Leadership Training Guide

Copyright © 2001 by Donald Clark. All Rights Reserved.

January 1,  2002: Version 5 – (In Progress)

Shareware material, see http://www.nwlink.com/~donclark/documents/leadershipshareware.html
donclark@nwlink.com
Table of Contents

5INSTRUCTOR NOTES

Learning Guides
5
Visual Aids
5
Activities
5
Lectures or Discussions?
5
Models
5
Review Activities
6
INTRODUCTION
7
1 - THE PYRAMID OF LEADERSHIP
8
I - LEADERSHIP COMPETENCIES
9
2 - LEADERSHIP ABILITIES
10
Introduction
10
Leadership Framework - Be, Know, & Do
11
Two Most Important Keys of Leadership
12
Factors of Leadership
13
Environment
14
Leadership Models
15
Leadership Styles
16
Forces
17
Leader Use of Consideration and Structure
18
The Process of Great Leadership
19
Power and Leadership
20
Review - Chapter 2
22
3 – Visioning
23
Getting to the Future
23
The Six Steps of Goal Setting
24
Supervision
25
Inspire Your Employees
26
Review – Chapter 3
27
4 - Create and Lead Teams
28
Developing Teams
29
Elements of a Team
30
Six Steps to Team Problem Solving
31
Team-player Styles
32
Team Leadership
33
Are you ready to be a team leader?
35
Problems Team Face
36
When To Build Teams
37
Review – Chapter 4
38
5 - Foster Conflict Resolutions (win-win)
39
Performance
40
Motivation
41
Counseling
44
Performance Appraisals
47
Workplace Violence
49
Review – Chapter 5
51
6 - Assess Situations Quickly and Accurately
52
Planning
53
Executing
55
Problem Solving
56
Review – Chapter 6
57
7 - Coaching and Training
58
Learning
59
Training and Coaching Tips
60
APPENDIX A –SLIDES
63
1 - Pyramid of Leadership
64
2 – People and Task
65
3 – Leadership Styles
66
4 - The Road to Great Leadership
67
5 - Points of Power
68
6 - The Three Spheres of Need
69
7 - Team Player Styles
70
8 - Team Problems
71
9 - Problems
72
10 - What Do People Want From Their Jobs?
73
11 - Show, Tell, Do, Check
74
12 - Instruction (Supervision) and Support (Arousal)
75
APPENDIX B  - ACTIVITIES
76
1 - Leadership Survey (long version)
78
2 - Leadership Survey (short version)
81
3 - Soar with Your Strengths
83
4 - Climate and Culture: Reflections of the Organization
88
5 - Bolman and Deal's Four Framework Approach
90
6 – Leadership Questionnaire
93
7 - Leadership Style Survey
99
8 - Leadership Style Discussion and Reflection
103
9 – (Review) Frame Game
106
10 – (Review) Ball Toss
107
11 – Pareto Principle
108
12 - Visioning
110
13 - Supervising the Vision
114
14 - Lessons From Geese
118
15 - Hooker Chemical and the "Three Spheres of Need"
120
16 - The Comfort Zone
123
17 - Identifying Performance Problems
125
18 - Positive Reinforcement
127
19 - What Do People Want From Their Jobs?
132
20 - Confrontation Counseling I
135
21 - Performance Counseling Activity II
138
22 – Performance Appraisals
145
23 - Assertive Behavior
148
24 - Planning and Knowledge Management (KM)
150
25 - The Journey: From Planning to Execution
160
26 - Egg drop
169
27 –
171
27 – Absorbing, Reflecting, Interacting, and Doing
172
Appendix C - Training Room Design
175
Seating Arrangements
175
Traditional Seating  (Rows)
175
Modified Traditional
176
Horseshoe
176
Modular
176
Circle
177
Square
177
Rectangle
178
Scatter-Shot (shown in groups of threes)
179


INSTRUCTOR NOTES

Learning Guides

Pass the learning guides to the students before class as it gives them the opportunity to do some reading before class. This allows them to intelligently take a part in the class discussions. However, depending upon the circumstances, learners do not always do their homework. There are some remedies, such as providing the time for them to read and study, small rewards, or making it a course requirement

Visual Aids

Parts of the lesson plan may refer to “visual aids”. These are located in appendix A. They may be made into slides or overheads.

Activities

There are various activities suggested throughout the lesson plan. Some refer to activities in the back of the guide (appendix B) and they have a number next to them. These include such activities as surveys, which might need to be copied so that each learner has one. Other short activities are listed, such as small group discussions.

Depending on such factors as time or what you feel needs to be reinforced, will determine the activities to be performed. Also, with a little bit of imagination, you can switch many of the activities around. For example, one of the activities call for the learners to read the section on their own, and then break into small groups to discuss it. This will work for almost any section that you feel needs to be reinforced.

Lectures or Discussions?

Under the "time" in each section, there are short lectures listed so that the material can be discussed. However, this does not mean that there cannot be group discussions, question or answer periods, or other such activities performed in its place. In fact, it is encouraged! 

Note that group discussions normally take longer because of the various interactions that take place.

Also, the time periods are based on the learners having read their guides. If this is not required, then plan on longer lectures/discussions. 

Student learning strategy:

· Before class - Read the learner's guide

· During class - Participate in class

· After class - Review the learners guide and notes for reinforcement

Models

The models used in this course, such as the Leadership Questionnaire, help in the learning process by providing a scaffold. That is, they start with a couple of simple concepts (in this case, task and people) and then build upon them, which in turn helps the learners to retain and understand the concepts. However, models cannot account for all the particulars and details. This should always be emphasized during the learning process. 

Review Activities

The review activities listed in the activity section do not have to be performed at the end of the chapters. They can also be performed after each chapter of important concept. They are both interesting and universal, which means that they can be performed several times and with about any type of material.

INTRODUCTION

	Course Time: 
	

	
	

	Time: 15 min.
	1) Introduction: Introduce yourself - name, authority (why should the learners listen to you), interest device (war story, humor). Special instructions, facilities, etc.

	
	2) Objective: Help them to visualize a clear goal, such as what will this course help me to achieve? What will I be able to do in the future? Why am I spending my time in this class? – Perform as a leader

	
	3) Course Requirements: What must I do to pass this course?  --Participate in class activities and perform all pre-reading before class. 


1 - THE PYRAMID OF LEADERSHIP

	Time: 20 minutes (5 minutes lecture, 15 minutes discussion).

Discussion (perform first for a smooth lead in) - "Why are you in this class?" or "Why do you want to become a leader" or "What do you want to get out of this class?" 

Visual Aid 1 - Slide 1, Pyramid of Leadership. 
	1) The model breaks leadership into three groups:

a) Leadership Competencies form the basic structure that separates leaders from bosses (walls).

b) Core Competencies form the foundation of leadership.

c) Professional Competencies add depth to the pyramid.


I - LEADERSHIP COMPETENCIES

	Time: 5 min (lecture).

NOTE: The learners might feel that the core competencies should be discussed first, however, this section jumps straight into the heart of leadership.

Instructional Hint - (get the learners involved): If you are only instructing a few of the competencies, let them vote on 1 or 2 competencies that they would like to discuss in class (and maybe get rid of one of the ones that you were planning on to discuss). 

Instructional Hint - Make the above hint more interesting: the competency that they choose to discuss will be taught by the learners. Break them into small groups so that each group covers a section of the chapter (allow them about 45 minutes to prepare). Each group then discusses its findings with the rest of the class (allow about another 45 minutes). Note the time frames depend on group size and the complexity of the chapter they choose.
	1) Objectives: Inform the learners of the competencies that they will be learning in this first section:

a) Leadership abilities – Displays attributes that make people glad to follow. Provides a feeling of trust. Rallies the troops and builds morale when the going gets tough. 

b) Visioning – Applies effort to increase productiveness in areas needing the most improvement. Creates and set goals (visions). Senses the environment by using personal sway to influence subordinates and peers. Gain commitment by influencing team to set objectives and buy in on the process. Reinforces change by embracing it. 

c) Create and Lead Teams – Develops high-performance teams by establishing a spirit of cooperation and cohesion for achieving goals. 

d) Foster Conflict Resolutions (win-win) - Effectively handles disagreements and conflicts. Settles disputes by focusing on solving the problems, without offending egos. Provides support and expertise to other leaders with respect to managing people. 

e) Assess Situations Quickly and Accurately - Takes charge when the situation demands it. Make the right things happen on time. 

f) Coach and Train Peers and Subordinates - Recognizes that learning happens at every opportunity (treats mistakes as a learning event). Provides performance feedback, coaching, and career development to teams and individuals to maximize their probability of success. 

g) Implement Employee Involvement Strategies - Develops ownership by bringing employees in on the decision making and planning process. Provides the means to enable employee success, while maintaining the well being of the organization. Develops processes to engage employees in achieving the objectives of the organization. Empower employees by giving them the authority to get things accomplished in the most efficient and timely manner.


