· Interchangeable – You are not elaborating on or taking away from the speaker’s message.

· Brief – A lengthy paraphrase statement means you’re probably conveying your own perspective rather than paraphrasing the speaker’s statement.

· Original – Use your own words to convey your understanding.  Do not “parrot phrase.”

· Nonjudgmental – Your paraphrase statement should not convey approval or disapproval.  You’re demonstrating understanding, not expressing agreement or disagreement.

· Often ones that begin with “In other words …,” “As I understand it …,” “It sounds like …,” or “It seems that ….”

4. List your biggest barriers to listening effectively.  Create the worksheet shown below. Once you have listed your internal and external barriers, identify ways to eliminate or reduce these barriers. 


Internal Barriers

External Barriers

5. Show appropriate nonverbal behaviors when listening.  Use the following suggestions: 

· Remove any physical barriers between you and the speaker.  Don’t sit behind your desk.

· Face the speaker and lean slightly toward him or her.

· Nod occasionally to convey that you understand or agree.

· Maintain eye contact.  But don’t stare.

· Smile when appropriate, such as when the speaker uses humor.

· Avoid distracting behaviors such as shuffling papers, answering the phone, or looking elsewhere.
6. Pay attention to the feelings being communicated through a speaker’s words and/or underlying emotions through the speaker’s nonverbal behaviors. Notice the speaker’s tone of voice, pitch, intensity, and pace.  These nonverbal behaviors convey critical information such as the importance of the message, frustration, excitement, a sense of urgency, etc. 

7. Comment on a speaker’s nonverbal behavior when it will contribute to your understanding or help defuse a situation.  Do it quietly, without passing judgment, and in a tone of voice that indicates you are just checking out your understanding.  For example, you might say, “It looks like you are really concerned about meeting the deadline.”  This reflective statement allows the speaker to feel understood and helps you to create rapport with him or her. 

8. Identify people whom you consider to be effective listeners.  Watch closely to see how they convey interest, understanding, and empathy.  What nonverbal behaviors do they demonstrate?  What type of questions do they ask? 

9. Ask more open-ended questions than closed questions.  Open-ended questions give the speaker an opportunity to expand on his or her answer; closed questions tend to limit discussion.  The table below gives a brief description and an example of each. 

	Type of Question
	Description
	Example

	Open-ended
	· Requires more than a “yes” or “no” or one-word answer

· Stimulates thinking

· Elicits discussion

· Usually begins with “What,” “How,” “When,” “Why,” or statements such as “Tell me about,” “Describe,” “What happened then?”


	“What ideas do you have for explaining the policy changes to our clients?”

	Closed
	· Requires a one-word answer

· Closes off discussion

· Usually begins with “Is,” “Can,” “How many,” or “Does”


	“Does everyone understand the changes we discussed?”


10. Use face-to-face communication when you need to discuss personally sensitive information, the message is complex, and/or you need to have a dialogue, not just deliver information.  This will allow you to receive immediate verbal and nonverbal feedback that will let you know how the person is receiving the information.

11. Consider using voice mail when the information doesn’t need to be delivered in person, or when the person is out of the office.  Make sure to plan what you will say before you leave the message so that it is clear and concise.

12. Use e-mail when you want to document your message or send attachments.  It also allows you to send information to a large group of people and is helpful when communicating to people in different geographical areas and/or time zones.

13. Examine your present skills as a presenter.  The following evaluation can help you identify the areas you would like to improve to increase your competency.  Read the statement and then circle the number that best describes you.  Concentrate on those items you mark 1, 2, or 3. 



                                                        Always                                 Never                                
I determine some basic objectives before


5
4
3
2
1

planning a presentation.

I analyze the values, needs, and constraints


5
4
3
2
1

of my audience.

I write down some main ideas first, in order 


5
4
3
2
1

to build a presentation around them.

I incorporate both a preview and a review of 

5
 4
3
2
1

the main ideas as my presentation is organized.

I develop an introduction that will catch the


5
4
3
2
1

attention of my audience and still provide the

necessary background information.

My conclusion refers back to the introduction

5
4
3
2
1

and, if appropriate, contains a call-to-action 

statement.

The visual aids I use are carefully prepared, 


5
4
3
2
1

simple, easy to read, and have impact.                                                                               

The number of visual aids enhances, 
 

5
4
3
2
1

not detracts from my presentation.

I communicate ideas with enthusiasm.


5
4
3
2
1

I rehearse so that there is a minimum focus


5
4
3
2
1

on notes and maximum attention paid to the

audience.

My notes contain only key words so I avoid


5
4
3
2
1

reading from a script.









I rehearse standing up and using the visual


5
4
3
2
1

aids.

I prepare a list of anticipated questions and


5
4
3
2
1

my responses to them.

I arrange seating (if appropriate) and check


5
4
3
2
1

Audio-visual equipment in advance of the

presentation.

I maintain good eye contact with the audience

5
4
3
2
1

at all times.

      Always                                 Never                                
My gestures are natural and not constrained


5
4
3
2
1

by anxiety.

My voice is strong and clear and is not a 


5
4
3
2
1

monotone. 

I avoid distracting behaviors such as jingling


5
4
3
2
1

coins in my pocket, clicking a pen, or playing

with my jewelry.

14. For presentations, consider the “6 x 6” rule of thumb when preparing PowerPoint slides.  Use no more than 6 lines per slide with no more than 6 words per line. 

15. Videotape yourself giving a presentation.  As you review the tape, consider the following questions: 

· Do my tone of voice and inflection accurately reflect the importance and meaning of my message?

· Do I speak at the right pace and avoid a monotone?

· Is my level of emotion appropriate for the topic, the audience, and the setting?

· Do I use clear and concise, yet engaging, language?

16. Use the following chart to help you decide how to direct your questions effectively. 

	If you want to…
	Then…

	Stimulate all people in a group to think

Allow people to respond voluntarily

Avoid putting an individual on the spot


	Direct the question to the group

Example:

“What experiences have you had implementing these regulations?”



	Stimulate an individual to think and respond

Tap the known resources of an expert in the group
	Direct the question to an individual

Example:

“Terri, you’ve had a lot of experience applying these regulations with clients.  What would you do in this case?”




17. Consider the following suggestions for handling people’s answers to your questions in order to maintain a high level of participation: 

· Use positive reinforcement for those who respond to your questions.

· Acknowledge the person’s effort regardless of whether the person’s answer is right or wrong.

· Minimize potential embarrassment for wrong or incomplete answers by reinforcing the correct portion and then redirecting the question to another person or answering it yourself.

18. Increase buy-in by adapting content and detail to the listeners and the situation.  Consider the following questions to help you meet their needs and guide what you say and how you say it: 

· What kind of information do people want or need?

· Why do they need this information? 

· Do they need to make a decision or simply need more background?

· Do they need more information to help them implement the decision?  If so, what specifically do they need?

· What can I do so that they will be more receptive to my message?  How will they benefit?

Tips

1. Try to put yourself in the other person’s role and anticipate how your communications are likely to be received and accepted.

2. Do not do other tasks while you are listening.  Focus on the speaker and what he or she is saying.

3. If you disagree with what you are hearing, avoid attacking the presenter.  Point out some factual disagreements with the ideas and request clarification.

4. Practice listening skills by listening to a news broadcast and testing yourself on how much you can remember.

5. Identify those people to whom and situations in which you find it difficult to listen.  Determine why and list three things you can do to listen more effectively. 

6. Watch your use of jargon or “business speak.”  When you do use it, make sure everyone has a shared understanding of its meaning. 

7. Be aware of how people react to you during discussions and meetings.  Do they lose eye contact with you or appear restless?  If so, you may be rambling or getting off the topic. 

8. Condense your message to key points.  Before speaking, write a sentence with no more than eight words that presents each point, and then explain each point in no more than three sentences. 

9. Observe people who communicate effectively.  Identify what they do and how it differs from what you do.  Choose one or two of their behaviors to emulate. 

10. Ask another person to restate what you have said or written to make sure he or she understands.  If there is no understanding, there has been no communication.

11. Use oral communication when:

· Exploring complex issues in depth

· It is important to check understanding

· Confidential or sensitive material is being discussed

· Uncertainty is being expressed

· A more personal and intimate communication is needed

· Practical demonstrations are being given

· A relationship is being established, or

· Immediate feedback and dialogue are desired.

12. Break complex subjects down into smaller ideas and present these ideas incrementally.

13. Be aware of your body language and nonverbal communications.  Conflicting nonverbal cues can be stronger than your verbal message.

14. Think before you speak.  Do not be afraid to pause to collect your thoughts before answering a question.

15. Take an interpersonal communication course to develop skills for communicating one-on-one.

16. Seek feedback on your oral communication skills from subordinates, peers, and superiors.

17. Gear your communication to the level of the audience.  Be aware of what they already know and what you want to communicate to them.

18. Practice your oral communication skills by volunteering to speak in front of groups. Opportunities in your community can be good practice.  If you need more skills, take a public speaking course or join a public speaking club.
19. If you're writing at the computer, check your work quickly on the screen and run a spell-check. Then print out a draft to go over meticulously, looking for anything you may have missed. 
20. Go through your draft carefully, pencil in hand. Actually touch each word with your pencil. Look especially at word endings. Have you dropped any s or ed endings? Do subjects and verbs agree? Does each pronoun have a clear antecedent? 
21. The following strategies will help you s l o w d o w n as you read through a paper and will therefore help you catch mistakes that you might otherwise overlook. As you use these strategies, remember to work slowly. If you read at a normal speed, you won't give your eyes sufficient time to spot errors. 
· Read aloud:  Reading a paper aloud encourages you to read every little word. 

· Read with a “cover”:  Sliding a blank sheet of paper down the page as you read encourages you to make a detailed, line-by-line review of the paper. 

22. Role-play:  Playing the role of the reader encourages you to see the paper as your audience might. 


23. Be positive and encouraging when editing a report or document for someone else.  Be critical, but don’t miss opportunities to give positive feedback. 
24. Before reviewing and editing the work of others, ask yourself these questions: 
· What should I be most concerned with – content, structure, or both?  Big picture, details, or both? Creativity?  Correct format? 

· At what level of expertise should this document be presented? 

25. Check your content questions with the original writer before modifying or editing the document.  You may be making unnecessary or incorrect changes. 
26. Learn common editing notations and their meanings, and use them when reviewing the work of others.  Be sure to define them for the other person so they will understand their meaning and be able to make corrections based on your marks. 
27. Improve your understanding of grammar and sentence structure in order to give even more valuable feedback that may improve the effectiveness of the writing with the reader. 
28. Ask the other person to restate what you have said or written to make sure he or she understands.  If there is no understanding, there has been no communication. 
29. Break complex subjects down into smaller ideas and present these ideas incrementally. 
30. Gear your communication to the level of the audience.  Be aware of what they already know and what you want to communicate to them. 
31. Write for people who will read your communication.  Use language they will understand.  Consider what they already know, and what you want to tell them. 
32. When writing important documents, build in time for several revisions. 
33. Write as you speak, avoiding “flowery” language and unnecessary adjectives and adverbs.  Action verbs can be powerful when used appropriately. 
34. Use active verbs instead of passive ones whenever possible to make your writing more expressive.  One way to ensure that your sentence ends up in the active voice is to start the sentence with the subject. 
35. Consider the layout of a written document:  use headings and subheadings, bullets, fonts, and indentation as means of communicating information more succinctly and clearly.

Continual Learning (Individual)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	The 7 Habits of Highly Effective People
	Covey, Stephen A./ 1990/ Free Press
	Book + AudioCD

	The Handbook of Emotionally Intelligent Leadership: Inspiring Others to Achieve Results
	Feldman, Daniel A./ 1999/ Leadership Performance Solutions
	Book


Activities

1. Create the worksheet shown below and use it to list your strengths and areas for improvement.  Once you have completed both columns, circle the three to five items in the left column that you consider your greatest strengths.  Then, circle the three to five items in the right column that you will work to improve. 

      THINGS I DO WELL        THINGS I’D LIKE TO DO BETTER


2. Identify three accomplishments of which you are most proud.  For each accomplishment answer the following questions: 

· What challenge did I face?

· What did I do to produce results?

· What difficulties did I encounter?

· What skills and qualities did I demonstrate?

· What results did I produce?

· How did I feel about my accomplishment?
After you have completed and reviewed your accomplishments, summarize your patterns of success and your primary qualities and skills by answering the following questions:

· What initial challenges and problems are most common in the accomplishments I described?

· What qualities (honesty, integrity, persistence, openness, etc.) were most frequently demonstrated?

· What skills were most frequently demonstrated in the accomplishments I described?

3. Increase your awareness of how you respond to tough situations by reflecting on the following questions: 

· Think of a difficult work situation over the past 3 months that you handled well.  What are three things about yourself of which you are most proud?

· Think of a difficult work situation over the past 3 months that you did not handle well. What are three things about yourself of which you are least proud?  What might you have done differently to better manage that specific situation?

4. Keep a journal to help you become more aware of your emotions and the role they play in your work life.  Use the following process: 

a. At the end of each workday, or at different times during your workday, jot down in your journal what feelings/emotions you’ve experienced and what caused them.  Write all of them down even though they may not seem significant to you.

b. After several weeks, or even a month, have passed, review what you have written.  Look for patterns.  For example, do you have certain emotions more often than others?  Do they result from the same cause?  How do your emotions affect your work and relationships? 

c. Use this knowledge to explore why you are having certain emotions and, if they are having a negative impact, how you can change the situation to avoid having them.

d. Look also for emotions you are not experiencing, such as enthusiasm, joy, and pride. Ask yourself why you are not experiencing them and what you can do about it.

5. Identify what it will take for you to feel you’ve achieved success. To help you do this, use the following process: 

a. Write a complete description of yourself as the most successful person you can imagine.

b. Then, describe yourself, your family relationships, your career, your work relationships, your health, and your financial status. 

c. Write the things that you are doing and how you are feeling. 

d. Call this your Picture of Success. 

6. Reflect on how you view and use power. Think of a personal or work-related experience that gave you the feeling of being powerful.  Describe the experience and what it was like for you.  Answer the following questions: 

· Do I feel that I am a powerful person?

· How does my use of power make me feel?

· How does the power of others make me feel?

7. Now, refer to the exercise on creating your Picture of Success and answer the next set of questions.

· How much power would it take to be that successful?

· What power would I need and how would I use that power to enhance and maintain my Picture of Success?