2 - LEADERSHIP ABILITIES

Introduction

	Time: 40 minutes (10 minutes lecture, 30 minutes survey).

Activity 1 (long version) Leadership Survey – This survey goes into more detail and is directed at employees (30 minutes). Ensure you make copies for each learner.

Activity 2 (short version) Leadership Survey – This survey is directed towards learners (20 minutes). Ensure you make copies for each learner.
	1) Bass' theory of leadership states that there are three explanations on how people become leaders:

a) Trait Theory - Some personality traits may lead people naturally into leadership roles. 

b) Great Events Theory - A crisis or important event may cause a person to rise to the occasion, which brings out extraordinary leadership qualities in an ordinary person. 

c) Transformational Leadership Theory - People can choose to become leaders. People can learn leadership skills.

2) Most people become leaders by choosing and learning. Why do you want to become a leader?




Leadership Framework - Be, Know, & Do

	Time: 40 minutes (10 minutes lecture, 30 minutes activity).

Question -  "How do we increase or strengthen our be, know, and do?" 

Answer: Activity 3 - Soar With Your Strengths. Ensure you make copies for each learner.
	1) BE 

a) A professional

b) A professional who possesses good character traits

2) KNOW 

a) The four factors of leadership 

b) Yourself

c) Human nature 

d) Your job

e) Your organization 

3) DO 

a) Provide direction

b) Implement

c) Motivate




Two Most Important Keys of Leadership

	Time: 25 minutes (5 minutes lecture, 20 minutes discussion).

Small group activity: Break the learners into small groups (triads work very well - 3 people per group). Have them discuss what they feel are the two most important qualities in a leader and why. After the small group activities, gather the groups back together and ask them to discuss their findings.
	1) A Hay's study examined over 75 key components of employee satisfaction. They found that trust and confidence in leaders were the single most reliable predictors of employee satisfaction in an organization. 

2) Effective communication by leaders in three critical areas was the key to winning organizational trust and confidence:  

a) Helping employees understand the company's overall business strategy. 

b) Helping employees understand how they contribute to achieving key business objectives. 

c) Sharing information with employees on both how the company is doing and how an employee's own division is doing - relative to strategic business objectives.

3) So basically, you must be trustworthy and you have to be able to communicate a vision of where you are going. 




Factors of Leadership

	Time: 30 minutes (5 minutes reading, 25 minutes small group activity).

Reading: Have the learners read this section in their learner guide.

Small group activity: Break the class into small groups. Have each person discuss at least one instance where he or she has seen (real life, work, movie, etc.) the four factors join together to create a good leadership instance and one instance where it did not work (chaos, fighting, arguing, etc.).

After each person is finished, have the group choose a good and a bad instance to discuss before the whole class. After each instance is presented, ask the class, "What was the main cause of the factors working together," or "What was the main cause of the situation failing."


	1) Four factors of leadership:

a) Follower: Different people require different styles of leadership

b) Leader: You must have a honest understanding of who you are, what you know, and what you can do.

c) Communication: You lead through two-way communication.

d) Situation: All situations are different. What you do in one leadership situation will not always work in another situation.




Environment

	Time: Time: 40 minutes (10 minutes lecture, 30 minute activity).

Activity 4 – Climate and Culture: Reflections of the Organization. Ensure you make copies for each learner.

Note: There are no real right or wrong answers. Each organization differs, however, climate can be changed (it does take work), while culture is extremely hard to change.


	1) Values, Concepts, and Roles - Leaders exert influence on the environment by three types of actions:

a) The goals and performance standards they establish (strategies, market leadership, plans, presentations, productivity, quality, and reliability). 

b) The values they establish for the organization (the concern the organization has for its employees, customers, investors, vendors, and surrounding community). 

c) The business and people concepts they establish (what products or services the organization will offer and the methods and processes for conducting business). 

2) Roles, Relationships, Rewards, and Rites - These goals, values, and concepts make up the organization's "environment" or how the organization is observed by both outsiders and insiders. This environment defines the roles, relationships, rewards, and rites that take place. 

a) Roles are the positions that are defined by a set of expectations about behavior of any job incumbent.

b) Relationships are determined by a role's tasks. Some tasks are performed alone, but most are carried out in relationship with others. 

c) Each organization rewards its members in different ways, such as pay, benefits, or prestige.

d) An organization has its own distinctive culture. It is a combination of the founders, past leadership, current leadership, crises, events, history, and size. This results in rites: the routines, rituals, and the "way we do things." 

3) Culture & Climate - There are two distinct forces that dictate how to act within an organization: culture and climate. 

a) The climate is the feel of the organization, the individual and shared perceptions and attitudes of the organization's members. It is a short-term phenomenon created by the current leadership.

b) While the culture is the deeply rooted nature of the organization, that is a result of long-held formal and informal systems, rules, traditions, and customs. It is a long-term, complex phenomenon


Leadership Models

	Time: 120 minutes (Four Framework: 30 minutes 1st lecture, 30 minutes 1st activity. Blake and Mouton: 30 minutes 2nd lecture, 30 minutes 2nd activity).

Activity 5 - Bolman and Deal's Four Framework Approach. Ensure you make copies for each learner.

Visual Aid 2: People & Task (Slide 2)

Activity 6: Leadership Questionnaire. Ensure you make copies for each learner.
	1) Four Framework Approach

a) Structural Framework

b) Human Resource Framework

c) Political Framework

d) Symbolic Framework

2) Blake and Mouton (People and Task)

a) Authoritarian Leader - task oriented and hard on their workers (autocratic). 

b) Team Leader - leads by positive example. 

c) Country Club Leader - uses predominantly reward power 

d) Impoverished Leader - "delegate and disappear" management style.




Leadership Styles

	Time: 40 minutes (10 minutes lecture, 30 minutes activity).

Visual Aid 3: Leadership Styles (slide 3)
Activity 7: Leadership Style Survey. Ensure you make copies for each learner.


	1) Authoritarian (autocratic)  - Used when the leader tells her employees what she wants done and how she wants it done, without getting the advice of her team. Some of the appropriate conditions to use it are when you have all the information to solve the problem, you are short on time, or your employees are well motivated. 

2) Participative (democratic) - This type of style involves the leader including one or more employees in on the decision making process (determining what to do and how to do it). However, the leader maintains the final decision making authority. Using this style is not a sign of weakness; it is a sign of strength that your employees will respect. 

3) Delegative (free-reign) - In this style, the leader allows the employees to make the decision. However, the leader is still responsible for the decisions that are made. This is used when employees are able to analyze the situation and determine what needs to be done and how to do it. You cannot do everything! You must set priorities and delegate certain tasks.


Forces

	Time: 50 minutes (15 minutes lecture, 35 minutes small group activity).

Activity 8  - Leadership Style Discussion and Reflection. Ensure you make copies for each learner.
	1) A good leader uses all three leadership styles, depending on what forces involve the followers, leader, and situation. Some examples include:  

a) Using an authoritarian style on a new employee who is just learning the job. The leader is competent and a good coach. The employee is motivated to learn a new skill. The situation is a new environment for the employee. 

b) Using a participative style with a team of workers who know their job. The leader knows the problem well, but he wants to create a team where the employees take ownership of the project. The employees know their jobs and want to become part of the team. The situation allows time. 

c) Using a delegative style with a worker who knows more about the job than you. You cannot do everything! The employee needs to take ownership of her job. Also, the situation might call for you to be at other places doing other things. 

d) Using all three: Telling your employees that a procedure is not working correctly and a new one must be established (authoritarian). Asking for their ideas and input on creating a new procedure (participative). Delegating tasks in order to implement the new procedure (delegative).


Leader Use of Consideration and Structure

	Time: 10 minuets (lecture).

Note: These two styles closely tie in with Blake and Mouton’s work.
	1) Two other leadership styles include:

a) Consideration (employee orientation) - Leaders are concerned about the human needs of their employees. They build teamwork, help employees with their problems, and provide psychological support. 

b) Structure (task orientation) - Leaders believe that they get results by consistently keeping people busy and urging them to produce. 

2) There is evidence that leaders who are considerate in their leadership style are higher performers and are more satisfied with their job.




The Process of Great Leadership

	Time: 25 minutes (activity).

Activity:  Display Visual Aid 4 - The Road to Great Leadership (slide 4). 

Break the class into small groups. Have them to decide: 1) if they only had time to do one of the statements in “The Road to Great Leadership”, which one would they choose and why, 2) if they had to delete one statement, which one would it be and why.

After about 15 minutes, bring the learners back into one large group and have them explain their choices.
	1) The Road to Great Leadership:

a) Challenge the process – Find a process that you believe needs to be improved the most. 

b) Inspire a shared vision - Share you vision in words that can be understood by your followers. 

c) Enable others to act - Give your followers the tools and methods to solve the problem. 

d) Model the way - When the process gets tough, get your hands dirty. A boss tells others what to do...a leader shows it can be done. 

e) Encourage the heart - Share the glory with your followers' heart, keep the pains in your heart.