8. Take time to think about your values.  Ask yourself: 

· What is really important to me? 

· When did I have to support or defend something that was important to me? 

· When did I have to support or defend something that was not important to me and how did it make me feel? 

· When was the last time I felt really satisfied?  What was the situation? 

9. Identify your personal development needs and wants by using the following process: 

a. First, list what you need to feel that you are growing and developing yourself. Be specific.

b. Now, assuming that your personal growth needs are met, list what else you want that relates to them.  Be specific.

c. Next, list the obstacles that keep you from meeting your personal growth needs and wants.

d. Finally, identify things you can do to overcome these obstacles.

10. Conduct an attitude check.  Listed below are common attitudes and behaviors.  Read each statement and circle the number on the rating scale that best describes you. 

Never
        Usually         Always

When someone disagrees with me,

1
2
3
4
5

I don’t take it personally.


1
2
3
4
5

I look at mistakes I make as learning

1
2
3
4
5

experiences.

When I begin to feel defensive about

1
2
3
4
5

an issue, I think it’s important to take 

a brief time-out.

When a result falls short of my

1
2
3
4
5

expectations, I take responsibility for

my share of it.

When someone criticizes me, I ask for
1
2
3
4
5

more information.

When I’m criticized, I feel it’s more

1
2
3
4
5

important to understand where the 

other person is coming from than to

convey where I’m coming from.

During an argument, I want my needs
1
2
3
4
5

addressed respectfully.

In general, when I agree with a criticism, 
1
2
3
4
5

I admit my behavior was wrong.

11. Consider the following guidelines to help you manage criticism so you can learn from it and improve as a professional. 

· Don’t take the criticism as a personal attack and become defensive.  Defensiveness results from the need to justify our behavior and becomes the armor we put on to protect ourselves from embarrassment, anxiety, or loss of self-esteem.

· Resist the urge to counter-criticize.  It interferes with effective communication and undermines trust and morale.

· Don’t take the criticism as evidence that you’re inadequate.  Don’t let criticism dismantle your self-esteem.  Remember that the objective is to learn and grow from the criticism.

· Don’t make excuses.  Accept responsibility.
12. Identify sources of satisfaction and dissatisfaction in your current job.  Consider using the following process: 

a. Create the worksheet shown below and complete both columns.  

	Details of my job that are sources of satisfaction for me
	Details of my job that are sources of dissatisfaction for me

	
	


b. If you find there is more dissatisfaction with your job than satisfaction, answer the following questions: 

· What can I do to reduce or eliminate the sources of dissatisfaction? 

· If I am unable to do this, are there other jobs in my organization that might offer me   the sources of satisfaction that I’ve identified?  

· What are the jobs and/or what information do I need to learn more about them? 

13. Apply knowledge of yourself to determine the development you need to advance in your career, move into a new job that suits you well, or improve your performance in your current job.  Consider the following steps: 

a. Explore the opportunities available to expand your skills and interests in your current job, in a new position in your organization, or in a new career field or organization.

b. Target a specific opportunity that you think would be a good fit for you.

c. Develop your plan for taking advantage of this opportunity, keeping in mind it may be expanding your current contribution in your organization or in a different organization or career.

d. Identify the support you will need and from whom to help you implement your plan.

e. Implement your plan.  Be sure to build in checkpoints where you evaluate your progress.

Tips

1. View your strengths as development opportunities.  In general, your greatest successes will result from leveraging your strengths.

2. Search for meaningful training and development workshops or college courses offered in your area and make an effort to attend them.

3. Commit to being a lifelong learner.  Approach each situation by asking yourself, “What can I learn?”

4. Keep a list of the things you want to learn over the next several years.

5. Train others.  The best way to further your own skills is to teach them to others.

6. Volunteer for projects that require you to learn new information within tight timeframes.

7. Seek roles that will enable you to work with people outside your department with whom you have not yet worked.

8. Consider how organizational processes can be redesigned to ensure that valuable knowledge is shared/distributed throughout the company.

9. Create a reference tool that catalogues issues, lessons learned, and innovative solutions that can be shared with other members of the company.

10. Draw a “map” of your potential internal network.  Include the names and positions of both lateral and vertical employees.

11. Be aware of emerging technological advances that could impact your field.

12. Find others in your company who have skills or knowledge in areas where you are weak.  Ask to observe, work with, and get feedback from them.

13. Try to become the expert in your company in one or more technical areas.

Public Service Motivation (Individual)
Activities:


1.  Communicate to employees that commitment to public service is a top priority.

2. Encourage the improvement of your employees' attitudes, skills, and performances in order to improve the quality of services, products, and processes.

3. Brainstorm ideas with your employees on how to demonstrate a commitment to public service.

4. Discuss a commitment to public service in weekly staff meetings.

5. Create an award to publicly recognize employees who demonstrate a commitment to public service.

6. Encourage employees to make decisions around the requirements of the customer as one of their top priorities.

7. Create a "Customer Pleaser of the Month/Week/Day" board to publicly recognize those staff members who provide excellent customer service.  

8. Consider your commitment to public service when developing long- and short-term organizational plans.

9. Provide the public with opportunities to provide feedback.

10. Listen to the feedback you receive from outside the organization to learn about opportunities to improve commitment to public service.

11. Develop a customer service survey to learn how your commitment to public service is perceived.  

Creativity/Innovation (Senior)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Instant Creativity
	Clegg, Brian and Paul Birch/1999 / Kogan Page
	Book

	The Seeds of Innovation: Cultivating the Synergy That Fosters New Ideas
	Dundon, Elaine / 2002 / AMACOM
	Book


Activities

1. Use the following two-step process to stimulate thinking by building on and enhancing others’ ideas: 

a. Acknowledge the connection between a person’s idea and what you are about to say.

b. Modify the idea to add value to it or suggest ways to make the idea even better.  For example, if someone says, “I think we should expand our customer base for this product,” you might reply, “It’s a good idea to target additional customers. It makes me think we should look more closely at those customers 50 years old or older.”
2. Use the “Why” technique to challenge assumptions.  This technique is very similar to a child’s habit of asking “why” all the time.  It differs in that “why” is asked when one knows the answer.  Begin by making a statement or asking a question.  Once the explanation is given, ask “why” and continue to answer each explanation with another “why” until it is impossible to continue anymore.  The purpose is not to try to justify something but to see what happens when a particular way of doing or perceiving something is challenged. 

3. Rather than simply saying an idea won’t work, reframe the statement by saying, “That idea is not going to work, but what does it lead us to?”

4. Create the role of “critical analyzer.”  In meetings, ask for a volunteer or assign the role of “critical analyzer.”  His or her task is to question statements and thinking that lead to group decisions.  Rotate the role so that everyone has an opportunity to serve as the group’s “critical analyzer.” 

5. Make a metaphor for a problem you’re facing or a concept you’re developing.  To do this, simply compare the problem or concept to something else and then identify the similarities you can find between the two ideas.  See how far you can extend the comparison.  For example, how is entry into a new market like colonizing a territory?  The purpose is to use one idea to highlight another.  In this way, we begin to understand the unfamiliar (entry into a new market) by means of the similarities it has with what is familiar (colonizing a territory). 

6. Alternate the two types of thinking that are part of the creative process.  When developing new ideas, be sure to: 

a. Use divergent thinking to generate, play with, and expand on ideas.  Ask questions such as “What if?”  “Why not?”  “What rules can we break?”  “What assumptions can we drop?”  Divergent thinking is effective when you are looking for new ideas, thinking globally, and manipulating problems. 

b. Use convergent thinking to evaluate and execute the ideas.  Ask questions such as “How good is this idea?”  “Do we have the resources to implement it?” “Is the timing right?”  “What are the consequences?”  Convergent thinking is effective when you are narrowing in on practical solutions, assessing risks, and preparing to translate ideas into action. 

7. Look for the second right answer.  Ask questions that elicit plural answers, such as “What are the answers?” or “What are the results?”  People will then be encouraged.

Tips

1. Examine what other organizations are doing, and stretch broadly to garner ideas even from companies that bear no obvious similarity to yours.

2. Make a habit of thinking “outside the box.”  Look for novel and nontraditional solutions.

3. View risk-taking and failures as exciting forms of learning.

4. Look at all issues and problems from all possible angles.  Generate a list of alternatives. 

5. View obstacles as opportunities to find new approaches.

6. Think about how to use your environment and conditions to your advantage.

7. Use the “W” questions when approaching problems (why, where, who, when, and how).

8. Always search for a third option.

9. Stimulate creative thinking – accept that there is no one correct answer to a problem, that it is okay to err, that you do not have to be practical, and no idea is foolish.

10. Develop flexible work processes that can be easily changed.  Rigid processes are a disincentive to the implementation of new ideas.

11. Involve the team in making decisions about trying and refining new ideas.

12. Ask for suggestions.  Give positive recognition to people soon after a suggestion is made.  People should be acknowledged for putting in suggestions, no matter what the quality of the suggestion might be.

13. Avoid censoring your own and others’ ideas.  Suspend critical judgments until later.

14. Seek ideas and suggestions from people with perspectives or backgrounds different from your own.

15. Look for new technology that can increase your department’s efficiency.

16. Look at the physical layout of your department to see how things might be changed to improve communication or to enhance productivity.

17. Make a list of the problems facing you.  Rewrite each problem as an objective.  List several creative ways to reach each objective.

18. Participate actively in professional organizations, and stay current in the professional literature to keep track of the newest developments in your field.

19. Recognize the strengths of an employee who has done well, and encourage him or her to build on them.

20. Adopt personalized ways of acknowledging excellent performance among employees, such as personal notes, letters for the record, or public acknowledgment in front of senior management or team members.

External Awareness (Senior)
Activities

1. Ask members of your staff to volunteer to track and share written information on                   external trends in specific areas.  This will provide an in-house expert for key areas of knowledge affecting your work, and will provide information that can be disseminated within the work unit.

2. Set aside time to attend guest lectures or brown bag lunches in your organization that are designed to inform employees of trends and developments in the field of training and in the public sector environment.

1. Stay abreast of policies in the public sector by reading newsletters on Congress and attending organizational meetings that update congressional developments.

2. Subscribe to and read journals in your area of expertise that you are not directly responsible for.

3. Understand the economic, sociological, political, and technological factors that affect your organization.

4. Study demographic trends that could affect both the source of future labor and future markets for your organization's goods and services.

5. Stay abreast of political and social trends by reading daily newspapers and weekly information magazines.

6. Maintain relationships with individuals in regulatory or policy-making offices so that you have access to updated information when policies, laws, or regulations change.  

7. Join and participate in associations and professional organizations.

Flexibility (Aspiring)

Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Who Moved My Cheese? An Amazing Way to Deal with Change in Your Work and Your Life
	Johnson, Spencer and Kenneth H. Blanchard / 1998/ Putnam Pub Group
	Book

	The 7 Habits of Highly Effective People
	Covey, Stephen A./ 1990/ Free Press
	Book


Activities

1. Reframe issues and problems in cognitive rather than emotional terms.  Sometimes the way we think about a change can lead us into a cycle of despair and hopelessness.  Negative thoughts can often immobilize us.  One technique for dealing with such self-defeating thinking is called reframing.  Reframing involves challenging the assumption that the problem or issue has only negative impacts.  In reframing, you focus on what is positive and controllable about the situation.  
For example, let’s say that your organization is restructuring and you will no longer be a manager.  Initially, you may feel you are losing status and control.  By reframing your thinking, however, you may realize that you’ll have more time and opportunity to increase your technical skills and be involved directly in the day-to-day work. 

2. Identify paradigms that prevent you from being more flexible and responding creatively to changing conditions.  Assuming there is only one solution to a problem is an example of a paradigm that can prevent us from taking risks or seeing the opportunities for creativity in a situation.  When we think, “This is the way I’ve always done it,” we are prevented from seeing other solutions.  Likewise, thinking only of what’s wrong with an idea or decision will keep us from incorporating any of its good points.  Examples of other paradigms are: 

· Information is power, so why share it.

· If it isn’t broken, don’t fix it.

· Creativity is only necessary for those in advertising agencies and software companies.

· If you make a mistake, it will follow you forever.

· We have to follow rules.

List the paradigms that prevent you from being more flexible and adapting to changing conditions or unexpected obstacles.  Ask yourself if each paradigm is valid.  If not, identify what you can do to challenge the paradigm and change your behavior.

Tips

1. Consider how you have adapted to change in the past year.  Are you flexible and willing to change, or do you tend to continue to do business as usual? 

2. Learn what values and principles are behind your organization’s rules, policies, and procedures.  This knowledge will guide you in knowing when to be flexible regarding a rule, policy, or procedure in order to get the desired results, but still align you with the organization’s value system. 

3. See plans and schedules as means to an end, not as ends in themselves.  They should help, not hinder or restrict. 

4. Develop multiple contingency plans so you are not locked into any single course of action. 

5. Know yourself and your reactions to last-minute crises.  Build in extra time up front if you are uncomfortable with last-minute changes. 

6. Analyze your leadership style.  Is it flexible?  Realize that different people need to be managed in different ways and be willing to adapt your style. 

7. Make a habit of thinking “outside the box.”  Look for novel and nontraditional solutions. 

8. Keep a daily “to do” list and divide your duties into high, medium, and low priorities. Do the next day’s list before you leave work. 

9. Avoid creating rigid systems that are difficult to change. The objective is to design systems that can be constantly adjusted around the changing needs of the organization. 

10. Volunteer for a temporary assignment in a work unit that is known to have a “pressure cooker” environment because of intense pressures and the fast pace of the tasks. 

11. Realize that most people are resistant to change.  Try to develop ways to overcome that resistance. 

12. Analyze how you have adapted to changes in the past year.  Are you flexible and willing to change, or do you tend to continue to do business as usual? 

13. In implementing change, first identify the problem or opportunity that necessitates the change, decide what changes are needed, develop and choose alternatives, and then make the necessary changes. 

14. Keep up-to-date through reading about emerging economic, legal, and technological changes that could necessitate change in your organization. 

15. Allow your people to learn from their mistakes during change. 

16. Model the norms, values, and behaviors expected as a result of the change. 

17. Analyze your style in relation to each of your employees (e.g., using the Myers-Briggs instrument), and try to modify your behaviors to most effectively capitalize on each employee’s profile. 

18. Before leading a group to a decision or project goal, plan your leadership strategy, taking into account the features of the task and individuals involved. 

19. Survey employees to determine needs for change. 

20. Before any change takes place, meet with employees to explain the change and how it will affect them. 

21. Include employees involved in the change in planning and designing it. 

22. Evaluate the results of any change after it has been implemented. 

23. Whenever reaching a decision, always consider the downside if the expected does not happen.  Make plans in case the decision doesn’t work out, or new information becomes available. 

24. Consider using a team approach to problem solving:  use the team to structure or define the problem and to brainstorm over solutions. 

25. To the extent possible, develop a disciplined decision-making structure within your work group so that there is a routine around decision-making, and decisions can be made rapidly if the need arises. 

26. Involve the work unit in making decisions about trying and refining new ideas. 

27. Look at issues and problems from all possible angles.  Generate a list of all alternatives. 

28. Make a list of all the problems facing you.  Rewrite each problem as an objective.

29. Participate actively in professional organizations, and stay current in the professional literature to keep track of the newest developments in your field. 

30. Think about how to use your environment and conditions to your advantage.

Resilience (Aspiring)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	First Things First: To Live, to Love, to Learn, to Leave a Legacy
	Covey, Stephen A. and Roger and Rebecca Merrill/ 1996/ Fireside Publishers
	Book + AudioCD


Activities:


1. Develop multiple contingency plans so you are not locked into any single course of action.


2. Avoid creating rigid systems that are difficult to change.  The objective is to design systems that can be constantly adjusted around the changing needs of the organization.


3. Know yourself and your reactions to last minute crises. Build in extra time up front if you are uncomfortable with last minute changes.

4. Volunteer for a temporary assignment in a work unit that is known to have a  “pressure cooker” environment because of the intense pressures and fast pace of the tasks.

5. Analyze your leadership style in relation to each of your employees, and try to modify your behaviors to most effectively capitalize on each employee’s profile.


6. Realize that most people are resistant to change. Try to develop ways to overcome that resistance.  


7. See plans and schedules as a means to an end, not an end of itself. They should help, not hinder or restrict.


8. Make a habit of thinking “outside the box.” Look for novel and nontraditional solutions.

9. Consider using a team approach to problem solving. Use the team to structure or define the problem and to brainstorm over solutions.


10. Survey employees to determine needs for change.


11. Learn from your mistakes.


12. Be persistent.


13. Keep track of lessons learned; refer to them periodically to reinforce your learning.


14. Do not dwell on failure or spend time trying to rationalize or blame others. Instead, identify your role in the reversal or setback, how it could have been avoided, how you will handle similar situations in the future, and move on.


15. Focus on learning from failure by asking yourself what you can learn from such situations and by soliciting feedback from others.


16. View reversals and setbacks as an opportunity for creative thinking and problem solving.


17. Assess your performance for the past three months and decide which three things you are most proud of doing and which three you are least proud of doing.


18. Develop constructive coping skills, such as time management strategies, reframing issues in cognitive rather than emotional terms, breaking problems down piecemeal, addressing the problem in bits rather than all-at-once.


19. Do not avoid challenges. If a situation arises that is similar to the situation in which you experienced a setback, use the knowledge gained previously and attempt to resolve the situation successfully.  

Tips
1. Be factual when analyzing setbacks; avoid personalizing the causes of failure. 

2. Develop a support system that you can turn to for help with obstacles and setbacks. 

3. If you are having trouble reaching a goal, list any obstacles that are impeding you and decide if the obstacle needs to be addressed, or if it will go away if left alone. 

4. Break challenging or large tasks into smaller, manageable tasks. 

5. Develop interim goals, set timeframes, and force yourself to adhere to the schedule. 

6. Make a list of your work activities and keep a record of how much time you spend on each activity for a week.  Analyze to see where you are spending your time. 

7. Be aware of the goal and what must be accomplished, and accept the goal as something you are willing to work for. 

8. If feasible, force yourself to finish a project before moving on to another by establishing short, proximal (rather than distant) deadlines for each of the projects. 

9. If you encounter temporary setbacks, analyze the causes of failure and attempt to problem solve around each. 

10. Reward yourself for achieving goals. 

11. Be willing to work long hours and sacrifice in the short term for long-term goals. 

12. Draw on peers and superiors to understand your strengths and weaknesses as a manager. 

13. When you experience temporary setbacks, set the task aside for a short time. 

14. Look at issues and problems from all possible angles.  Generate a list of alternatives. 

15. Make a habit of thinking “outside the box.”  Look for novel and nontraditional solutions. 

16. Make a list of all of the problems facing you.  Rewrite each problem as an objective.  List several creative ways to reach each objective. 

17. Participate actively in professional organizations, and stay current in the professional literature to keep track of the newest developments in your field. 

18. Develop multiple contingency plans so that you are not locked into any single course of action. 

19. Think about how to use your environment and conditions to your advantage. 
20. Know yourself and your reaction to last-minute crises; build in extra time up front if you are uncomfortable with last-minute changes.
Strategic Thinking (Senior)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Enlightened Leadership
	Oakley, Ed and Doug Krug/ 1991/ Simon & Schuster
	Book

	Managing Transitions: Making the Most of Change
	William Bridges / 2003 / Perseus Publishing
	Book



	Good to Great:  Why Some Companies Make the Leap….and Others Don't
	Jim Collins/ 2001/ Harper Business
	Book + AudioCD

	Reframing Organization: Artistry, Choice, and Leadership
	Bolman, Lee G. and Terrence E. Deal/ 2003/ Jossey-Bass
	Book


Activities

6. Track the impact on each system.  Consider the following questions: 

· Who will be involved in tracking systems impact? 

· What resources, training, or other support will they need? 

· Who are the best sources of information on systems impacts? 

· How can I include those who already resist the change? 

· How will coordination and communication be managed? 

· What method of tracking will be used? 

· How will I develop solutions to issues and follow through on actions? 

7. Create a resource allocation matrix to help you identify and match required skills sets, specific people, materials, and/or equipment to support company strategy.  

8. Create a matrix that helps you determine the degree to which business projects and/or key areas align with your organization’s strategies.  Use the following process: 

a. List the business projects or key areas in the left column of the matrix.  

b. List your organization’s strategic initiatives across the top of the matrix. 

c. Use a pre-determined rating scale (e.g., +/-, high to low, 1 to 5) and rate the degree of alignment and relation of the projects/key areas to the initiatives.

d. Identify the projects/key areas that are directly aligned and support each initiative, those that are somewhat aligned, and those that are not aligned or related to a strategic initiative. 

Of those projects/key areas you’ve identified as somewhat or not related to an initiative, determine which offer you the greatest opportunity to increase alignment.

9. Conduct an environment scan to identify and monitor internal and external forces that can impact your business.  Consider the four separate but overlapping environments of: macro environment, industry environment, competitive environment, and internal environment.  Answer the following questions for each environment: 

a. What are the specific forces, trends, and events that can impact my business? 

b. In what ways might they impact? 

c. What would happen if nothing were done to respond to these forces? 

d. What is my current response and what else could I be doing?

10. Consider changes in the global environment and their impact on you and the organization.  Use the following steps to help you accomplish this: 

a. Develop a list of the changes that are driving change in your organization (for example:  technology accelerated production times, world issues, government/military initiatives, etc.). 

b. As you think about these changes, identify the specific challenges they pose for you and for your organization. 

c. Select the challenges that are the most significant and state why they are the most significant. 

d. Brainstorm some ways that you and others can help the organization overcome the challenges. 

11. Consider the following questions as you think about leading and managing a work change: 

· What is the change occurring or facing me? 

· How is this change playing out in my work unit? 

· What are the challenges I face or will face in implementing the change and       dealing with the impact on people? 

· If I were to leave in a year, what “legacy” in regard to leading and managing       change would I like to leave behind? 

12. Use a framework to help you lead and manage organizational change and transition.  The following Change Model will increase your effectiveness in preparing to lead and manage others through change.

Think of a change that you want to implement in the company.  Build and communicate a powerful and compelling case for the change by communicating the four “Ps” to employees: 

· Purpose – Why we are doing this

· Picture – What the outcome will look like and how people will fit into that picture

· Plan – Steps the company will take to implement the change and ensure people receive the needed training and support

· Part – Their role in shaping and guiding the change. 

13. Create frequent opportunities for success and celebrate them in fun, creative ways. 

14. Develop a list of the actions you can take to better lead and manage change in your company. 

15. Identify the informal ways that you can include people in the change and transition process. 

16. Use a tool such as the Force-Field Analysis to help you explore the consequences of a change by charting the positive and negative forces that enhance or hinder the implementation of that change. 

17. Conduct a Gap Analysis to help you determine where you want to be in the future, how that picture is different from where you are now, and how to get there. 

18. Think about what would help you develop and maintain people’s trust in your leadership during the change.  Make a list of the specific ways in which you can show your concern about people and then follow them.

Tips

1. Monitor current domestic and global events and assess how they might impact the work of your organization.

2. Develop a set of annual goals for your team; set interim goals and due dates.  Each month, revisit the goals to check accomplishments.  Post accomplishments for team members to see.

3. Obtain and analyze the organization’s strategic plan, goals, and mission before you formulate any plans for your department.  Make sure they are aligned.

4. Be flexible.  Strategic opportunities may arise unexpectedly, and you must be ready to quickly shift gears to pursue new goals.

5. Use the group’s core values in making decisions and clarifying choices.

6. Celebrate team accomplishments, even the milestones.

7. Talk to your employees about what they can do to achieve the organization’s mission and goals.

8. Meet with employees to show them how their contributions support the organization’s goals.

9. Analyze the organization’s strategic plan and the organizational team’s strategic goals and mission before you formulate any plans for your department.  Make sure they are aligned.

10. Develop constructive coping skills, such as time management strategies, reframing issues in cognitive rather than emotional terms, and breaking problems down and addressing them in bits rather than all at once.

11. Invite contributions from others, and be willing to listen and discuss their ideas.

12. Make a habit of thinking “outside the box.”  Look for novel and nontraditional solutions.

13. View an obstacle as an opportunity to find a new approach.

14. Read to stay abreast of sociopolitical, economic, and technological trends that may affect the future direction the company will take in responding to society’s needs.  Share this information with colleagues.

15. Learn what values and principles are behind your organization’s rules, policies, and procedures.  This knowledge will guide you in knowing when to be flexible regarding a rule, policy, or procedure in order to get the desired results, but still align you with the organization’s value system.

16. Consider how you have adapted to change in the past year.  Are you flexible and willing to change, or do you tend to continue to do business as usual?

17. See plans and schedules as means to an end, not as ends in themselves.  They should help, not hinder or restrict.

18. Develop multiple contingency plans so you are not locked into any single course of action.

19. Consider using a team approach to problem solving.  Use the team to structure or define the problem and to brainstorm solutions.

20. Create a climate for change by demonstrating to employees a willingness to 

experiment with new ideas, and avoid behaviors that stifle departures from the status

quo.

21. Before making a decision, establish checkpoints that will be used to assess the continuing success of the decision, the downside risks at each point, and potential alternative strategies.  This way, if the downside risks materialize, an alternative strategy can be adopted relatively early.

22. Hold feedback meetings to allow employees to express their feelings about how change is going.

23. Listen to and ask for a lot of advice in change situations.

24. Develop multiple contingency plans so that you are not locked into any single course of action.

25. Evaluate the results of any change after it has been implemented.

26. Talk to your employees!  Meet with each employee individually to glean information about how the change is affecting each person.

27. Be alert for signs that would indicate the need for a change in strategy.  Create feedback measures to evaluate progress.

28. Treat resistance to change as a problem to be solved, not as a character flaw.

29. Allow people to talk about their feelings, especially when they feel they are losing something to the change.

30. Tell people what you think change will mean for them, and listen to their reactions.

31. Hold regular meetings with your team to keep them informed and up to date on changes as appropriate.

32. Be honest.

33. During times of broad organizational change, be available to your people to ask what you can do to make the transition easier on them.

34. Hold regular meetings with your team to keep them informed of changes.  Be sure to show how the changes will benefit the team.

35. Present change as an opportunity for growth.  Bring in a senior manager as a motivational speaker who can also answer team members’ questions.

36. Create temporary solutions to keep processes running as smoothly as possible until true alignment can occur.  Use the acronym “PIPE,” when thinking of temporary solutions to the impact on organizational systems.

· Policies and procedures

· Information handling

· People

· Equipment/space 

Vision (Senior)
Activities

1. Create an effective and well-conceived vision by reflecting on and answering the following questions:  

a. What does the organization stand for and why does it exist?

b. What are the organization’s enduring values that serve to unify, guide, and inspire people?

c. What do I wish to achieve, aspire to, or create? 

2. Use chart paper and colored markers to draw a picture or symbol that depicts your vision.  Share your picture and be prepared to discuss it and what it represents with others.  Use the following questions as “food for thought” to help you envision the future:

· What is the purpose of our work? 

· What values are reflected? 

· What will the work environment look like and how will it feel? 

· How will employees look when they’re working? 

· Who will our customers be and how will we interact with them?  

· What products or services will we provide? 

· How will these meet our customers’ needs? 

· What will our customers say about us? 

·    How will work units, departments, etc. be interconnected within the   

         organization?

3. Use a SWOT Analysis to examine the internal strengths and weaknesses of your work unit, department, or organization and the external opportunities and threats that may positively or negatively affect your ability to achieve the vision.  Use the following process: 

a. List the major strengths. 

b. Consider the major weaknesses.  Focus particularly on those things which, if they could be corrected, would significantly improve the work unit or department. 

c. Consider the external opportunities.  Think about such issues as suppliers and current and future trends that may provide opportunities to achieve the vision. 

d. Consider the threats that might impact the ability to achieve the vision. 

4. Use a strategic planning process that will help you translate the vision into everyday actions.  Remember that strategic planning is not a one-time event, but an ongoing, reiterative process.  Consider using the following process as a guide: 

5. Create a statement that communicates your vision to your employees.  Write an   

      inspiring, short (4 to 8 words) statement that captures the essence of the vision you’ve 

      created.

6. For a change that you are trying to implement, list the people and parts of the company who are in agreement with your vision and sense of urgency and who can become champions of the change and represent a significantly guiding coalition. 

7. Attend open management meetings to understand the mission and strategic vision of the organization's leadership.
8. Visualize opportunities beyond what the organization is now engaged in.