Power and Leadership

	Time: 50 minutes (15 minuets lecture, 35 minutes activity).

Visual Aid 5: The Points of Power (slide 5).

Activity: Break the class into small groups. Have them to discuss situations where they have seen examples of “political astute” (Political Astute Label) or “powerless perceptions” (Powerless Label). 

After about 20 minutes, gather the learners back into 1 large group. Ask them for dome of their “powerless perceptions” examples. After each example, ask them how as leaders, they could change these “powerless perceptions” into “political astute” perceptions.
	1) The Five Points of Power

a) Coercive Power – Power that is based on fear. 

b) Reward Power – Compliance achieved based on the ability to distribute rewards that others view as valuable. 

c) Legitimate Power – The power a person receives as a result of his or her position in the formal hierarchy of an organization. 

d) Expert Power – Influence based on special skills or knowledge. 

e) Referent Power – Influence based on possession by an individual or desirable resources or personal traits. 

2) Politics and Power 

a) Powerless Label - The more political in which employees perceive their organization, the lower their satisfaction becomes. This is because they tend to feel powerless on a continuous basis:
i) · Blaming others

ii) Kissing up

iii) Cunning

iv) Passing the buck

v) Covering your rear

vi) Creating conflict

vii) Building clicks

viii) Scheming

b) Political Astute Label - On the other hand, the politically astute tend to view things differently:

i) Fixing responsibility

ii) Developing relationships

iii) Political Minded

iv) Delegating authority

v) Documenting decisions

vi) Encouraging innovation

vii) Teamwork

viii) Planning ahead

2) Power verses Leadership

a) Power does not require goal compatibility; instead, it focuses on intimidation, while leadership requires goal congruence

b) Power maximizes the importance of lateral and upward influence, while leadership focuses upon downward influence 

c) Power focuses on tactics for gaining compliance, while leadership focuses on getting answers and solutions


Review - Chapter 2

	Time: 20 min.

Perform one of the following reviews:

Activity 9 (review) - Frame Game. Ensure you make copies for each learner.

Activity 10 (review) - Ball Toss.
	


3 – Visioning

Getting to the Future

	Time: 35 minutes (15 minutes lecture, 20 minutes activity).

Activity 11: The Pareto Principle. Ensure you make copies for each learner.
	1) Good organizations convey a strong vision of where they will be in the future. As a leader, you have to get your team to trust you and be sold on your vision.

2) Setting goals:  

a) Goals should be realistic and attainable. 

b) The goals should improve the organization (moral, monetary, etc.). 

c) Your employees should be involved in the goal-setting process. 

d) A program should be developed to achieve each goal.

3) Four Characteristics of Goal Setting:  

a) Goal Difficulty - Increasing you employee's goal difficulty increases their challenge and enhances the amount of effort expended to achieve them. 

b) Goal Specificity - When given specific goals, employees tend to perform higher. 

c) Feedback - Providing feedback enhances the effects of goal setting. 

d) Participation - Employees, who participate in the process, generally set higher goals than if the goals were set for them. 


The Six Steps of Goal Setting

	Time: 55 minutes (15 minutes lecture, 40 minutes activity).

Activity 12 - Visioning. Ensure you make copies for each learner.
	1) Step 1 - Create Vision

2) Step 2 - Set Goal

3) Step 3 - Set Objectives

4) Step 4 - Assign Tasks

5) Step 5 - Set Time-line

6) Step 6 - Follow-up




Supervision

	Time: 4 to 8 hours (15 minutes lecture, with the rest of the time devoted to the activity).

Activity 13: Supervising the Vision. Ensure you make copies for each learner.
	1) Vision & Supervision, a two way street:

a) It takes supervision to implement visions.

b) It takes visions to guide supervision

2)  The Narrow-band of supervision:

a) Over-supervision

b) Under-supervision

3) Evaluate such metrics as worth, quantity, quality of work and provide both constructive and positive feedback.

4) Use checklists and always double-check important  projects.




Inspire Your Employees

	Time: 45 minutes activity

Activity: Break the learners into small groups. Ask them to discuss 2 or 3 things that inspire them to do a better job. Have them record their inspirations on a flip chart. Give them about 25 minutes and then gather them back into 1 group. Tape their “inspirers” to a wall. Discuss the ones that are common (that we all share) and the ones that are different. Discuss with them the importance of inspiring employees through a number of actions.
	1) Inspire means "to breathe life into.”




Review – Chapter 3

	Time: 10 min.

Activity (review) – Interaction

1. Have everyone stand and turn to their neighbor (to provide various interactions with others, have them turn to someone in the front or back).

2. Ask them to discuss what they thought the highlight of the chapter was, or something that you feel is an important concept to understand.

3. After about 3 to 5 minutes, ask the group what they came up with.


	


4 - Create and Lead Teams

	Time: 40 minutes (10 minutes lecture, 30 minutes activity).

Activity: Break the learners into small groups. Tell half of the small groups to give their definition of a team and the other half their definition of a group. Tell each small group quietly so that the other small groups cannot hear who is working on groups and who is working on teams. Also, reinforce the fact that you want their opinions – not what they have read or learned in class – encourage creativity!

After about 15 minutes, bring the learners back together and have each small group give their definition without telling what they are defining. As each group gives their definition, have the other groups determine whether the definition fits a team or a group and to give reasons why. 
	1) A team is a group of people coming together to collaborate. This collaboration is to reach a shared goal or task for which they hold themselves mutually accountable. 

2) A group of people is not a team. A team is a group of people with a high degree of interdependence geared towards the achievement of a goal or completion of a task...it is not just a group for administrative convenience. 

3) A group, by definition, is a number of individuals having some unifying relationship. 


Developing Teams

	Time: 35 minutes (5 minutes lecture, 30 minutes activity).

Activity 14: Lessons from Geese. Ensure you make copies for each learner.
	1) Be Enthusiastic - its Contagious

2) Develop a Sense of Urgency

3) Set Clear Rules of Behavior

4) Keep Them Informed

5) Grow Together

6) Reinforcement Works Wonders


Elements of a Team

	Time: 40 minutes (discussion).

Discussion: For each of the 11 elements of a team, ask for several examples. Record the elements and examples on a flip chart. Tape these to the walls. 

Whenever you have small group or class discussions, remind the learners to use these elements. Point out when a group does a good job of using these elements.
	1) Team creation

a) Teams learn and demonstrate behaviors that are not exhibited by groups. 

b) These characteristics represent the essential elements of an effective team. 

c) A team does not normally form by itself. 

d) There's almost always someone who was the catalyst for bringing the people together. 

e) This someone must be you. 

2) Team elements

a) Common team goal – Although your team might have a number of goals, one of them must stand out. 

b) Learning – Team members learn, develop others, and transfer knowledge in the organization.

c) Productive participation of all members:

i) Contributing data and knowledge. 

ii) Sharing in the decision making process and reaching consensus. 

iii) Making the decision. 

iv) Making an imposed decision work. 

d) Communication – Open, honest, and effective exchange of information between members. 

e) Trust – Openness in critiquing and trusting others. 

f) A sense of belonging – Cohesiveness by being committed to an understood mandate and team identity. 

g) Diversity - This must be valued as an asset. 

h) Creativity and risk taking - If no one individual fails, then risk taking becomes a lot easier. 

i) Evaluation - An ability to self-correct. 

j) Change compatibility - Being flexible. 

k) Participatory leadership - Everyone must help lead. 


Six Steps to Team Problem Solving

	Time: 50 minutes (10 minutes lecture, 40 minutes activity).

Activity 15: Hooker Chemical and the "Three Spheres of Need." Ensure you make copies for each learner.
	1) Define the goal or objective. A team needs to know what to focus on. You can lay out the basic goal, reduce workplace accidents for example, but it is important to let the team define and expand the goal. 

2) Not only must the "what" be solved, but also the "why." The team should identify what's in it for the organization and the team to achieve this objective. This is best done by asking, "What is the benefit?" Also, help them to create a specific target that builds enthusiasm. Make achieving the objective sound appealing. 

3) Define the obstacles that will prevent the team from achieving what it wants. Focus on internal obstacles, not on the external environment, such as competitors and laws. It will be too easy to say, "We can't do anything about it." Internal factors are within their reach. 

4) The team now plans its actions. Lay out four or five concrete steps, and write them down. Not "we'll try" actions, as "We'll try to serve customers better." You want actions that can be tracked and monitored. You cannot measure a "try" action. You want observable behaviors like "Greet all customers with a smile and a good morning or good afternoon," or "Customers will be served within 1 minute upon their arrival." 

5) Challenge the obstacles that were defined in step three. The team needs to formulate actions to change or eliminate any impediments that may be roadblocks in implementing its objectives.

6) Take action now! This is most critical step. It is what differentiates an effective team from a group...groups have many meetings before taking action - teams get it done! Get commitment from individual team members to take action on specific items.


Team-player Styles

	Time: 50 minutes (10 minutes lecture, 40 minutes activity).

Activity: Reflection. First, show Visual Aid (slide 7) – Team Player Styles. Ask each learner to think of an example for each style that he or her has seen. Also, ask them if there are any other styles that should be on the slide. Have then write their answers on a piece of paper and be ready to discuss their answers. Give them about 15 to 20 minutes to reflect. Once they have finished, ask them to take turns and discuss each of the various styles plus any others that they could think of.


	1) As a leader, you want a wide variety of team members (although we all have the four types within us, one or two of them will be more dominant than the others will):

a) Contributors are task oriented members who enjoy providing the team with good technical information and data. 

b) Collaborators are goal directed members who see the vision, mission, and goal of the team. 

c) Communicators are process oriented who are effective listeners and facilitators of involvement, conflict resolution, consensus building, feedback, and the building of an informal relaxed climate. 

d) Challengers are adventurers who question the goals, methods, and ethics of the team. 

2) Although your first instinct might tell you to select people like yourself or to exclude one or more of these four groups, this is not what you want. 

3) Another group of team players has been identified by Mary Ellen Brantley:

a) Icebreakers – They break through barriers and create opportunities for the company,

b) Sherlocks: - Critical thinkers who solve problems

c) Gurus - Resident experts on a particular technology, process, or concept.

d) Straw bosses  - Leaders or projects or programs.

e) Sherpas - Technical functional "worker bees." Once they learn new skills, they tend work their way up (become feeders for the other positions).


Team Leadership

	Time: 75 minutes (25 minutes lecture, 50 minutes activity).

Activity 16: The Comfort Zone. Ensure you make copies for each learner.
	1) The Keep the purpose, goals, and approach relevant and meaningful. 

a) All teams must shape their own common purpose, goals and approach.

b) A leader must be a working member of the team who contributes, at the same time, she stands apart from the team by virtue of her position as leader.

c) Do not be afraid to get your hands dirty (lead by example), but always remember what you are paid to do (get the job done and grow your team).

2) Build commitment and confidence. 

a) Effective team leaders are vigilant about skills. Their goal is to have members with technical, functional, problem solving, decision making, interpersonal, and teamwork skills. 

b) Encourage your team to take the risks needed for growth and development. You can also challenge team members by shifting their assignments and role patterns. 

3) Manage relationships with outsiders. 

a) Team leaders are expected, by the people outside as well as inside the team, to manage much of the team's contacts and relationships with the rest of the organization. 

b) You must communicate effectively the team's purpose, goals, and approach to anyone who might help or hinder it. 

c) You must also have the courage to intercede on the team's behalf when obstacles that might cripple or demoralize the team are placed in its way. 

4) Create opportunities for others. 

a) One of your challenges is to provide performance opportunities, assignments, and credit to the team and the people in it. 

b) You cannot grab all the best opportunities; you must share it with your team. This will help you to fulfill one of your primary responsibilities as a leader - growing the team. 

5) Create a vision. 

a) The vision is the most important aspect of making a team successful. 

b) Teams perish when they do not clearly see the vision – why they are doing what they do and where they are going. 

c) You must motivate the team toward the fulfillment of the goals. Workers want to be successful and they know the only way to do that is by following and achieving great goals.


Are you ready to be a team leader?

	Time: 20 minutes (activity).

Activity: Have the learners fill out the questionnaire in their workbook if they have not already done so (located in the section “Are you ready to be a team leader?”) Once they have finished, discuss the questions with them.

QUESTIONS:

Ask and discuss if they prefer leaders who answer “yes” to all the questions?

Do they know of any peers or subordinates who would probably prefer that their leaders answer “no to any of the questions?” If so, what kind of employees are they?
	1) You are comfortable in sharing leadership and decision making with your employees. 

2) You prefer a participative atmosphere.

3) The environment is highly variable or changing quickly and you need the best thinking and input from all your employees. 

4) Members of you team are (or can become) compatible with each other and can create a collaborative rather than a competitive environment.

5) You need to rely on your employees to resolve problems.

6) Formal communication channels are not sufficient for the timely exchange of information and decisions.



Problems Team Face

	Time: 25 minutes (activity).

Activity: Read the statements on the right one at a time (also shown in Visual Aid 8 (Slide 8) – Team Problems). As you read each statement, have the learners brainstorm a few solutions. Write their solutions on a flip chart. 

NOTE: Save the solutions for the next section, “When To Build Teams.”
	1) Leaders select too many members in their own image. As a result, teams become unbalanced with too many people overlapping in the same areas, while there are skill gaps in other areas. 

2) Leaders do not understand their own strengths, abilities, and preferences. 

3) Individuals in unbalanced teams feel their talents and abilities are not being used. 

4) Leaders feel they do not know how to motivate people. This is because they do not know them and their individual needs. 

5) Team members feel that the team does not work smoothly. They believe individual work preferences conflict rather than complement each other.


When To Build Teams

	Time: 15 minutes (activity).

Activity: Using the solutions from the last section, “Problems Team Face,” ask if of the solutions and problems interrelated to the list of problems located at the right, (also shown in Visual Aid 9 (Slide 9) - Problems. 

Note how many problems are often interrelated. 
	1) Its time to build that team if you are facing the following problems:  

a) Loss of productivity or output. 

b) Complaints. 

c) Conflicts between personnel. 

d) Lack of clear goals. 

e) Confusion about assignments. 

f) Lack or innovation or risk taking. 

g) Ineffective meetings. 

h) Lack of initiative. 

i) Poor communication. 

j) Lack of trust. 

k) Employees feel that their work is not recognized. 

l) Decisions are made that people do not understand or agree with.

2) Sometimes it helps to bring the team in on the team building process. 

a) First, have a diagnostic meeting. You need to find out what is working or not working and where they are with their working relationships with each other, other teams, and you. 

b) Next, categorize the issues, such as planning, scheduling, resources, policies, tasks or activities the group must perform, interpersonal conflict, etc. Once all the information has been categorized, develop action plans to solve the problems. 

c) Finally and most importantly, follow up on the plans to ensure they are being accomplished.




Review – Chapter 4

	Time: 10 min.

Activity (review) – Visualization

1. Tell the learners to relax and close their eyes.

2. Tell them that they have just joined a new organization. They have been assigned to their team. After working with their new team for a week – they discover it is the PERFECT team.

3. Ask them to visualize this perfect team. What do they see?

4. After about 5 minutes, ask the learners to discuss what they saw in their “perfect” teams.


	


5 - Foster Conflict Resolutions (win-win)

	Time: 10 minutes (discussion).

Discussion: Discuss the two statements on the right and how they relate to conflict resolutions 

Note: Both quotes are shown in the learners’ guide at the beginning of chapter 5.
	1) Leadership in today's world requires far more than a large stock of gunboats and a hard fist at the conference table. - Hubert H. Humphrey 

2) The Sioux Indian Tribal Prayer reads, "Great Spirit, help us never to judge another until we have walked for two weeks in his moccasins."




Performance

	Time: 30 minutes (10 minutes lecture, 20 minutes activity).

Instructor’s Note: Conflict often begins because we do not identify the CORRECT source of the problem in the first place.

Activity 17: Identify Performance Problems. Ensure you make copies for each learner.
	1) There are four major causes of performance problems:

a) Knowledge or Skills - The employee does not know how to perform the process correctly - lack of skills, knowledge, or abilities. 

b) Environment - The problem is not employee related, but is caused by the environment - working conditions, bad processes, ergonomics, etc. 

c) Resources - Lack of resources or technology. 

d) Motivation  - The employee knows how to perform, but does so incorrectly. Perhaps due to the selection process.

2) The Performance Analysis Quadrant, is a tool to help in the identification. By asking two questions, and assigning a numerical rating between 1 and 10 for each answer, will place the employee in 1 of 4 the performance quadrants:

a) "Does the employee have adequate job knowledge?" 

b) "Does the employee have the proper attitude (desire) to perform the job?" 




Motivation

	Time: 150 minutes (60 minutes lecture, 60 minutes 1st activity, 30 minutes 2nd activity).

Activity 18: Positive Reinforcement. Ensure you make copies for each learner.

Activity 19: What do Workers Want From Their Jobs? Ensure you make copies for each learner.
	1) A person's motivation is a combination of desire and energy directed at achieving a goal. 

2) Influencing someone's motivation means getting him or her to want to do what you know must be done. A person's motivation depends upon two things:  

a) The strength of certain needs. 

b) The perception that taking a certain action will help satisfy those needs. 

3) Motivating People - People can be motivated by beliefs, values, interests, fear, worthy causes, and other such forces. 

a) Internal Forces (intrinsic): such as needs, interests, beliefs, satisfaction, feelings of achievement. 

b) External Forces (extrinsic): danger, the environment, pressure from a loved one, rewards, punishment, goal obtainment. 

c) There is no simple formula for motivation – you must keep an open viewpoint on human nature. 

4) Motivation is the combination of a person's desire and energy directed at achieving a goal. It is the cause of action. 