9. Network with other executives on all levels of the organizational hierarchy to create and pursue the vision.

10. Collaborate with your employees in designing program objectives that support the shared vision for the organization.

11. Create a vision of where you would like to see the organization, evaluate alternative routes, and decide on the specific course to reach the chosen destination.
12. Generate a list of things you can do in the future to demonstrate your support for the organization's mission and goals.

13. Stay abreast of the developments in Congress and the developments in policies and regulations that affect your work so that your vision reflects trends and changes in the broader environment.
14. Volunteer to help a community-based organization formulate a vision and strategic plan.  

Tips

1. Participate in a planning session with other managers to envision what the organization should be doing 1 year, 5 years, and 10 years from now.

2. Network with other executives on all levels of the organizational hierarchy to create and pursue the vision.  Brainstorm with them for ways to achieve the mission and vision.

3. Share your vision of your work team’s goals with your superior to check for convergence.

4. Collaborate with your employees in designing program objectives that support the shared vision for the organization.

5. Share your vision with your employees and encourage buy-in by incorporating their input into the vision and the strategic objectives that flow from the vision.

6. Attend open management meetings to understand the mission and strategic vision of the organization’s leadership.

7. Meet with people who are skilled in translating broad strategies into day-to-day activities to get their ideas on how to effectively communicate the organization’s vision to your team.

8. Be open and available to discuss the organization’s vision and direction with your employees.  In order for them to support the vision, they must understand it.

9. Talk often about the organization's mission and goals.

Conflict Management (Supervisor, Mid-level)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Resolving Conflicts at Work: A Complete Guide for Everyone on the Job
	Cloke, Kenneth and Joan Goldsmith/ 2001/ Jossey-Bass
	Book

	The Abilene Paradox and Other Meditations on Management
	Harvey, Jerry B./1996 / Jossey-Bass
	Book

	Crucial Conversations: Tools for Talking When Stakes are High
	Patterson, Kerry, Joseph Grenny, Ron McMillan, Al Switzler, and Stephen R. Covey/ 2002/ McGraw-Hill
	Book + AudioCD


Activities

1. Increase your awareness of how you approach conflict.  Keep a journal or diary that lists the disagreements and conflicts you have with other people.  Write down the issues, your perception of those issues, how you responded, and your perception of the other person’s issues, concerns, and his or her response.  Determine if there is a pattern to your response.  Use the following responses as guides: 

· Withdrawal – You avoid or withdraw yourself from conflict situations as much as possible.

· Aggressive – You try to convince the other person(s) that you are right.  You insist on having your own way.

· Agreeable – You defer to the point(s) of view of the other person(s).

· Collaborative – You work through the issues so that all parties arrive at a mutually satisfying outcome.

2. If you tend to withdraw or are reluctant to address conflict, ask yourself the following questions: 

· What am I concerned about?

· What is keeping me from dealing directly with the conflict?

· What do I fear?

· What can I do to reduce my fears?

· What are the consequences if I do not deal directly with the conflict?

3. Focus on the causes of conflict, not the symptoms. Identify the source or root cause of the disagreement or conflict by asking yourself the following questions: 

· Is this conflict a result of differences in facts or lack of information? 

· Is this conflict a result of differences in methods or procedures? 

· Is this conflict a result of differences in goals or priorities? 

· Is this conflict a result of differences in values? 


Conflicts over facts are the easiest to resolve because information can be shared or reliable date can be obtained.  Conflicts over values are the most difficult to resolve. 

4. Model effective behavior to help others manage conflict and find mutually acceptable solutions.  Consider the following guidelines: 

· Avoid arguing only for your own view. 

· Do not assume that someone must win and someone must lose. 

· Do not change your mind just to avoid conflict. 

· Avoid conflict-reducing techniques such as majority vote, averages, or coin  

      tosses. 

· Recognize that differences are natural and to be expected. 

· Identify areas of agreement as you go along. 

5. Use a systematic process for working through differences.  Consider using the two-step process described below. 

a. Step 1:  Uncover each person’s interests.  


First, explain what is important to you and why.  For example, you might say, “What’s important to me is … because ….”  Second, get the other person’s perspective on what is important to him or her and why.  For example, you might say, “Tell me what you care about.  Why?”  Use active listening skills such as paraphrasing, reflecting feelings, and asking facilitative questions.

b. Step 2:  Explore alternative solutions that satisfy interests. 


Give your ideas and get reactions from the other person.  For example, you might say, “How about if we …?   What do you think of that idea?”  Next, get the other person’s ideas and react to them.  For example, you might say, “What do you think we might do?”  Ask “what if” questions to lift constraints.

6. Listen carefully for the two kinds of interests:  professional and personal.

a. Professional interests are typically easier to talk about and recognize.  They include responsibilities at work, the well-being of the organization, and the interests of clients or customers.

b. Personal interests are more difficult to uncover.  They include one’s ego, pride, image, competition, and control.  To uncover personal interests, you may need to rely on a person’s nonverbal cues and body language.  Effective ways to probe for personal interests are to make assumptions and then check to see if you’re right.  For example, you might say, “What I’m picking up from you is your concern for ….  Am I on the right track?”

Tips

1. Always strive for “win-win” solutions to a problem.  Seek an outcome that includes some of the items each side desired, allowing both parties to gain.

2. Analyze your conflict management style.  Do you avoid dealing with conflict, treat the problem superficially (smoothing), use power, seek compromise, or use confrontation?  Learn the confrontation method and when to use it.  It considers the cause of the conflict and emphasizes organizational goals over individual ones.  It is useful when both parties are willing to participate in the conflict resolution process.

3. Consult with others in the organization whom you respect to gain additional perspectives on the conflict.

4. Deal with the causes of the conflict, not the symptoms.

5. Determine whether the conflict is being caused by differences in goals, competition for resources, failure in communication, misinterpretation of information, disagreement over performance standards, or incongruities in the organizational structure.

6. Engage in active listening to understand precisely what your counterpart’s minimum requirement is in order to forge an agreement.

7. Have people on each side of the conflict restate the other side’s position using active listening skills.

8. Take time to observe negotiation and conflict resolution processes at work or in community organizations and to analyze the factors that account for the resolution.

9. Talk to your superior and peers about your conflict management style.  Different organizations or departments may require different styles because of the nature of their functions.

10. Try to keep personal emotions out of the conflict; resolve the issues in terms of value added to the organization, regardless of your personal feelings.

11. Try to locate the commonality in positions, rather than the differences.

12. Try to view conflict resolution as an attempt to locate win-win solutions, with an eye toward preserving long-term relationships.

Leveraging Diversity (Individual, Aspiring)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	50 Activities for Diversity Training

	Trainer's Advantage/ 1999.
	Book

	Valuing Diversity: New Tools for a New Reality 



	Griggs (Ed.) / 1994.
	Book

	Valuing Diversity and Similarity 


	Wittmer / 1992.
	Book


Activities

1. Enjoy the dispositions and capabilities in your work unit; capitalize on the diversity by thinking of ways in which each individual's unique talents and preferences can be drawn into the work process.


2. Consider volunteering in a community organization (such as a homeless shelter or hospital) where special sensitivity is required in dealing with diverse individuals.


3. Have a discussion with your subordinates about the effects of discrimination.  Ask them if it exists within the organization or department.  If so, ask for ideas on how to eliminate it.


4. Participate in organization wide activities and organizations that support the attraction, retention, and development of a diverse workforce.


5. React promptly to correct any employee behaviors that are intolerant of individual differences.


6. Consider development assignments for members of protected groups.


7. In establishing a hiring criteria, include enhancement of the work unit’s diversity as a hiring goal.


8. Talk to an EEO counselor about how to best manage a diverse workforce.


9. Examine the demographic, ethnic, and cultural profile of your work unit to see whether it reflects diversity.  If it does not, examine causes and strategies for correcting the situations.

10. List current practices in your department, which could lead to complaints of discrimination.


11. Promote your organization to other organizations, professional associations, and community groups as one that respects and supports equal opportunity for all.


12. See diversity as an opportunity, creating an environment where diverse people can thrive.


13. Challenge bias and intolerance.

Developing Others (Supervisor)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	On the Level Performance: Communication that Works
	McLagan, Patricia A. and Peter Krembs / 1995 / Berrett-Koehler Publishers
	Book

	Encouraging the Heart
	Kouzes, James M. and Barry Z. Posner/ 2003/ Jossey-Bass
	Book


Activities

1. When a new person comes into your unit, implement a structured orientation process for his or her first few months on the job.  Use other employees to help with the orientation, and establish follow-up processes to keep the orientation process on track.

2. When faced with a performance issue, follow the three steps that will help you to analyze the performance problem: 

a. Define the problem.

b. Identify possible reasons for the performance problem.

c. Identify possible directions or strategies for minimizing or eliminating the problem.

3. When defining the performance problem, consider the following factors: 

· The indicators of the problem – A good performance indicator is specific,  

              objective, and measurable, and affects performance.

· The current and expected levels of performance – Compare how well the person    

      is doing to how well the person should do.

· The impact on the organization in terms of tangibles (i.e., time and/or money) 

      and intangibles (i.e., customer dissatisfaction) – The impact illustrates the 

      importance of correcting the problem.

4. Once you have defined a performance problem, use a “Reasons Matrix” to help you identify the reasons for the problem. The matrix looks at both the work environment and the person in terms of information, resources, and motivation.  An example of a “Reasons Matrix” is given below. 
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	Information
	Resources
	Motivation

	
	1   Expectations and Feedback

· Does the employee know what is expected?

· Has the employee received feedback?
	2   Resources & Tools

· Does the employee have the necessary resources and tools?
	3    Incentives

· Are there appropriate incentives for the employee to perform well?

· Are there negative consequences when the employee performs poorly?

	
	4    Skills & Knowledge
· Does the employee have adequate skills and knowledge to do the job?
	5    Capacity

· Could the employee learn to do the task if his or her job depended on it?
	6    Motives

· Does the employee care about the job and the incentives?




5. Develop a plan that minimizes or eliminates the reasons for the performance problem.  Return to the “Reasons Matrix” and develop possible directions or strategies that will address each of the reasons identified in each cell of the matrix.
Tips

1. When a position is vacant on your team, define in advance the hiring criteria that will guide the selection process.  The hiring criteria should be aligned with the goals and needs of your unit. 

2. Develop job descriptions highlighting the knowledge, skills, and abilities required for each of the positions in your organization.  Make sure that you and the people in those positions have read and understand them. 

3. If employees consistently encounter performance problems or fall short of goals, meet with them immediately to determine root causes and to offer assistance and solutions. 

4. View promotions among your employees as a credit to your development skills, rather than as a loss of valued employees.

5. Create meaningful rewards that will motivate your employees.  Ask your employees to suggest rewards. 

6. If an employee has performed a task poorly, follow up immediately.  Express your concerns, try to understand the root causes, offer solutions, and set clear expectations on how the performance is to be corrected, and by what date.

7. After discussions with the relevant employee, document significant incidents of poor performance or corrective/disciplinary actions taken, sending a copy to the employee.

8. Compare your performance appraisal techniques with those of your peers.

9. In cases of disciplinary action, get the employee to agree that a problem exists.  Then discuss alternate solutions and mutually agree on the best action to take to solve the problem.

10. Follow up on the employee’s behavior after taking corrective action.

11. Document all corrective/disciplinary actions taken.

12. Ask subordinates for feedback about the appraisal session.

13. Consider asking the employee to complete a self-appraisal, listing strengths, areas for development, significant accomplishments, and new goals.  This self-appraisal can be used as input into the feedback discussion and/or formal review process.

14. At each appraisal interview, set measurable performance goals for the next period, and establish timelines for each of the goals and interim goals.
15. Be consistent in applying all organizational rules and policies; avoid making exceptions.

16. Schedule performance discussions with each employee at least once every 6 months.  Set aside uninterrupted time for this.

17. Explain to employees how you reached the performance appraisal conclusions, and encourage them to present their points of view when you meet with them individually.

18. Set up standards of performance to use to evaluate results and specific times when reporting and evaluating will take place.

19. Set up a way to track how each employee is progressing toward the goals established in the performance plan.

20. Incorporate the voices of both internal and external customers into the employee performance appraisal and feedback process.  Reward your employees when they receive positive feedback from customers.

21. Provide feedback to employees; meet individually with subordinates and discuss both your and their performance expectations.  Explain how their performance will be evaluated and when they will receive evaluations. 

22. Encourage employees to set ambitious goals.  Reward effort and achievement. 

23. Meet individually with subordinates and discuss performance expectations, both yours and theirs.  Explain to them how their performance will be evaluated and when they will receive evaluations.  

Teamwork (Individual)
Activities

1. Describe two situations in which your team worked well together and two in which they did not.  Prepare an action plan before the next team endeavor that will build on the positive situations.

2. Monitor team effectiveness and performance on an ongoing basis.  Consider having each team member answer the questions below and be prepared to discuss their responses in a team meeting.  You might want to do this on a quarterly basis or whenever you observe a drop in team performance and/or morale. 

· What’s really good about working on this team? 

· What’s not so good? 

· We work best on this team when ….

· My job on the team could be made easier if ….

· I’m unclear about ….

· I could work more effectively on this team if ….

· We could have more fun on this team if we ….

3. Use a framework to help you meet the needs of your team and address the issues/concerns that a team typically has in each stage of its development.  A suggested framework is provided below. 

· Stage 1 – Orientation:  Why am I here? 

· Stage 2 – Trust Building:  Who are you? 

· Stage 3 – Goal Clarification:  What are we doing? 

· Stage 4 – Decision-making:  Which way? 

· Stage 5 – Implementation:  How? 

· Stage 6 – High Performance:  Wow! 

· Stage 7 – Renewal:  Why continue? 

4. Work with your team to determine how much differences help the team and to what extent they are divisive or nonproductive.  The following process can help you do that: 

a. Plan team-building exercises to explore the balance between diversity and shared values for your team.  Before the first session, ask each participant to do the following:

· Identify what he or she believes to be the shared values of the group.  Examples may be:  “we put customers first,” “we proactively help one another in crunches,” “we value quick, efficient analysis,” and so on. 

· List differences in values perceived within the group.  For example, some may value direct, no-nonsense feedback, while others prefer feedback that is cautious and polite.  Some may value training and like to be brought along gradually, while others value quick learning and risk taking.

b. At the team-building session, post the statements of shared values that each person generated.  Discuss these, and come to a consensus on the shared values of the team. 

c. Then, discuss the differences in values. 

· Reach consensus on what the differences are. 