5) Although many jobs have problems that are inherent to the position, it is the problems that are inherent to the person that cause us to loose focus from our main task of getting results, such as:

a) family pressures

b) personality conflicts

c) a lack of understanding how the behavior affects other people or process

6) When something breaks the psychological contract between the employee and the organization, the leader must find out what the exact problem is by looking beyond the symptoms, find a solution, focus on the problem, and implement a plan of action:

a) Collecting and documenting what the employee is not doing or should be doing - tasks, special projects. 

b) Try to observe the employee performing the task. 

c) Do not make it a witch-hunt, but rather observe.

d) Check past performance appraisals, previous managers, etc.

e) Try to find out if it a pattern or something new. 

f) Once you know the problem, then work with the employee to solve it. Most employees want to do a good job. It is in your best interest to work with the employee as long as the business needs are met and it is within the bonds of the organization to do so. 

7) Causes of problems:

a) Expectations or requirements have not been adequately communicated. 

i) Feedback

ii) Ensure that there is not a difference in priorities. 

b)  Lack of motivation. 

c) Shift in focus (change) In times of change, ensure that every employee knows:  

i) How has the job changed and what are the new responsibilities? 

ii) Why the job was restructured - is it part of a longer overhaul? 

iii) How will their performance be evaluated and by whom? 

iv) Do they need to learn new skills? 

v) Can the old responsibilities be delegated? 

vi) How will their career benefit from this transition? 

vii) What new skills or training do they need to perform successfully? 

viii) Will this make them more marketable in the future? 

8) Motivational Guidelines:

a) Allow the needs of your team to coincide with the needs of your organization. 

b) Reward good behavior. 

c) Set the example. 

d) Develop morale and esprit. 

e) Let your followers be part of the planning and problem solving process. 

i) It teaches them and allows you to coach them. 

ii) It motivates them. People who are part of the decision making process become the owners of it. It gives them a personal interest in seeing the plan succeed. 

iii) Communication is clearer. Everyone has a better understanding of what role he or she must play as part of the team. 

iv) It creates an open trusting communication bond. They are no longer just the doers for the organization. Now they are part of it. 

v) It shows that you recognize and appreciate them. Recognition and appreciation from a respected leader are powerful motivators. 

9) Look out for your team. 

10) Keep them informed. 

11) Make their jobs challenging, exciting, and meaningful. 

12) Counsel people who behave in a way that are counter to the company's goals. 


Counseling

	Time: 4 hours (30 minutes lecture, 30 minutes 1st activity, 3 hours 2nd activity).

Activity 20: Confrontation Counseling I - Ensure you make copies for each learner.

Activity 21: Performance Counseling Activity II - Ensure you make copies for each learner.
	1) Counseling has a powerful, long-term impact on people and the effectiveness of the organization. It is talking with a person in a way that helps that person solve a problem or helps to create conditions that will cause the person to improve his behavior. It involves:

a) Thinking through the problem so that you understand it fully.

b) Implementing a plan of action.

c) Knowing human nature.

d) Timing the counseling session so that it has the greatest impact.

e) Sincerity (be truthful in what you do as others can easily see through lies).

f) Compassion and Kindness. Although you best interests must coincide with the organization, you must also take care of your subordinates so that they will perform well for you in the future.

2) Counseling involves much more that simply telling someone what to do about a problem.

3) Leaders must demonstrate certain qualities in order to counsel effectively:

a) Respect – Includes the belief that individuals are responsible for their own actions and ideas. 

b) Self-awareness – Understanding yourself as a leader. 

c) Credibility – Achieved through both honesty and consistency between the leader's statements and actions. 

d) Empathy – An understanding a subordinate's situation. Empathetic leaders will be better able to help subordinates identify the situation and develop a plan to improve the situation.

4) Counseling is to help employees develop in order to achieve organizational or individual goals:

a)  At times, the counseling is directed by policy.

b) At other times, leaders should choose to counsel to develop employees. 

5) While the reason for counseling is to develop subordinates (which therefor will develop the organization), leaders often categorize counseling based upon the topic of the session (they must not be viewed as separate and distinct types of counseling):

a) Performance counseling

b) Problem counseling

c) Individual growth counseling. 

6) Counseling Steps

a) Identify the problem. 

b) Analyze the forces influencing the behavior. 

c) Plan, coordinate, and organize the session. 

d) Conduct the session using sincerity, compassion, and kindness (this does not mean you cannot be firm or in control. 

e) During the session, determine what the worker believes causes the counterproductive behavior and what will be required to change it. Also, determine if your initial analysis is correct. 

f) Try to maintain a sense of timing of when to use directive and when to use nondirective counseling.

g) Using all the facts, make (or have the person being counseled make) a decision and/or a plan of action to correct the problem.

h) Follow-up period -- evaluate the worker's progress to ensure the problem has been solved.

7) Directive and Nondirective Counseling

a) Directive counseling - the counselor identifies the problem and tells the counselee what to do about it. 

b) Nondirective counseling - the counselee identifies the problem and determines the solution with the help of the counselor. 

8) Hints for counseling sessions:  

a) Let the person know that the behavior is undesirable and not the person. 

b) Let the person know that the leader cares about him or her as a person, but expects more. 

c) Do not punish employees who are unable to perform a task. Punish those who are able to perform the task but are unwilling or unmotivated to succeed. 

d) Punish in private soon after the undesirable behavior. Do not humiliate a person in front of others. 

e) Ensure that the employee understands exactly what behavior led to the punishment. 

f) Do not hold a grudge after punishing. When a punishment is over, it is over.




Performance Appraisals

	Time: 80 minutes (20 minutes lecture, 60 minutes activity).

Activity 22: Performance Appraisals - Ensure you make copies for each learner.
	1) The performance appraisal is one of the most powerful motivational tools available to a leader. It has three main objectives:  

a) Provide feedback by measuring performance fairly and objectively against job requirements. This allows effective workers to be rewarded for their efforts and ineffective workers to be put on the line for poor performance. 

b) Increasing performance by identifying specific development goals. 

c) To develop career goals so that the worker may keep pace with the requirements of a fast paced organization. 

2) A worker should not walk blindly into a performance appraisal. Past counseling sessions, feedback, and one-on-ones should give the employee a clear understanding of what to expect from the appraisal. 

3) The appraisal should be a joint effort. No one knows the job better than the person performing it does. 

4) The performance review provides:

a) Legal reasons in the event that a termination is eventually required.

b) Professional development -- how can an employee improve without a clear idea of where improvement is needed? 

c) It gives an employee an honest appraisal of his or her competency level and the areas where additional skills are needed.

d) Provides a clear picture of how his or her performance is supporting or not supporting the company's objectives.

e) It's an opportunity to note achievements, not just shortcomings. 

5) A Better Method? A number of people have called for the replacement of performance appraisals. However, the trouble with performance appraisals can generally be traced to two problems:

a) The System – The organization has written a long and/or complicated process for performing performance appraisals.

b) Knowledge - Leaders do not know how to give performance appraisals.

6) So, organizations scrap their performance appraisals for a different method only to find out eventually that it does not work either. If an organization cannot perform one process, what makes them think that they can performer another?

7) Performance appraisals should be short, sweet, and to the point (KISS - Keep It Simple Stupid!). When a person walks into a performance appraisal, he or she should already have a pretty good ideal of the appraisal that he or she is about to receive - it should be NO surprise. 

8) If the employee has been troublesome, there should have been prior counseling sessions, and if the employee has been doing a good job, then there should have been prior rewards. The goal is to give the employee a simple, but honest appraisal of his or her competency level, which in turn, provides two major benefits: 

a) Professional development - How the employee can improve so she or he can continue to support and grow with the organization.

b) Legal reasons - It provides documentation in the event a termination is eventually required.




Workplace Violence

	Time: 70 minutes (20 minutes lecture, 50 minutes activity).

Activity 23: Assertive Behavior -  Ensure you make copies for each learner.
	1) Our "feel good" society often seems as if it is telling us to dispense praise freely, instead of having it earned. This might be causing more problems than it is fixing by building fragile shells around people. 

2) Narcissism often leads to violent behaviors. A lot of systems base their treatments on the theory that low self-esteem brings about violent behavior, hence the need to "stroke" everyone. 

3) However, people with low self-esteem generally tend to stay out of the spotlight, acting violent puts them into the spotlight -- the very place they do not want to be. People with narcissism usually have high self-esteem and since their self-esteem is built upon falsehood, it is easily broken. And when their self-esteem is broken, they strike back with the only tool they have -- violence. 

4) Note that high self-esteem does not lead to violent behavior, but it is extremely rare for an individual to have low self-esteem and narcissism (they oppose each other). People with high self-esteem, but no narcissism, are not going to have their bubble burst so easily since their "ego" is built upon reality. 

5) Preventing Violence

a) Before counseling - reflect upon what type of person you are counseling. Does the person have a lot of strengths, which means he or she can handle some constructive criticism? Or is the person a braggart, who has no real basis for his or her so-called accomplishments? If you are uncertain about his or her stability, then it would be wise to seek the assistance of someone who has dealt in crisis management. 

b) During counseling, always focus on the problem, not the person (Performance Feedback Verses Criticism). When you are constructively trying to solve a problem, you are much less likely to bruise someone's ego.  

i) Feedback refers to observable behaviors and effects that are objective and specific. This feedback needs to be emotionally neutral information that describes a perceived outcome in relation to an intended target. 

ii) Criticism is emotional and subjective. The recipient has much more difficulty identifying a changeable behavior other than to try to be less dominant. Also, the angry tone of the criticism triggers the ego's defensive layer and causes it to be confrontational or to take flight. 

6) Giving feedback, instead of criticism, can best be accomplished by following two main avenues:

a) Observing behavior - Concentrate on the behavior. Why is it wrong for the organization; not why you personally dislike it? Your judgment needs to come from a professional opinion, not a personal one. Report exactly what is wrong with the performance and how it is detrimental to good performance. Concentrate on pointing out the exact cause of poor performance. If you cannot determine an exact cause, then it is probably a personal judgment that needs to be ignored. State how the performance affects the performance of others. Again, if it does not affect others, then it is probably a personal judgment. 

b) Do unto others, as you want them to do unto you - Before giving feedback, frame the feedback within your mind.  It might help to ask your self, "how do I like to be informed when I'm doing something wrong?" What tones and gestures would best transfer your message? You want the recipient to seriously consider your message, not shrug it off or storm away.




Review – Chapter 5

	Time: 15 min.

Activity (review) – Lifesaver

1. Pass out a bowl of lifesavers and ask everyone to take a roll.

2. Tell them how it might seem as if this chapter is only about the downside of work –e.g. workplace violence, motivation, counseling, and performance appraisals. 

3. However, this chapter and the learners (leaders) are the lifesavers of the organization. That is, it is most often better to help, guide, motivate, and retain an employee, than it is to try to fire them and find a new one. Not only does that employee get a chance to improve and be an important part of the team, but the company retains a trained employee and saves on the cost of trying to find a replacement.

4. Ask the learners what parts of this chapter they believe to be most like their roll of Lifesavers and why?


	


6 - Assess Situations Quickly and Accurately

	Time: 15 minutes (5 minutes lecture, 10 minutes activity).

Activity: Ask the learners what type of questions they should ask when assessing new situations. For each question, ask how does it relate to the three distinct groups?
	1) Just as a ship’s captain sets the direction, delegates responsibilities, and communicates with other, leaders must also deal with various situations in the same manner:

a) Sets the direction – Decide what each situation’s priority is and what resources will be allocated to it.

b) Delegates – Gets the right people in place and the out of the way as needed.

c) Communicates – Ensures there is a two-way flow of communication.

2) A leader must think about 3 distinct groups when assessing situations:

a) The organization - e.g., Does the project support the mission statement? 

b) The team - e.g., What skills does the team need for a successful project? 

c) The individual - e.g., What skills or knowledge will I have to learn?


Planning

	Time: 190 minutes (25 minutes lecture, 165 minutes activity).

Activity 24: Planning and Knowledge Management (KM) - Ensure you make copies of both activities for each learner.
	1) Note: Arriving at a solution is discussed in Chapter 12 - Creative problem Solving.

2) Once a solution is selected, two key questions must be asked: 

a) What are all the ingredients necessary for its successful execution?  

b) What are all the possible forces or events that could hinder or destroy it?  

3) A detailed plan must include who, what, when, where, how, and why. Who will do what? Who does it involve? What are we going to do? When does it start? When does it end? Where will it take place? How will it take place? Why must we do it…what will happen if we do not do it? 

4) Organize the plan:

a) Determining all tasks. 

b) Setting up a structure to accomplish all tasks. 

c) Allocating resources. 

5) Determining All Tasks 

a) Brainstorm to determine all the tasks and conditions necessary to carry out the plan. 

b) Consider timing - when each task must be started and completed. 

c) Use "backward planning." Look at each goal and decide what must be done to reach it.

d) Organize details into categories, such as needs, supplies, support, equipment, coordination, and major tasks.

e) Create "To Do List". 

6) Setting up a Structure to Accomplish All Tasks 

a) Some tasks are more important than others.

b) Others have to be accomplished before another can start. 

c) Develop a system for checking each other and ensuring that each task is accomplished on time. 

7) Allocating Resources 

a) Plan for obtaining all the required resources and allocate them out. 

b) Not having the required resources can stop a project dead in its tracks. 

c) For this reason you must closely track and monitor costly or hard to get resources. 


Executing

	Time: 145 minutes (25 minutes lecture, 120 minutes activity).

Question: When the standard is not being met, should we lower the standards? When (under what conditions)?  

Activity 25: The Journey: From Planning to Execution -  Ensure you make copies of both activities for each learner
	1) Throughout the project's execution, there are three things that you must be involved in:

a) Standard - is the project being completed or accomplished as planned? (relates to project)

b) Performance - is completing the tasks and objectives correctly. (relates to people) 

c) Adjustments - when performance does not meet standards then improve performance or lower the standards.


Problem Solving

	Time: 225 minutes (25 minutes lecture, 120 to 240 minutes activity).

Activity 26: Egg Drop - Requires special items.
	1) There are seven basics steps (Butler & Hope, 1996) of problem solving:  

a) Identify the problem. You cannot solve something if you do not know what the problem is. 

b) Gather information. Investigate the problem and uncover any other hidden effects that the problem may have caused. 

c) Develop courses of action. Notice that courses is plural. For every problem, there are usually several courses of action. 

d) Analyze and compare courses of action. Rank the courses of action as to their effectiveness. 

e) Make a decision. Select the best course of action to take. 

f) Make a plan. Use the planning tool covered in the first part of the section. 

g) Implement the plan. Execute the plan as discussed earlier.




Review – Chapter 6

	Time: 15 min.

Activity (review) – Interaction

1. Have everyone stand and turn to his or her neighbor. 

Note: to provide interactions with other people, have them turn to someone in the front or back of them.

2. Ask them to discuss what they thought the highlight of the chapter was, or something that you feel is an important concept to understand.

3. After about 5 to 7 minutes, ask the group what they came up with.


	


7 - Coaching and Training

	Time: 35 minutes (15 minutes lecture, 20 minutes activity).

Activity: Ask the learners to spend about 10 minutes thinking about the various teachers, coaches, and/or trainers that they have had. What did the best ones have in common? What did the worst ones have in common?

After giving them time to reflect, have them discuss their thoughts.
	1) Training is a structured lesson designed to provide employees with the knowledge and skills to perform a task. 

2) Coaching is a process designed to help the employees gain greater competence and to overcome barriers so as to improve job performance. 

3) Both training and coaching help to create the conditions that cause someone to learn and develop:  

a) An evaluation period to determine present knowledge, skill, and confidence levels. 

b) Defining objectives that can periodically be measured. It helps to break them into step-by-step actions that can be easily learned. 

c) Clarifying direction, goals, and accountability 

d) Encouraging peer coaching by reminding your team that everyone has a stake in each other's success. 

e) Coaching and training is more than telling people how to do something, it involves such learning techniques as skill-building, creating challenges, removing performance barriers, building better processes, and learning through discovery (the aha method). 

f) Deal with emotional obstacles by helping the learners through change, reviewing and pointing out ways that they hold themselves back, and comforting when they become confused.

g) Give feedback by pointing and hinting towards solutions; try to stay away from critiquing errors. 

h) Lead by example! Demonstrate the desired behaviors.




Learning

	Time: 25 minutes (25 minutes lecture, 50 minutes activity).

Activity 27: The Four Learning Methods - 
	1) Motivation - The first condition of learning is that the person must be motivated to learn. You cannot teach knowledge or skills to someone who is not motivated to learn

2) Involvement – learners must be involved in the process through one of four methods:

a) Absorbing

b) Reflecting

c) Interacting

d) Doing




Training and Coaching Tips

	Time: 25 minutes (25 minutes lecture, 50 minutes activity).

Visual Aid 11: Show, Tell, Do, Check (slide 11).

Visual Aid 12: Instruction & Support (slide 12).
Activity: 
	1) Tell, Show, Do, and Check:

a) Give brief instructions (Normally less than 10 minutes) 

b) Break complicated tasks into small learning steps 

c) Demonstrate 

d) Have the learners practice  

e) Coach until they can do it on their own 

f) Providing feedback 

g) Provide Support 

2) Hersey and Blanchard (1977) developed a Situational Leadership model that aids the leader in providing the correct level of supervision and motivation. It can be thought of as a “Learning Cycle” that is based upon Instruction (supervision) and Support (arousal):

a) Instruction - The employee's skill and knowledge level determines the amount of supervision or "directing." On one end of the spectrum is over-supervision; on the other end is under-supervision. 

b) Support - The task performer's skill and knowledge level also determines the amount of arousal or emotional support. This "cheerleading" raises or lowers the task holder's arousal level (the inner-drive within our self-system). 