· Talk about the impact of these differences.  Determine how the group can accept differences whenever possible.  Many times, the shared values are so strong or the business issues so great that people find they can live with the differences and not have their work negatively affected. 

· If the differences are affecting the work of the group, discuss how to manage the situation.  For example, you may have a team where most members believe in supporting decisions, while others believe it is all right to oppose decisions and even go their own way.  One way the team might manage that situation is by requiring consensus. 

d. Discuss the team’s need for both divergent and convergent thinking.  Ensure that you gather divergent opinions for creative ideas and solutions during problem solving, but strive for consensus when you need to cooperate, take action, or form a team. 

Tips

1. To promote teamwork, pitch in to do any kind of work when help is needed.

2. Make sure group members understand the purpose of the team.

3. Accept ownership for team decisions.

4. Help team members decide how they will communicate within the group and how decisions will be reached.

Teambuilding (Aspiring)
Activities

1. Describe two situations in which your team worked well together and two in which they did not.  Prepare an action plan before the next team endeavor that will build on the positive situations.

2. Monitor team effectiveness and performance on an on-going basis.  Consider having each team member answer the questions below and be prepared to discuss their responses in a team meeting.  You might want to do this on a quarterly basis or whenever you observe a drop in team performance and/or morale. 

· What’s really good about working on this team? 

· What’s not so good? 

· We work best on this team when ….

· My job on the team could be made easier if ….

· I’m unclear about ….

· I could work more effectively on this team if ….

· We could have more fun on this team if we ….

3. Use a framework to help you meet the needs of your team and address the issues/concerns that a team typically has in each stage of its development.  A 

suggested framework is provided below. 

· Stage 1 – Orientation: Why am I here? 

· Stage 2 – Trust Building: Who are you? 

· Stage 3 – Goal Clarification: What are we doing? 

· Stage 4 – Decision-making: Which way? 

· Stage 5 – Implementation: How? 

· Stage 6 – High Performance: Wow! 

· Stage 7 – Renewal: Why continue? 

4. Use the following four techniques to help you and the team learn to break patterns and habits of thinking: 

a. Springboarding – Forming ideas in a “how to” format can help you and the team “springboard” to a new idea.  For example, in response to the need to increase productivity, someone might say, “The system is down a lot and it takes forever to get tech support.”  A springboard idea might be, “how to improve support services.”

b. Escaping – Jumping off the main track of our thinking, even into absurdity, can create new linkages and relationships.  Using “what if …” statements can help you and the team jump off the track.

c. Triggering – Trigger new associations by taking excursions with your mind.  Trust your imagination and your unconscious mind to make these connections. Use “I wish …” statements to trigger new ideas.

d. Building – Increase idea generation by building on the positive aspects of an idea.  Praise what is useful in an idea or group of ideas.  Look for what’s right about an idea rather than what’s wrong with it.

5. Work with your team to determine how much differences help the team and to what extent they are divisive or nonproductive.  The following process can help you do that: 

e.      Plan team-building exercises to explore the balance between diversity and shared values for your team.  Before the first session, ask each participant to do the following:

· Identify what he or she believes to be the shared values of the group.  

Examples may be:  “we put customers first,” “we proactively help one another in crunches,” “we value quick, efficient analysis,” and so on. 

· List differences in values perceived within the group.  For example, some 

may value direct, no-nonsense feedback, while others prefer feedback that is cautious and polite.  Some may value training and like to be brought along gradually, while others value quick learning and risk taking. 

f. At the team-building session, post the statements of shared values that each person generated.  Discuss these, and come to a consensus on the shared values of the team.

g. Then, discuss the differences in values.

· Reach consensus on what the differences are. 

· Talk about the impact of these differences.  Determine how the group can

accept differences whenever possible.  Many times, the shared values are so strong or the business issues so great that people find they can live with the differences and not have their work negatively affected. 

· If the differences are affecting the work of the group, discuss how to

manage the situation.  For example, you may have a team where most members believe in supporting decisions, while others believe it is all right to oppose decisions and even go their own way.  One way the team might manage that situation is by requiring consensus.

h. Discuss the team’s need for both divergent and convergent thinking.  Ensure that you gather divergent opinions for creative ideas and solutions during problem solving, but strive for consensus when you need to cooperate, take action, or form a team.

Tips

1. Recognize the team for team accomplishments and individuals for individual contributions.

2. Support team building within the team, including training in interaction skills, group decision making, active listening skills, outside “wilderness” experiences, and analysis of individual differences.

3. To promote teamwork, act as a role model by pitching in to do any kind of work when help is needed.

4. Make sure group members understand the purpose of the team.

5. Accept ownership for team decisions.

6. Help team members decide how they will communicate within the group and how decisions will be reached.

7. Assign diverse employees to cross-functional teams and task forces, thus increasing their exposure to employees in other divisions and departments in the organization.  Let them know you will support them when they need help. 

Accountability (Individual, Supervisor, Senior)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Zapp! The Lightning of Empowerment
	Byham, William C. Ph.D / 1988 / Harmony Books
	Book

	The Leadership Challenge
	Kouzes & Posner
	Book

	The Accountability Revolution: Achieve Breakthrough Results in Half the Time
	Samuel, Mark and Barbara Novak/ 2001/ Facts on Demand Press
	Book


Tips

1. Follow up with those who question your decisions to understand their concerns and to explain the reasons for your decisions.

2. Resist the urge to rationalize away poor outcomes; look for the root causes.

3. Don’t gloss over or ignore things that have gone wrong in your department.  Report the situation as accurately as possible to the appropriate people.

4. Be aware of the goal and what you must accomplish.  Accept the goal as something you are willing to work for.

5. If you have trouble following through on projects, list any obstacles impeding your progress and determine if it’s possible to address them. 

6. Break challenging or large tasks into smaller, manageable tasks.

7. Take responsibility for achieving the goal (i.e., adhering to timelines, meeting deadlines, delivering quality products).

8. Don’t blow mistakes out of proportion.  When you realize you have made a mistake, ask yourself, “What are the implications of my error?”

9. Set up the standards of performance that will be used to evaluate the results and the specific times when reporting and evaluating will take place.

10. Take responsibility for your mistakes.

11. Emphasize integrity, concern for people, and orientation to organizational values and policies in documents such as handbooks, policy statements, and job descriptions.

Customer Service (Individual, Aspiring)
Activities

1. Organize focus groups with both internal and external customers to better understand their requirements.

2. Know who your customers are and what they want and expect from you.

3. Your managers are your internal customers. Recognize that your employees are also your internal customers, and that you are also accountable to them.

4. Regularly evaluate customer satisfaction levels to track improvements and to gauge any reactions to changes in performance throughout service delivery processes.

5. Interview customers who have discontinued use of your organization's services.  Identify their reasons.  Strategize on how to gain them as clients again.

6. Get periodic feedback from a sample of your organization's customers.

7. Communicate frequently with your clients.

8. Have a thorough understanding of the motives, knowledge, understanding, and attitudes of the customers with whom you will be consulting or negotiating.  

9. Make a list of what you believe your customer's needs are.  Ask your customer to list their needs.  Compare the two lists and identify the differences.

10. Be available for direct contact with your customers.

11. Incorporate the voices of the internal and external customers into the employee performance appraisal and feedback process.  Reward your employees when they receive positive feedback from customers.

12. Encourage employees to keep their customer's requirements as their top priority when making decisions.

13. Be prepared to modify your direction in response to your client's changing needs, input, and suggestions.

14. Avoid creating rigid systems that are difficult to change.  Your objective is to design systems that can be constantly adjusted to fit the changing needs of customers.

15. Make customers satisfaction your goal when developing long- and short- term organizational.

16. Ask your human resources department to sponsor a total customer satisfaction workshop for managers and employees.

17. Use active listening techniques when communicating with the customer. Take notes on conversations that are not documented.

18. Make customer satisfaction your goal when developing long- and short- term organizational plans.

19. Rotate through your work unit and take on assignments of various employees so that you may understand their jobs and how they interact with their customers.

20. Consider using the 'bogus shopper' model, where you place yourself in the role of an anonymous customer so that you may see what he or she experiences.

21. Encourage your employees to improve their attitudes, skills, and performance levels in order to increase the quality of services, products, and processes.

22. Develop a presentation for your superior on quality improvement and customer satisfaction.  

Decisiveness (Supervisor)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	The Five Temptations of a CEO: A Leadership Fable
	Lencioni, Patrick M. / 1998/ Jossey-Bass
	Book

	Why Didn't I Think of That? Think the Unthinkable and Achieve Creative Greatness
	McCoy, Charles W. Jr / 2002/ Prentice Hall Art
	Book

	Harvard Business Review on Decision-Making
	Harvard Business Review / 2001 / Harvard Business School Press
	Book


Activities

1. When faced with a decision to be made, remember that there are four basic ways to make a decision.  Which method is best depends on the nature of the problem and the circumstances surrounding the decision.  The four ways to make a decision are:

a. Unilateral – the leader makes the decision

b. Consultative – the leader gets input from the group and then makes the decision

c. Majority – the group takes a vote and goes with the decision favored by the majority

d. Consensus – all members of a group participate fully in the decision-making process and the decision is one that every member can accept and support.

2. Ask yourself the following questions when deciding which decision method will best serve your needs: 

·   How important is the quality of the decision?

·   Do I have enough information?

·   Is the problem structured?  Is it clear what information is needed and where to   

        get it?

·   How likely are other people in the group or organization to accept my 

        decision?

·   How likely is conflict over possible solutions?

Consider using the following to help you choose the best method:

	Factor
	Question to ask
	Method to consider

	Importance of quality of decision
	Is a high quality decision essential?
	Y:  consensus

N:  other methods

	Leader’s information/expertise
	Does the leader have enough information to make a high quality decision?
	Y:  unilateral

N:  other methods

	Problem structure
	Is the problem structured?
	Y:  unilateral, consultative

N:  consensus, majority

	Importance of acceptance by group or organization
	Is acceptance by all members of the group or organization critical?
	Y:  consensus, consultative

N:  unilateral, majority



	Likelihood that group will accept leader’s decision enthusiastically
	If leader makes the decision, are other members of the group likely to accept it enthusiastically?
	Y:  unilateral

N:  other methods

	Likelihood of conflict
	Are group members likely to be in conflict over which solution the group should choose?
	Y:  consensus

N:  other methods


3. When using the consensus method of decision making, consider the following guidelines for reaching consensus: 

· Avoid arguing for your own view.

· Do not assume that someone must win and someone must lose.

· Do not change your mind to avoid conflict.

· Avoid conflict-reducing techniques such as voting.

· Identify areas of agreement as you go along.

· Test for consensus.

Tips

1. Before attempting to reach a decision, make sure everyone involved agrees on the problem definition.

2. Attack problems, not people.

3. Keep a record of problems that arise to identify recurrent ones.

4. Before making a decision, establish checkpoints that will be used to assess the continuing success of the decision, the downside risks at each point, and potential alternative strategies.  This way, if the downside risks materialize, an alternative strategy can easily be adopted. 

5. Develop disciplined decision processes in your workgroup whereby all elements of the decision must be backed with researched information. 

6. Ask others for their perceptions of your decisiveness.  If the feedback is that you procrastinate in decision making, or that you are too conservative, consider involving respected others, who can help you move to a decision. 

7. Set a target date for decision and plan the decision process accordingly.  If several individuals or groups are involved in the decision process, and/or if data need to be collected to make the decision, timelines need to be established to meet the target date. 

8. Clarify precisely your manager’s expectations regarding decisions that you should make alone and decisions that you should make with others. 

9. Avoid the need to gather and analyze too much information before making a decision.

10. Before you ask someone else for an opinion about a decision, choose one of the alternatives and develop a rationale for why that alternative is best.  Then ask for input.

11. If you tend to rely on your superiors for decision making, force yourself to formulate alternatives and then present recommendations, instead of the problem, to your superior. 

12. Use a factual approach to decision making by systematically collecting valid and reliable data.  Rely on these data rather than on emotions, even if the decision is unpopular.  In turn, explain decisions in terms of data, not emotions. 

13. Openly acknowledge that your decision may be unpopular, and explain why it is important for others to consider your point of view. 

14. Once you have made a decision, stand by it unless you receive new information. 

15. Seek input from decision-makers within your organization on how they arrive at their decisions and how they deal with people’s reactions.  Incorporate some of their ideas and strategies. 

16. Collect reliable and pertinent information to a decision.  Use the data in deriving a decision.

17. Consider a temporary assignment that is conducted within a very tight timeline that forces decisiveness.

Entrepreneurship (Senior)
Activities
1. In order for an action to take place, maintain a high level of commitment to it.

2. Make sure that the proposed goal can transcend its leader. Goal attainment relies not only on charismatic leadership, but on the ability of the goal to sustain itself.

3. Highly visionary individuals or companies see their goal as completely achievable. Keep a high level of commitment so that you can see the risk through to completion.

4. Read the corporate histories of companies like IBM, Boeing, and Disney. Assess and analyze what risks were taken, why they were taken, and what actions contributed to their success.

5. Consider all potential outcomes, including the worst-case scenario for each decision. Ask yourself if the potential for success outweighs the outcome of a failure.

6. Examine what other organizations are doing, and stretch broadly to garner ideas even from organizations that bear no obvious similarity to yours.

7. Record problems that arise in order to identify recurrent problems.

8. Look at trouble spots from all possible angles. Generate a list of all alternatives.

9. Make a complete list of all the problems facing you. Rewrite each problem as an objective. List several creative ways to reach each objective.

10. Make a habit of thinking "outside the box." Look for novel and nontraditional solutions.

11. Be willing to take the ideas of your people to the next higher level and support them enthusiastically.

12. Keep a journal or miniature tape recorder with you at all times to record creative thoughts and ideas.

13. Keep a file titled "New Ideas." Each time you think of something innovative related to your job, write it down and file it.

Tips
1. If the proposed innovation flies in the face of the organization's current policies or practices, consider facilitating the innovation by "selling" the idea to senior management and achieving broader organizational change. This can be done as a team effort, provided the innovation is expected to add significant value to the organization.

2. Know your proposed innovation well. Be able to state your objectives clearly and simply. Speak clearly and confidently.

3. Be willing to take the ideas of your people to the next higher level and support them enthusiastically.

4. Be able to articulate why there is a compelling need for your new product, service, or capability.

5. Know the steps and procedures to be used in accomplishing the innovation.

6. Before presenting a new idea or action plan, list the people whose support you will need. Attempt to discover where each person stands in relation to your proposal (i.e., pro, con, or neutral) and formulate a plan to handle each.

7. Seek a credible champion of your idea, someone who will support your position and rally others around it.  

Problem Solving (Individual, Aspiring)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	The Opportunity in Every Problem
	Taylor, Scott L. / 2001 / Good Samaritan Publishing
	Book

	The Thinker's Toolkit:  Fourteen Powerful Techniques for Problem Solving
	Jones, Morgan D. / 1998 / Times Books
	Book


Activities

1. Use a systematic problem-solving process.  The process shown below consists of four steps and the critical activities that occur within each step. 

Step 1:

Identify and define the problem












Generate ideas or data

Step 2:

Analyze the problem to





Prioritize the items that seem 
determine the causes






important












Analyze the top priority items

Step 3:

Analyze the causes and select




Decide on an item to act on

a solution



Step 4:

Plan to implement the solution


and evaluate outcomes

2. Use the Five Whys technique to help you identify a problem, including its parts and sequencing.  For each statement, ask why. For example, the problem may be that the new office equipment did not arrive on time.  Why?  The vendor did not receive the requisition.  Why?  Your administrative assistant completed three sets of forms and thought it was one of them.  Why?  It’s easy to get confused with so many forms and no way to track them.  Why?  The monies for a tracking system were not approved in the last budget cycle. Why?  Other things have taken priority. 

3. Use an Idea Board as an alternative to the Five Whys technique.  Use the following steps to construct and use an Idea Board: 

a. Draw four vertical columns on a chart.  

b. Write the categories, “People,” “Resources,” “Equipment,” and “Procedures,” at the top of the columns.

c. For each category, generate potential causes by asking, “Why did the problem happen?”  Record the answer in the related column.

d. Wherever possible, continue to ask, “Why did that happen?” to move to the next level of detail.

e. Don’t give up.  The answers are in the details.  Look for duplication of potential causes across the categories, as these are most likely the greatest contributors to the problem.

4. Consider the technique of multi-voting to help prioritize a list of generated items.  

Use the following process: 

a. Begin with the list of items on a chart or whiteboard.  Make sure the group has clarified each item and eliminated duplicates. 

b. Decide on the number of points or votes to be allocated to one or more of the ideas.  For example, if the list of items is very long, you might want to use a 10-point system.  If the list is shorter, a 5-point system may be sufficient.

c. Have each person in the group allocate the points to one or more of the ideas. A person can give all of his or her points to a single item or split them up among several items.

d. Have each person call out his or her vote (points) and post the number of votes on the chart next to the related item(s).

e. Tally the votes (points) for each idea.

f. Circle the top items with the most votes.

Additional methods of multi-voting:

Avery® Dots.  Use colored Avery Dots (circular, self-adhesive stickers that can be purchased in most office supply stores) with each dot representing a point or vote. For example, if you have decided on a 5-point allocation, each person would receive five Avery Dots.  Each person places his or her chosen number of dots next to the item(s) on the chart.  Continue with Step e.

N/3.  Take the total number of items on the chart and divide by three.  Each person has that number of choices to use in selecting the ideas he or she thinks are most important.  This process can be repeated until the list is reduced to an appropriate number of items.

5. Use a tool called a Forcefield Analysis to explore the consequences of a possible solution or a decision or factors that support or present obstacles to implementation of the solution or decision. Follow these steps: 

a. List the solution or decision at the top of a chart page or whiteboard.  

b. Draw a vertical line down the center of the chart to create two columns.

c. Write “Negative Forces” at the top of the left column and “Positive Forces” at the top of the right column.  You can use other terms such as advantages and disadvantages, use pros and cons, or use the signs for plus and minus.

d. Brainstorm the negatives and positives.  Record ideas on the chart as they are suggested.

e. Eliminate redundancies and offset as many negatives as possible with positives.

f. Prepare an action plan to eliminate or reduce the negatives.  It is more effective to do this than to strengthen the positives.

Tips

1. Before attempting to reach a decision, make sure everyone involved agrees on the problem definition.

2. Attack problems, not people.

3. Keep a record of problems that arise to identify recurrent ones.

4. With behavioral problems such as low morale or absenteeism, look deeply to understand what the underlying problem really is.  Do not just treat the symptoms.

5. Use interviews, observations, and surveys to pinpoint problems.

6. Consider your problem-solving skills and list three skills upon which you would like to improve.  Ask your superior or peers for suggestions to help you improve in these areas.

7. Establish an informal network of colleagues who can help each other when problems arise.

8. Before you try to solve a problem, identify the data you will need to reach a solution and how that data can best be obtained.

9. To avoid “groupthink,” require members of your team to research and argue the alternative viewpoint.

10. Avoid jumping to conclusions by defining a problem in terms of solutions.  This may cause you to overlook other, possibly better, solutions.

11. Avoid the common pitfalls that hinder effective problem solving such as: 

· Jumping to conclusions

· Failing to collect important data

· Treating the symptom rather than the cause

· Working on problems that are too large, too general, or poorly defined

· Failing to develop an adequate rationale for a solution

· Failing to plan adequately for implementation and evaluation of the solution.

Integrity/Honesty (Individual)
Activities

1. Brainstorm a list of behaviors that build trust.  Examples include sharing information, asking for feedback, not becoming defensive, seeking counsel from others, soliciting opinions and decisions from others, delegating tasks to others, clarifying mutual expectations, and living up to others’ expectations.  Once you have generated a list, answer the following questions: 

· Which behaviors do I demonstrate most often/least often?

· Of the behaviors that I demonstrate least often, which am I willing to improve?

· What might prevent me from demonstrating/improving those behaviors?

· What support might I need to improve and from whom?

2. Before you take an action, ask yourself if you would be comfortable hearing about it on a national news program. 

3. Recognize all individuals who are involved in a project, not just the leader or the visible “star.” 

4. Openly discuss ethical issues.

5. Model your ethical beliefs through your behavior.

6. Seek feedback on others' perceptions of your honesty and ethics.

7. Protect confidential information.  Respect the fact that others give you information in confidence.

8. Stand up for others, especially your people, when they need your support.

9. Behave in a way that is consistent with what you say - "walk your talk."

10. Be authentic.  Seek opportunities to strengthen your self-insight, and then share who you are and what you believe and feel.

11. Use open, sincere statements to clearly state your personal position, especially on ethical conduct.

12. Build trust by fulfilling promises.  

13. Acknowledge courageous employees who have demonstrated high ethical standards or beliefs through their behavior.

14. Emphasize integrity, concern for people, and orientation to organizational values and policies in documents such as handbooks, policy statements, and job descriptions.

15. Show enthusiasm for the organization through your commitments and actions.

16. Provide training courses on dealing with ethical issues.

17. Post the written code of ethics on bulletin boards.

18.  Demonstrate loyalty to others, especially when they are not present. By defending those who are absent you will gain the trust of those present.

19. Look for your organization's written code of ethics, and apply it judiciously. If there is none, spearhead an effort to write one.  

20.  Realize that a failure to meet deadlines is sometimes seen as a lack of integrity by others.

21. Go beyond just expressing concern for others and their struggles.  Be available and approachable, and help out whenever possible.

22. Be authentic. Seek opportunities to strengthen self-insight, and then share who you are and what you believe and feel.

Tips

1. Take responsibility for your mistakes.

2. Protect confidential information.  Respect the fact that others give you information in confidence.

3. Behave in a way that is consistent with what you say – “walk your talk.”

4. Emphasize integrity, concern for people, and orientation to organizational values and policies in documents such as handbooks, policy statements, and job descriptions.

5. Provide training courses on dealing with ethical issues.

6. Create an ombudsperson or a telephone hotline number where employees can confidentially discuss ethical concerns and get answers and be given courses of action.

7. Do not voice personal opinions about people publicly. Avoid the rumor mill. 

Financial Management/Managing Budgets (Supervisor, Mid-level, Senior)
Tips

1. Allocate funds for innovation and change. 

2. Allow for some flexibility in your budget. 

3. Attend open budget hearings whenever possible. 

4. Decide whether to use bottom-up or top-down budgeting. 

5. Develop a relationship with a financial expert within your organization.  Ask for help when you have questions. 

6. Learn how to budget project activities and to prepare a project plan and associated budget. 

7. Learn how to project annual, 2-year, and 3-year budgets from expert insiders in your organization and by reviewing budget documents from other departments. 

8. Meet with all managers in your unit who have resource needs in order to understand their budget requests. 

9. Refer to your budget on a monthly basis; don’t set it aside for a year. 

10. Think about the budget as a link to planning and control. 

11. Use computer software for budget preparation and analysis. 

12. Use the development of the budget as an opportunity for constructive communication, debate, and coordination with others in your organization. 

13. Analyze whether the financial resources for which you are responsible are being spent appropriately, effectively, and efficiently. 

14. Apply procedures to enhance cost-effectiveness to any areas over budget. 

15. Ask others in your organization how they monitor expenses and budgets. 

16. Benchmark your financial tracking process against those in government agencies, other companies, and private organizations to identify best practices and opportunities for improvement. 

17. Break your budgets down into monthly amounts and year-to-date totals. Compare expenditures and revenues with amounts budgeted. 

18. Develop a systematic and timely tracking system to follow project and departmental budgets. 

19. If this is a large part of your work, consider an assignment in an organizational budgeting or finance department to develop knowledge of best practices. 

20. Meet with your subordinates as a group to discuss how expenses can be better controlled. 

21. Track all expenses and transfers against project and departmental budgets to identify any discrepancies and deviations from plans. 

22. Build lead time into project plans to accommodate for the procurement process. 

23. Delegate to an employee within your work unit the responsibility for understanding and managing procurement issues. 

24. Establish a partnership relationship with suppliers. 

25. Form teams to address issues such as quality, service, and price when dealing with outside suppliers.  Have teams report to you on a regular basis. 

26. Identify a specialist in the procurement department for the particular kind of equipment, facilities, supplies, or services in question, and draw on the individual for information and assistance. 

Human Capital Management (Mid-level)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Finding and Keeping Great Employees
	Harris, Jim and Joan Brannick / 1999 / AMACOM
	Book

	First, Break All the Rules: What the World's Greatest Managers Do Differently
	Buckingham, Marcus and Curt Coffman/ 1999/ Simon & Schuster
	Book + AudioCD


Tips
1. Have others in your organization conduct interviews and rate candidates’ current and predicted future performance based on expectations in all areas of their job descriptions.

2. Identify the skills and work styles that will be necessary for your future plans, and hire accordingly.

3. Identify and assess the internal and external factors that will influence the need for and availability of competent employees in the near future and long term.  Consider factors such as expansion or downsizing plans, expected turnover, expected changes in technology, and economic forecasts.

4. Plan in advance for the need for new employees and start the recruiting process before the job is available.

5. Track turnover for trends to see if people are leaving for consistent, avoidable reasons that need to be remedied.

6. Stay abreast of career opportunities, training programs, and developmental assignments that are available in your organization and in sister organizations.

Effective Hiring (Supervisor)

Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	High-Impact Hiring: How to Interview and Select Outstanding Employees
	Still, Del J. / 2001 / Management Development Systems LLC
	Book

	First, Break All the Rules: What the World's Greatest Managers Do Differently
	Buckingham, Marcus and Curt Coffman/ 1999/ Simon & Schuster
	Book + AudioCD

	Love 'Em or Lose 'Em
	Kaye, Beverly, et al / Berrett-Koehler Publishers, Inc.
	Book


Activities

1. To attract the best candidates for a position, identify categories that describe the specific opportunities offered by that particular job.  Use this information to create your recruiting message.  

Suggestions for categories include the: 

· Opportunity to learn marketable skills

· Opportunity to build valuable relationships

· Opportunity to use creative talents to tackle challenges

· Opportunity to produce tangible results

· Opportunity to manage own time.

2. Build a profile of an ideal candidate.  Use the following categories to help you identify the specific traits and characteristics necessary to succeed in the job: 

· Talent

· Learned skills and knowledge

· Relevant work experience

· Ability to learn the kinds of skills and knowledge needed on the job

· Willingness to spend the time and energy necessary to complete tasks and responsibilities.

3. Consider the following suggestions to help you increase your effectiveness as an interviewer: 

· Set the 80/20 goal; that is, have the candidate do 80% of the talking.

· Be comfortable with silence after you have asked a question.  This allows the candidate to think and respond. 

· Avoid asking questions that can be answered “yes” or “no.”  Instead, ask open-ended questions that begin with “what,” “how,” “give me an example,” “describe,” etc.

· Avoid asking leading questions. For example, a leading question is, “You probably were willing to work overtime to get the project done, right?”  Instead ask, “What did you do to fix the situation?” 

· Avoid asking questions that put the candidate on the defensive.  For example, the question, “Why didn’t you just put in the overtime?”, could be perceived as placing blame. 

· Avoid run-on or multiple questions. 

4. Prepare an interview guide containing questions you will ask all candidates applying for a position.  Emphasize questions that probe a candidate’s past behavior and experiences in areas related to the requirements of the position for which they are interviewing.  

Consider asking such questions as:

· Tell me about your most challenging work experience and how you handled it. 

· What was the most difficult decision you made in the last 4 to 6 months and why was it difficult for you? 

· Give me an example of a successful team experience and how you contributed to its success. 

· Tell me about a conflict or disagreement you had with a work colleague and how you handled the situation. 

· What was the most rewarding and satisfying experience you had in your last position? 

5. Discuss with each employee what he or she personally finds motivating and demotivating in the work setting.  Ask for ideas on how these factors could be addressed to meet the employee’s needs.  Below are common motivators and some suggested tips for building them into the work environment.

· Achievement – Choose challenging work assignments at which people can succeed.

· Work itself – Choose work assignments that match your employee’s preferences.  Give a person a complete unit of work to do and avoid assigning miscellaneous, unrelated tasks. 

· Responsibility – Give people as much responsibility as possible and as much authority as necessary.  Don’t make them check everything with you.  Hold them responsible for the results. 

· Advancement or growth – Increase and diversify work assignments so that the person is challenged by something new. 

Tips
1. Interview candidates so as to draw out what they have done in the past in areas relevant to the job under consideration.

2. View recruiting competent people as your responsibility, not that of a human resources department.

3. Ask your human resources manager or office of civil rights to help you understand EEOC and Affirmative Action regulations.

4. Meet individually with your employees to discuss their career goals and to help them identify the skills they need to develop in order to achieve their goals. 