3) The Learning Cycle: 

a) The Avid Beginner - The learners are enthusiastic to learn a new skill and are somewhat apprehensive. 

b) The Disillusioned Beginner – Next, the level of technical support from the coach becomes somewhat lesser so that the learners may experiment with the learning style that works best. 

c) The Reluctant Learner - At this point, the learners have become capable in performing their new skill. 

d) The Expert - Only a small amount of direction and support are required as the learners are now beginning to take ownership of their new tasks and responsibilities. 




	Time: 25 minutes (25 minutes lecture, 50 minutes activity).

Activity: 
	4) COPY 




APPENDIX A –SLIDES

1. Pyramid of Leadership

2. People & Task

3. Leadership Styles

4. The Road to great Leadership

5. The Points of Power

6. Three Spheres of Need

7. Team Player Styles

8. Team Problems

9. Problems

10. What Do People Want From Their Jobs?

11. Show, Tell Do, Check

12. Instruction & Support

1 - Pyramid of Leadership
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2 – People and Task
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3 – Leadership Styles
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4 - The Road to Great Leadership

Challenge the process – Find a process that you believe needs to be improved the most.

Inspire a shared vision - Share you vision in words that can be understood by your followers.

Enable others to act - Give your followers the tools and methods to solve the problem.

Model the way - When the process gets tough, get your hands dirty. A boss tells others what to do...a leader shows it can be done.

Encourage the heart - Share the glory with your followers' heart, keep the pains in your heart.
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7 - Team Player Styles

Contributors

Task oriented and provide good technical information 

Collaborators

Goal directed and see the vision, mission, and goal

Communicators

Process oriented, effective listeners, and facilitators

Challengers

Adventurers who question the goals and methods

Icebreakers

Break through barriers and create opportunities

Sherlocks

Critical thinkers who solve problems

Gurus

Experts on a technology, process, or concept

Straw bosses  

Leaders or projects or programs

Sherpas

Technical functional "worker bees" 

8 - Team Problems

1. Leaders select too many members in their own image. As a result, teams become unbalanced with too many people overlapping in the same areas, while there are skill gaps in other areas. 

2. Leaders do not understand their own strengths, abilities, and preferences. 

3. Individuals in unbalanced teams feel their talents and abilities are not being used. 

4. Leaders feel they do not know how to motivate people. This is because they do not know them and their individual needs. 

5. Team members feel that the team does not work smoothly. They believe individual work preferences conflict rather than complement each other.

9 - Problems

1. Loss of productivity or output. 

2. Complaints. 

3. Conflicts between personnel. 

4. Lack of clear goals. 

5. Confusion about assignments. 

6. Lack or innovation or risk taking. 

7. Ineffective meetings. 

8. Lack of initiative. 

9. Poor communication. 

10. Lack of trust. 

11. Employees feel that their work is not recognized. 

12. Decisions are made that people do not understand or agree with.

10 - What Do People Want From Their Jobs?

Supervisors believed their employees would rank the survey as following (with the most important at the top):

1) High Wages 

2) Job Security 

3) Promotion in the Company 

4) Good Working Conditions 

5) Interesting Work 

6) Personal Loyalty of Supervisor 

7) Tactful Discipline 

8) Full Appreciation of Work Being Done 

9) Help on Personal Problems 

10) Feeling of Being In On Things
However, when employees were given the same survey, their answers followed this pattern:

1) Full Appreciation of Work Being Done 

2) Feeling of Being In On Things 

3) Help on Personal Problems 

4) Job Security 

5) High Wages 

6) Interesting Work 

7) Promotion in the Company 

8) Personal Loyalty of Supervisor 

9) Good Working Conditions 

10) Tactful Discipline
11 - Show, Tell, Do, Check
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APPENDIX B  - ACTIVITIES

1. Leadership Survey (long version)

2. Leadership Survey (short version)

3. Soar With Your Strengths

4. Climate and Culture: Reflections of the Organization

5. Bolman and Deal's Four Framework Approach

6. Leadership Questionnaire

7. Leadership Style Survey

8. Leadership Style Discussion and Reflection

9. (Review) - Frame Game

10. (Review) -  Ball Toss

11. Pareto Principle

12. Visioning

13. Supervising the Vision 

14. Lessons From Geese

15. Hooker Chemical and the "Three Spheres of Need"

16.  The Comfort Zone

17. Identifying Performance Problems

18. Positive Reinforcement

19. What Do Workers Want From Their Job?

20. Confrontation Counseling I

21. Performance Counseling Activity II

22. Performance Appraisals (Fishbowl)

23. Assertive Behavior

24. Planning and Knowledge Management (KM)

25. The Journey: From Planning to Execution

26. Egg Drop

27. The Four Learning Methods

1 - Leadership Survey (long version)

This survey is designed to provide you with feedback about your level of preference or comfort with leadership characteristics and skills. 

If you have NOT performed a task before, estimate how difficult the task would be for you to learn to perform. 

Using the scale below, circle the number next to each question that you believe comes closest to your skill or task level. Be honest about your choices as there are no right or wrong answers - it is only for your own self-assessment.

Very Strong       Moderately Strong    Adequate    Moderately Weak    Very Weak

        5                               4                        3                        2                        3

1. I enjoy communicating with others. 
5   4   3   2   1

2. I am honest and fair. 




5   4   3   2   1

3. I make decisions with input from others. 
5   4   3   2   1

4. My actions are consistent. 
5   4   3   2   1

5. I give others the information they need to do their jobs. 
5   4   3   2   1

6. I keep focused through follow-up. 
5   4   3   2   1

7. I listen to feedback and ask questions. 
5   4   3   2   1

8. I show loyalty to the company and to the team members. 
5   4   3   2   1

9. I create an atmosphere of growth. 
5   4   3   2   1

10. I have wide visibility. 
5   4   3   2   1

11. I give praise and recognition. 
5   4   3   2   1

12. I criticize constructively and address problems. 
5   4   3   2   1

13. I develop plans. 
5   4   3   2   1

14. I have a vision on where we are going and set goals. 
5   4   3   2   1

15. I set objectives and follow them through to completion. 
5   4   3   2   1

16. I display tolerance and flexibility. 
5   4   3   2   1

17. I can be assertive when needed. 
5   4   3   2   1

18. I am a Champion of change. 
5   4   3   2   1

19. I treat others with respect and dignity. 
5   4   3   2   1

20. I make myself available and accessible. 
5   4   3   2   1

21. I want to take charge. 
5   4   3   2   1

22. I accept ownership for team decisions. 
5   4   3   2   1

23. I set guidelines for how others are to treat one another.
5   4   3   2   1

24. I manage by walking around.
5   4   3   2   1

25. I am close to the business. 
5   4   3   2   1

26. I coach team members. 
5   4   3   2   1

27. I determine manpower requirements for my department. 
5   4   3   2   1

28. I interview qualified candidates for open job positions. 
5   4   3   2   1

29. I provide new employees with on-the-job training. 
5   4   3   2   1

30. I determine resources for my department. 
5   4   3   2   1

31. I developed a budget for my department. 
5   4   3   2   1

32. I can respond to an employee upset with the organization. 
5   4   3   2   1

33. I have counseled employees who have personal problems. 
5   4   3   2   1

34. I react when the an employee's work goes into a decline. 
5   4   3   2   1

35. I deal with employees who have performance issues. 
5   4   3   2   1

36. I reward employees for good performances. 
5   4   3   2   1

37. I conduct formal employee performance appraisals. 
5   4   3   2   1

38. I can make a presentation to a group of peers or seniors. 
5   4   3   2   1

39. I write reports to be distributed to various groups. 
5   4   3   2   1

40. I have an understanding of the organization's functions. 
5   4   3   2   1

41. I am curious. 
5   4   3   2   1

42. I know how to sell. 
5   4   3   2   1

43. I am a good learner.
5   4   3   2   1

44. I know how to influence people and get support. 
5   4   3   2   1

45. I admit my mistakes and take responsibility for my actions. 
5   4   3   2   1

46. I like to talk to people and I am a great listener. 
5   4   3   2   1

47. I know how to delegate. 
5   4   3   2   1

48. I can separate the important issues from insignificant ones. 
5   4   3   2   1

49. I have integrity and can be trusted. 
5   4   3   2   1

50. I am political only when needed. 
5   4   3   2   1

                                                               Total each column 
__ __ __ __ __

                                                               Total score for all 5 columns            _____

Scoring 

Total each of the five columns and then add the five columns together for your final score. The maximum score is 250 while the minimum score is 50. 

As mentioned earlier, there are no right or wrong answers. This means there are no right or wrong scores. 

This survey is designed to show you the areas you need to improve in. You lowest scoring answers are the areas you need to improve. See your supervisor or training department for resources to help you to become more proficient in your weak areas. 

Use the table below for a general guideline of where you stand.