5. Identify the one or two employees most likely to replace you, and begin grooming them for your job. 

6. Discuss career aspirations and developmental opportunities with employees, and counsel them on ways to enhance career opportunities through growth on the job, training, and developmental assignments. 

Technology Management (Supervisor)
Activities

1. Consider rotations among your employees to expose them to multiple technologies used across jobs.

2. Demonstrate willingness to be a user of new technologies in your own work.

3. Evaluate the technical competence of each member of your team.

4. Help subordinates develop technically oriented networks with employees in other areas of the organization.

5. If a decision is made to implement new technology, plan the introduction of and training for the new technology with an employee team and develop a strategy of defect anticipation and prevention.

6. Provide training programs for your employees in areas of new technologies.

7. Consider present and emerging technologies when developing your strategic and operational plans.

8. Decide if your department or organization needs state-of-the-art technology, if the benefits derived will outweigh the cost, and how the technology can successfully be introduced.

9. In assessing opportunities for improvements in the work process, consider technology improvements as one of several possible means of improvement and evaluate the cost/benefit implications of each.

10. Introduce new technologies after planning for the redesign of all work processes affected by the new technology.  

Partnering (Aspiring)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Partnering: The New Face of Leadership
	Segil, Larraine, James Belasco, and Marshall Goldsmith/ 2002/ AMACOM
	Book

	Partnering Intelligence: Creating Value for Your Business by Building Smart Alliances
	Dent, Stephen M./ 1999/ Davies-Black Publishing
	Book

	Power and Influence: Beyond Formal Authority
	Kotter, John P./ 1986/ The Free Press
	Book


Activities

1. Create a resource allocation matrix to help you identify and match required skill sets, specific people, materials, and/or equipment to support the organization’s strategy. 

2. Mobilize the resources necessary to achieve the goals set forth by the team. Once you have identified the resource skills and numbers needed, you often have to negotiate for them.  This requires that you have a clear understanding of exactly whom you want for your team.  This is especially critical if it is a cross-functional team.  It is important to establish the level of competency you need with the functional manager with whom you are negotiating.  He or she is then more likely to provide you with someone with equivalent or better skills even if you don’t get the particular person you want. 

3. Use a calendar and mark dates of major projects or initiatives.  Plan a communication schedule for updating people on key milestones accomplished.  The communication schedule can be on a weekly, monthly, bi-monthly, or quarterly basis. 

Tips

1. Develop a process flow chart for routine or common activities.  Identify where breakdowns most often occur.  Develop possible changes to solve the problem.

2. Consider how organizational processes can be redesigned to ensure that valuable knowledge is shared/distributed throughout the organization.

3. Discuss communication breakdowns with peers in other departments.  Devise ways to avoid them.

4. Hold meetings with team leaders of departments involved in various parts of a project to keep communication flowing.

5. Hold department meetings where leaders from different functions of the project can present their perspectives to other departments.

6. Maintain relationships with individuals in regulatory or policy-making offices so that you have access to updated information when policies, laws, or regulations change.

7. When your team/workgroup tries to solve a problem, ask what other parts of the organization have a stake in the outcome.  Find out whether your team/workgroup has received input from these stakeholders.

8. Develop a site on your organization’s intranet or a similar electronic tool where people can find up-to-date information on projects, new customers, management initiatives, and other important topics. 

9. Identify your stakeholders and ask them what information they would like to receive from you, how often, and in what form (e-mail, phone, memo, etc.) and then tell them what information you’d like from them. 

10. Have members of your team serve as in-house subject matter experts on specific topics.  Communicate this information throughout the organization so people will know whom to contact with questions. 

11. Before presenting a new idea or action plan, list the people whose support you will need.  Attempt to discover where each person stands in relation to your proposal (i.e., pro, con, or neutral) and formulate a plan to handle each one.

Political Savvy (Senior)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Political Savvy: Systematic Approaches for Leadership Behind-the-Scenes
	DeLuca, Joel R./ 1999/ The Evergreen Business Group
	Book

	Don't Sabatage Your Success! Making Office Politics Work
	Wood, Karen Ginsberg/ 2000/ Enlightened Concepts Publishing
	Book


Activities

1. Knowing whom to involve – and when – maximizes your opportunities for success and positive recognition. To involve the right people at the right time, try to:

· Determine whose support you will need to get your idea approved and implemented effectively.  This typically means that end users and customers need to be involved early. 

· Run an idea by someone whose opinion you value before presenting it at a meeting.  Ask this person to critique the idea and your presentation.  What are the strengths and weaknesses of your idea?  Also ask whose support you will need and try to cover those players in your plan before you present it publicly. 

· Ask members who else should be included when putting together a task force or project team.  Invite others to sit in on meetings when you are discussing a topic that affects them, even if they aren’t regular members of the committee.  Send minutes of action items to interested parties for their information. 

· Talk with key individuals who will be affected by your project.  Ask who among their peers or high management would support it and who would oppose it. 

· Offer a particular individual the opportunity to be involved if you think he or she should be included.  You will not only reduce the chances of overlooking someone important, but will also get further insights into the appropriate people to involve in future projects. 

· Include people whose support you need in the planning and development phases of the project, because involvement generally means commitment.

2. Clarify your organization’s structure by getting to know your peers cross-functionally.  Find out what they do and what processes or rules they follow, especially those that may have an impact on you or your group. 

3. In order to access informal networks in your organization, ask an experienced person to act as your coach or mentor.  Ask this person: 

· Who are the people who can make things happen in each group? 

· Who holds the positional power within each functional area?  This person may not be the person who makes things happen. 

· Who are the key players in this particular group?  What are the dynamics of the group? 

· What is important to the key players? 

· Of whom do you have to be careful? 

· What ways have you found to effectively shortcut the formal system?  What are the likely consequences, if any, if you bypass the formal system? 

4. Develop relationships with individuals throughout the organization.  Take note of who has influence and the support of their peers at all levels of the organization.  Get to know these people by setting up an informal meeting, such as lunch, or by working on a project together.  Note that face-to-face contact is essential in developing these relationships.  Trying to save time by calling the person or sending an e-mail will not help you build a mutually supportive relationship. 

Tips

1. Remember, “The right message at the wrong time is the wrong message.”

2. Compare a list of the organization’s priorities with a list of your group’s objectives.  Keep objectives that are related to organizational priorities at the top of your “to accomplish” list, and try to eliminate objectives that are not related to organizational priorities.

3. Identify a peer or higher-level manager who is effective at involving others, observe his or her methods, and adopt them if possible. 

4. Exclude disruptive or unsupportive people from your projects by offering tactful ways for these people to “bow out.”

5. Seek out a resident “expert’ to act as your mentor.  This person can describe the formal rules of the organization and introduce you to the informal network as well.

6. Maintain a policy of “no surprises” by relating both the good and the bad news to your manager or others who need to know.

7. Keep key players informed of your project’s status.

8. Recognize that your peers can be valuable resources.

9. Strengthen your personal allegiance to coworkers at all levels of the organization by treating them with respect and consideration.

10. When you think that you may have to compromise on your agenda, classify your issues into “can drop,” “nice to have,” and “must have” categories.  This will give you some flexibility for negotiation.

11. Make a list of the resources you can offer to others; then, when someone asks you for help, you will know which resources you have available.

12. Take time to listen to others’ requests for assistance; even if you cannot help them directly, you may be able to suggest someone who can.

13. Find effective ways to say “no” to a request for assistance from someone without jeopardizing his or her future support.

14. To understand others’ perspectives, set aside your own agenda and listen to other people’s ideas and rationales.

15. Ask your manager or a respected peer for feedback on your reputation in the “fight/compromise” arena; use the feedback to modify your behavior.

16. When faced with possible resistance, consider pre-selling your agenda to a couple of key players.

17. Analyze the costs of pushing your agenda to the exclusion of others’ agendas: If you “win,” will you receive cooperation from the “losers” in the future?

18. Learn to recognize when others are resisting your agenda by observing both their verbal and nonverbal behaviors.

19. Willingly share leadership responsibilities with peers.

20. Think about your audience’s needs, concerns, and perspectives.  Consider how people are likely to react to your message and, whenever possible, position your message in a way that appeals to them and avoids a strong negative reaction.

21. Express criticism tactfully.

22. Avoid delivering personal criticism in public.

23. Make a list of where key players stand on particular issues for future reference.

24. Before presenting a new idea or action plan, list the people whose support you will need.  Attempt to discover where each person stands in relation to your proposal – pro, con, or neutral – and formulate a plan to handle each.

25. Demonstrate your commitment to the organization in tangible ways: by your willingness to “go the extra mile” when necessary; by attending company social functions; and by supporting the organization’s values, goals, and mission.

26. When functions are created or reorganized, spend some time talking with the people involved.  What are their new responsibilities?  How can you work together most effectively to get things accomplished?

27. Keep your manager informed of what is going on in your department.  Ask how he or she would like to be kept informed of progress or setbacks.

ECQ 5.  Building Coalitions/Communications

Influencing/Negotiating (Senior)
Suggested Reading/Video/Audio-CD
	Title
	Author/Publisher
	Learning Mode

	Getting to Yes: Negotiating Agreement Without Giving In.
	Fisher, Roger and William Ury/ 1991/ Penguin/
	Book

	Crucial Conversations: Tools for Talking When Stakes Are High
	Patterson, Kerry and Joseph Genny, Ron McMillan, Al Switzler, and Stephen Covey/ 2002/ McGraw-Hill
	Book


Activities

1. Use a systematic process for working through differences.  Consider using the two-step process described below. 

a. Step 1:  Uncover each person’s interests.  


First, explain what is important to you and why.  For example, you might say, “What’s important to me is … because ….”  Second, get the other person’s perspective on what is important to him or her and why.  For example, you might say, “Tell me what you care about.  Why?”  Use active listening skills such as paraphrasing, reflecting feelings, and asking facilitative questions.
b. Step 2:  Explore alternative solutions that satisfy interests. 


Give your ideas and get reactions from the other person.  For example, you might say, “How about if we …?   What do you think of that idea?”  Next, get the other person’s ideas and react to them.  For example, you might say, “What do you think we might do?”  Ask “what if” questions to lift constraints.

2. Listen carefully for the two kinds of interests:  professional and personal.

a. Professional interests are typically easier to talk about and recognize.  They include responsibilities at work, the well-being of the organization, and the interests of clients or customers.

b. Personal interests are more difficult to uncover.  They include one’s ego, pride, image, competition, and control.  To uncover personal interests, you may need to rely on a person’s nonverbal cues and body language.  Effective ways to probe for personal interests is to make assumptions and then check to see if you’re right.  For example, you might say, “What I’m picking up from you is your concern for ….  Am I on the right track?”

Tips

1. Always strive for “win-win” solutions to a problem.  Seek an outcome that includes some of the items each side desired, allowing both parties to gain.

2. Get complete information on the motives, knowledge, understanding, and attitudes of those with whom you are trying to increase your influence.

3. When negotiating, do not ever place the other party in a position from which they cannot move without losing face.  Offer choices between alternatives (sometimes done by following mild demands with stronger ones, and presenting a cooperative attitude).

4. Take time to observe negotiation processes at work or in community organizations and to analyze the factors that account for resolution. 

5. After another person in the organization has just completed a complex negotiation, go back and analyze the factors contributing to its success.

6. Before presenting an option or a solution, canvass opinions and share information in advance so that those who need to buy in to the issue are not surprised.

7. Seek a credible champion of the issue you are aiming to change – someone who will support your position and rally others around it.

8. Ask your peers and subordinates for feedback on how you use power, authority, and influence.  (Do you back down too quickly?  Do you avoid conflict?  Do you come across too strongly?)

9. Do not back down quickly when challenged.  Instead, restate your position clearly to ensure that others understand your perspective.

Organizational Knowledge (Aspiring, Supervisor, Mid-level)
Activities

1. Ask someone who seems particularly savvy about the organization to be your mentor.  Ask your manager to suggest someone who could be helpful in this role. 

2. Study an organization chart to get the big picture and see how the various functions relate to each other.


3. Build an informal network with peers in other functional areas to learn more about the work they do. 


4. Look for opportunities to socialize with others outside the normal work environment, perhaps at lunch or after hours when informal “bull sessions” about the organization take place. 


5. If your organization is implementing a broad-based effort, volunteer to serve on the steering committee or task force to broaden your perspective and to meet peers from other functional areas. 


6. Read as many internal publications as you can, including newsletters and technical publications from other departments.

Managing Performance (Supervisor)
Activities

Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	On the Level Performance: Communication that Works
	McLagan, Patricia A. and Peter Krembs / 1995 / Berrett-Koehler Publishers
	Book

	Encouraging the Heart
	Kouzes, James M. and Barry Z. Posner/ 2003/ Jossey-Bass
	Book


Activities

1. When a new person comes into your unit, implement a structured orientation process for his or her first few months on the job.  Use other employees to help with the orientation, and establish follow-up processes to keep the orientation process on track.

2. When faced with a performance issue, follow the three steps that will help you to analyze the performance problem: 

d. Define the problem.

e. Identify possible reasons for the performance problem.

f. Identify possible directions or strategies for minimizing or eliminating the problem.

3. When defining the performance problem, consider the following factors: 

· The indicators of the problem – A good performance indicator is specific, objective, and measurable, and affects performance.

· The current and expected levels of performance – Compare how well the person is doing to how well the person should do.

· The impact on the organization in terms of tangibles (i.e., time and/or money) and intangibles (i.e., customer dissatisfaction) – The impact illustrates the importance of correcting the problem.

4. Once you have defined a performance problem, use a “Reasons Matrix” to help you identify the reasons for the problem. The matrix looks at both the work environment and the person in terms of information, resources, and motivation.  An example of a “Reasons Matrix” is given below. 
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	Information
	Resources
	Motivation

	
	1   Expectations and Feedback

· Does the employee know what is expected?

· Has the employee received feedback?
	2   Resources & Tools

· Does the employee have the necessary resources and tools?
	3    Incentives

· Are there appropriate incentives for the employee to perform well?

· Are there negative consequences when the employee performs poorly?

	
	4    Skills & Knowledge
· Does the employee have adequate skills and knowledge to do the job?
	5    Capacity

· Could the employee learn to do the task if his or her job depended on it?
	6    Motives

· Does the employee care about the job and the incentives?




5. Develop a plan that minimizes or eliminates the reasons for the performance problem.  Return to the “Reasons Matrix” and develop possible directions or strategies that will address each of the reasons identified in each cell of the matrix. 

Tips

1. When a position is vacant on your team, define in advance the hiring criteria that will guide the selection process.  The hiring criteria should be aligned with the goals and needs of your unit. 

2. Develop job descriptions highlighting the knowledge, skills, and abilities required for each of the positions in your organization.  Make sure that you and the people in those positions have read and understand them. 

3. If employees consistently encounter performance problems or fall short of goals, meet with them immediately to determine root causes and to offer assistance and solutions. 

4. View promotions among your employees as a credit to your development skills, rather than as a loss of valued employees.

5. Create meaningful rewards that will motivate your employees.  Ask your employees to suggest rewards. 

6. If an employee has performed a task poorly, follow up immediately.  Express your concerns, try to understand the root causes, offer solutions, and set clear expectations on how the performance is to be corrected, and by what date.

7. After discussions with the relevant employee, document significant incidents of poor performance or corrective/disciplinary actions taken, sending a copy to the employee.

8. Compare your performance appraisal techniques with those of your peers.

9. In cases of disciplinary action, get the employee to agree that a problem exists.  Then discuss alternate solutions and mutually agree on the best action to take to solve the problem.

10. Follow up on the employee’s behavior after taking corrective action.

11. Document all corrective/disciplinary actions taken.

12. Ask subordinates for feedback about the appraisal session.

13. Consider asking the employee to complete a self-appraisal, listing strengths, areas for development, significant accomplishments, and new goals.  This self-appraisal can be used as input into the feedback discussion and/or formal review process.

14. At each appraisal interview, set measurable performance goals for the next period, and establish timelines for each of the goals and interim goals.

15. Be consistent in applying all organizational rules and policies; avoid making exceptions.

16. Schedule performance discussions with each employee at least once every 6 months.  Set aside uninterrupted time for this.

17. Explain to employees how you reached the performance appraisal conclusions, and encourage them to present their points of view when you meet with them individually.

18. Set up standards of performance to use to evaluate results and specific times when reporting and evaluating will take place.

19. Set up a way to track how each employee is progressing toward the goals established in the performance plan.

20. Incorporate the voices of both internal and external customers into the employee performance appraisal and feedback process.  Reward your employees when they receive positive feedback from customers.

21. Encourage employees to set ambitious goals.  Reward effort and achievement. 

22. Provide feedback to employees; eet individually with subordinates and discuss performance expectations, both yours and theirs.  Explain to them how their performance will be evaluated and when they will receive evaluations. 

Managing the Workload (Supervisor)

Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	The Project Manager's Partner: A Step-by-Step Guide to Project Management (2nd edition)
	Greer, Michael / 1996 / HRD Press
	Book


Development Activities

1. Develop a work breakdown structure (WBS).  Include the following areas:

· The tasks required to complete the project

· The level of effort required to complete these tasks

· The skill sets and numbers of resources you need to carry out this project successfully

· A reasonable schedule for completing the tasks.

2. Mobilize the resources necessary to achieve the goals set forth by the team. Once you have identified the resource skills and numbers needed, you often have to negotiate for them.  This requires that you have a clear understanding of exactly whom you want for your team.  This is especially critical if it is a cross-functional team.  It is important to establish the level of competency you need with the functional manager with whom you are negotiating.  He or she is then more likely to provide you with someone with equivalent or better skills even if you don’t get the particular person you want. 

3. Use the following questions to help you analyze the team according to each member’s strengths and weaknesses:

a. Considering the skill sets needed to successfully complete the project, what are each member’s strengths and weaknesses and how can I leverage their strengths?

b. Which team members can serve with their technical expertise and also as mentors to other team members?

c. Which team members need close supervision?

d. Which team members can serve as “leads” and help supervise the weaker team members?

e. To whom can I delegate some of the task and supervisory responsibilities?

4. Estimate a reasonable schedule. Once the resources are identified, the schedule can be determined.  The best way to develop the schedule is to: 

· Ask the task lead to estimate the schedule with known resources.  (If there is some doubt about the resource commitment, then an average time may be determined by estimating the best case and worst case scenarios.)

· Put together the best schedule estimate possible with the data available.

· If there is ANY doubt about the schedule, put some reserve or contingency into the schedule itself.

· Use the schedule, and the resources involved, to develop the budget. 

5. Estimate a reasonable budget, taking into consideration the following factors: 

a. Once the required resources are identified and assigned, the budget can be developed against the schedule.

b. Basically, budget is estimated by multiplying time needed by labor rate.  But it is a good idea to establish a relationship with a financial expert in the organization to ensure you are complying with the organization’s practices and procedures.

c. Always include a contingency reserve in the budget.  Make sure you understand the customer’s and your organization’s policies about contingency.  Usually, contingency has to be identified as such and some customers will not accept a contingency fund.

6. Develop a project plan.  Consider the following components of a typical project plan when developing your own plan:

· Executive summary

· Statement of the scope of the project

· Project and product requirements

· Special contractual requirements

· Resource requirements

· Special requirements such as consultants or teaming with another organization 

· Schedules

· Budget

· Risk issues

· Quality measurements (measurement checkpoints to determine whether the product is being developed according to the customer’s requirements)

· Appendices

· Specifications provided 

· Communication plan

· Stakeholder management plan

· Detailed schedules

· Risk plan

· Quality plan

· Logistics plan (used when there is a follow-on maintenance requirement).

7. Develop a systematic and timely tracking system to follow project progress, i.e., schedule and budget, against the plan and as it impacts the organization’s strategic goals.  To help you do this, consider the following suggestions: 

· Learn your organization’s system for tracking a project’s progress against its plan.

· Establish your project’s tracking system to mirror the organization’s system. 

· Develop and circulate reports that accurately describe your project’s progress. 

8. Conduct a stakeholder analysis at the beginning of every project. 

a. Determine who is for and against the project and why.

b. Develop a strategy to move stakeholders to either a neutral or a positive position relative to their view of the project.  (Don’t allow a stakeholder to have a completely negative view of the project’s importance to the organization.)

c. Keep all stakeholders informed on the project’s progress.

9. Develop and insist on a “lessons learned” process.  Use the following steps: 

a. After every project, the lessons learned should be recorded.

b. Record what worked and what went wrong.

c. Record the financials in particular so that future estimating exercises can be improved.

d. Archive the lessons learned so that everyone in the organization can benefit from the trials and successes of your project.

Tips

1. Meet with those on your team who have resource needs in order to understand their budget requests.

2. Use the development of the budget as an opportunity for constructive communication, debate, and coordination with others on your project team.

3. Develop a systematic and timely tracking system to follow project budgets and schedules.

4. Build lead time into project plans to accommodate the procurement process.

5. Try “management by walking around” by getting out into the work area and seeing what is going on.  This will help you stay in touch with what is happening in your project team through frequent informal chats.

6. Monitor resources to be sure they are being used effectively and efficiently.

7. Display a large calendar showing all projects that are in progress.

8. Provide positive and constructive feedback on a timely basis to subordinates involved in your projects.  Solicit their input to understand their perceptions of critical outcome and process measures of their organizational contributions.

9. Regularly and systematically monitor progress, change, and performance as they take place, not after the fact.

10. View planning, controlling, and evaluation and feedback as a continuous cycle.

11. Develop standards for each responsibility assigned.  Decide how much deviation from standards will be acceptable.

12. If performance deviates from expected results, problem-solve with relevant groups (employees, peers, and managers) to identify and correct root causes.

13. At the start of a project, schedule ongoing meetings with employees as individuals or as a group to update progress toward project goals.

14. Participate with peers, managers, and employees in reviews of your own team and other organizational teams.

15. Examine projects that have been successfully completed to identify the factors that account for their success.

16. If things are not going according to plan, analyze the root causes, attempt to correct them, and evaluate whether revisions are necessary to the team’s goals and plans.

17. Understand your organization’s strategic goals and how your project(s) support those goals.  Consider the following questions:

· When this project was selected, what strategic objectives were used in the selection criteria? 

· What organizational goals is this project expected to support or enhance? 

18. Consider the following questions to analyze project requirements:

· What exactly is needed? 

· Are the requirements clear and can they be described in writing? 

· Are the customer’s product expectations achievable? 

· Have “completion criteria” been established?  (That is, have the measures been defined that will be used to determine when the project is complete and acceptable?) 
Collaboration (Individual, Aspiring, Mid-level)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Cultivating Communities of Practice
	Wenger, Etienne, Richard McDermott, and William M. Synder/ 2002/ Harvard Business School Press
	Book

	The Wealth of Knowledge: Intellectual Capital and the Twenty-first Century Organization
	Stewart, Thomas A. / 2003 / Currency
	Book

	If Only We Knew What We Know: The Transfer of Internal Knowledge and Best Practice
	O'Dell, Carla and C. Jackson Grayson / 1998 / Free Press
	Book

	The Fifth Discipline
	Senge, Peter M.
	Book

	Harvard Business Review on Knowledge Management
	Drucker, Peter F., David Garvin,  Dorothy Leonard, Susan Straus, and John Seely Brown / 1998 / Harvard Business School Press
	Book


Activities

1. Analyze how you currently share information and knowledge.  What is working?  What is not?  What can you do to improve? 

2. Give people options for sharing their views and ideas.  Ask them to convey their ideas and views in a way that is comfortable for them.  It could be face-to-face, via e-mail, or through voice mail.  Make sure, though, that they understand you may want to contact them later with questions. 

3. Use a calendar and mark dates of major projects or initiatives.  Plan a communication schedule for updating people on key milestones accomplished.  The communication schedule can be on a weekly, bi-monthly, or quarterly basis. 

4. Consider using Videoconferences when you need face-to-face interaction but cannot be in the same location.  Establish ground rules and guidelines for more effective Videoconferences.  Some suggestions are: 

· Before speaking, announce from which site you are speaking and state your name. 

· Avoid making sudden gestures, which can make the Video image choppy. 

· Always pause before speaking. 

· Look into the monitor while speaking. 

· Don’t touch the microphone.  Let the technician make any adjustments. 

· Refrain from side conversations. 

· Refrain from shuffling papers or making other distracting noises.  Microphones amplify sounds. 

· Speak in a normal tone and at a normal volume. 

· Avoid wearing clothing with narrow stripes, prominent herringbone weaves, small checks, and other intricate designs.  These can cause distracting visual effects on camera. 

· Avoid wearing very intense or “hot” colors such as deep reds because they can be overwhelming on the screen.  Light pastels project better than a bright white that will make you appear to glow.  Try to balance light and dark clothing so that the camera’s exposure control gets an even reading of light. 

Tips

1. Consider how organizational processes can be redesigned to ensure that valuable knowledge is shared/distributed throughout the organization.

2. Discuss communication breakdowns with peers in other departments.  Devise ways to avoid them.

3. Encourage your employees to come to you with ideas, and then support the implementation of ideas you see as viable.

4. Encourage others to express contrary views when necessary.

5. If you notice that team members are not participating in a discussion, try to draw them out by directly asking for their opinions or ideas.

6. When your team/workgroup tries to solve a problem, ask what other parts of the organization have a stake in the outcome.  Find out whether your team/workgroup has received input from these stakeholders.

7. Develop a site on your company’s intranet where people can find up-to-date information on projects, new customers, management initiatives, and other important topics. 

8. Identify your stakeholders and ask them what information they would like to receive from you, how often, and in what form (e-mail, phone, memo, etc.) and then tell them what information you’d like from them. 

9. Have members of your team serve as in-house subject matter experts on specific topics.  Communicate this information throughout the company so people will know whom to contact with questions. 

Leading Change (Mid-level, Senior)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Leading Change
	Kotter John/ 1996/ Harvard Business School Press
	Book

	Leading with Authenticity in Times of Transition 
	Bunker, Kerry A. and Wakefield, Micheal/2005
	Book


Activities

1. Align organization/unit structure, functions, policies, and interrelationships to meet mission requirements.
2. Define work unit vision, mission, and goals to establish priorities, provide direction, and guide resource allocation decisions.
3. Develop long-term organizational and interoperability strategies and strategic policies.
4. Develop visions and objectives for the organization/unit that align with strategic objectives of MDA and the broader community.
5. Plan long- and short-term strategies that incorporate mission priorities and resource availability.
6. Articulate and actively support the Offices's vision in a way that inspires employees at all levels to own the organization's goals, values, and strategies.
7. Apply a long-term perspective in examining policy issues and developing strategic plans. 

8. Adjust strategic policies and plans in response to change, both internal and external (e.g., financial, technical, human resource). 

9. Develop, implement, and promote effective knowledge and skill sharing across MDA (e.g., team sharing, lessons learned, information databases). 

10. Respond constructively to reversals and setbacks (e.g., identify and articulate lessons learned, look for other opportunities to succeed). 

11. Examine the internal strengths and weaknesses of your work unit, division, or organization and the external opportunities and threats that may positively or negatively affect your ability to achieve the vision.   
Change Management (Supervisor)
Suggested Reading/Video/Audio-CD

	Title
	Author/Publisher
	Learning Mode

	Managing Transitions: Making the Most of Change
	William Bridges / 2003 / Perseus Publishing
	Book




Activities

1. For the change you are facing, write down the degree of the impact of the change, a description of the impact, and a strategy for dealing with the significant impact for each system in your company (e.g., Human Resources, Planning, Information, Communication, Decision Making, Budgeting, Procurement, Maintenance, Record Keeping, Quality Control).


2. Consider the following questions as you think about leading and managing a work change: 

· What is the change occurring or facing me? 

· How is this change playing out in my work unit? 

· What are the challenges I face or will face in implementing the change and       dealing with the impact on people? 

· If I were to leave in a year, what “legacy” in regard to leading and managing       change would I like to leave behind? 

Think of a change that you want to implement in the company.  Build and communicate a powerful and compelling case for the change by communicating the four “Ps” to employees: 

· Purpose – Why we are doing this

· Picture – What the outcome will look like and how people will fit into that picture

· Plan – Steps the company will take to implement the change and ensure people receive the needed training and support

· Part – Their role in shaping and guiding the change. 

3. Acknowledge what is changing/ending and mark these things in concrete ways.  For example, have a “goodbye” ceremony, assemble a memory book, hold symbolic burials of old policies, procedures, equipment, etc. 

4 Use a framework to help you lead and manage organizational change and transition.  The following Change Model will increase your effectiveness in preparing to lead and manage others through change.


5. Develop a list of “lessons learned” from previous change efforts before undertaking another change. 
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