· 175 and above - You are well on your way to becoming a leader.

· 125 to 174 - You are getting close.

· 124 and below - Don't Give up! Many before you have continued with their studies to become some of the finest leaders around.

Use this assessment to help you to determine what skills and abilities you can continue to improve (Strengths) and what skills and abilities you need to develop (Opportunities for growth). 

What are your strengths? 

What are your opportunities for growth?

2 - Leadership Survey (short version)

This survey is designed to provide you with feedback about your level of preference or comfort with leadership characteristics and skills. 

Using the scale below, circle the number next to each question that you believe comes closest to your skill or task level. Be honest about your choices as there are no right or wrong answers - it is only for your own self-assessment.

Very Strong       Moderately Strong    Adequate    Moderately Weak    Very Weak

        5                               4                        3                        2                        3

1. I enjoy working on teams. 
5   4   3   2   1

2. I am able to speak clearly to others. 
5   4   3   2   1

3. I enjoy relating to others on an interpersonal basis. 
5   4   3   2   1

4. I am good at planning. 
5   4   3   2   1

5. I can interpret rules and regulations. 
5   4   3   2   1

6. I feel comfortable asking others for advice. 
5   4   3   2   1

7. I enjoy collecting and analyzing data. 
5   4   3   2   1

8. I am good at solving problems. 
5   4   3   2   1

9. I am comfortable writing memos to others. 
5   4   3   2   1

10. I can delegate work to others. 
5   4   3   2   1

11. I want to take charge. 
5   4   3   2   1

12. Giving directions is comfortable for me. 
5   4   3   2   1

13. I know how to develop goals and carry them out. 
5   4   3   2   1

14. I am comfortable at implementing new techniques. 
5   4   3   2   1

15. I enjoy appraising performance and giving feedback. 
5   4   3   2   1

16. If I made a mistake, I would admit it and correct it. 
5   4   3   2   1

17. I am curious. 
5   4   3   2   1

18. I believe in diversity in the workplace.
5   4   3   2   1

19. I thrive on change. 
5   4   3   2   1

20. One of my greatest desires is to become a leader. 
5   4   3   2   1

                                                               Total each column
__ __ __ __ __

                                                               Total score for all 5 columns           _____

Scoring 

Total each of the five columns and then add the five columns together for your final score. The maximum score is 100 while the minimum score is 20. 

As mentioned earlier, there are no right or wrong answers. This means there are no right or wrong scores. 

This survey is designed to show you the areas you need to improve in. You lowest scoring answers are the areas you need to improve. Use this assessment to help you to determine what skills and abilities you can continue to improve (Strengths) and what skills and abilities you need to develop (Opportunities for growth). 

What are your strengths? 

What are your opportunities for growth?

3 - Soar with Your Strengths 

Objective - Identify strengths and weaknesses. 

Time - 30 minutes for story and questions, 50 minutes if small group activity is included

Pass out a copy of the following story to each learner (4 pages) and have them read it, or if you are a good storyteller, tell a version of the story. 

Questions

1. How does managing strengths and weaknesses help you to Be, Know, and Do.

2. Does failure truly exist, or is it simply an inaccurate match of expectations and strengths? 

3. Or could it be that people are not successes or failures but simply functioning in the right or wrong expectation environment?

Small Group Activity - Break the class into groups of threes (triads). Have them discuss 1 or 2 strengths they will focus on and 1 or 2 weaknesses the will manage. Also, have them discuss how they will do this.

Let the Rabbits Run: A Parable 

Highlights from Soar with Your Strengths by Donald O. Clifton and Paula Nelson

Some forest animals started a school to develop their children into well-rounded animals by teaching all of them running, swimming, hopping, and flying. 

On the first day of school, the little rabbit excelled in hopping and running class and he loved school because he got to do what he loved to do and was good at. When the rabbit went to swimming class, he was afraid of the water like all rabbits, so he did not swim well. In flying class, he could not get off the ground. He felt like a failure. When the other animals laughed at him, he felt even worse. 

When he went home, he was pretty depressed. He told his parents he wanted to quit school. They told him to stick with it since his future success in life depended on mastering all these skills and getting his diploma. The next day, he asked the school counselor for help with his problems. To help him improve in his problem areas, the counselor put him in extra swimming and flying classes (which he hated) and canceled his running and hopping classes (which he loved) ....this made him feel sick! 

As he left the counselor's office, he met the wise old owl who said, "Life doesn't have to be this way. We could have schools and businesses where people are allowed to concentrate on what they do well." 

Pick One Strength and Pursue It 

What distinguishes spectacular achievers from low achievers and failures is prudence, forethought, willpower, perseverance and desire. 

Achievers choose among their many talents and concentrate their efforts. In other words, when they find out what they do well, they do a lot of it. 

Practice is the classic activity of successful people at their peak. Excellence is developed by repeating a strength through practice, mentally rehearsing, teaching others, or writing it down. 

Exceptional intelligence does not guarantee extraordinary accomplishment. 

To achieve excellence, you must totally commit to one strength, being careful not to spread yourself too thin or to let your other strengths distract you. 

Focus on Strengths and Manage the Weaknesses 

To theorize that "anyone can do anything" assumes that all people are clones, possessing identical talents. This is false; each one of us is unique. 

The winning coach of the Chinese Olympic Ping-Pong team described the team-training regimen as practicing 8 hours daily to perfect strengths. Strengths that are maximized become so strong they overpower the weaknesses. "Our winning player plays only his forehand. Even though his competition knows he can't play backhand, his forehand is so invincible that it cannot be beaten." 

The greatest chance for success lies in reminding people or organizations of an existing strength, and getting them to rely on their strengths while instituting a management strategy for their weaknesses. Individuals are always stronger when they have their successes and strengths clearly in mind. 

Success has its own rules; highly successful people see the world in a different way. So, we cannot understand greatness by studying the average. For example, the average coach defines winning as getting the better score. The great coach defines winning as doing things right, moving toward overall perfection. On reviewing game tapes, Vince Lombardi said, "From now on, we only replay the winning plays." 

How to Identify Your Strengths 

A strength is a pattern of behavior, thoughts, and feelings that produces high satisfaction and pride; generates psychic and/or financial reward; and presents measurable progress toward excellence. Here are some signs of strengths:  

· Listen For Yearnings: Like an internal magnet, yearnings pull us toward one thing (strength) instead of another, beginning in early childhood and continuing throughout life. One's life work often begins in yearnings from childhood. Friendly advice can derail us from our strengths when we confuse it for a yearning. 

· Watch For Satisfactions: Great emotional and psychic rewards come from activities we "get a kick out of doing." Satisfactions are not fleeting pleasures, but form our intrinsic motivation. Both satisfactions and yearnings cluster around strengths. Competencies and satisfactions don't always align. If it doesn't feel good, it's probably not a strength. 

· Watch For Rapid Learning: If you catch on to something quickly, you're probably good at it, and will say, "I feel like I've always known how to do this." A strength is always characterized by initial rapid learning that continues throughout one's lifetime. 

· Glimpses of Excellence: We see signs of strength in glimpses of excellence within a performance, such as singing a song, writing a letter, giving a speech. A performance is a series of "moments" which provide clues to greatness. 

· Total Performance For Excellence: The behavior flows and there are no conscious steps in the mind of the performer. The performer is acting on automatic -- time has stopped. Total performance is much more than a glimpse; it is the complete extension of an activity. It happens consistently, and is repeatable. 

Find Out What You Do Not Do Well and Stop Doing It 

For every strength, we possess roughly 1,000 non-strengths. This ratio says it's a huge waste of time to even try to fix all of our weaknesses. 

Weaknesses can't change into strengths, but we can MANAGE them to make them irrelevant while we develop our strengths. When your best efforts get you nowhere, redirect the same energy to a strength. Most weaknesses can't and don't need to be corrected any more than a doctor needs to repair an enlarged appendix -- the best thing to do is take swift action to remove the weakness.   

How To Identify Your Weaknesses 

A weakness is a pattern of behavior, thoughts, and feelings that produces low satisfaction or pride; drains psychic and financial resources; and presents little or no measurable progress toward excellence no matter how hard we try. Weaknesses reduce productivity or lessen self-esteem. Here are some signs of weaknesses:  

· Feel Defensive about Performance: Individuals functioning on strength show little or no defensive behavior. They meet challenges with a doubling of activity, and progress is the norm, not the exception. 

· Develop Obsessive Behavior: When the strengths normally used to pursue talents are concentrated on bolstering whatever we don't do well, we get minimal improvement despite intense focus. In contrast, working on strength, we can measure improvement and have a quick learning curve. 

· Experience Slow Leaning: You just can't seem to "get it" no matter how hard you try. Slow learning is so significant an indicator of non-strength that it can never be discounted on the assumption that a person will "get it someday." 

· Do Not Profit From Repeated Experience: Some people plod along; they "get" enough of the activity to be barely functional and then they hang in there, but lack the basic talent for excellence. No matter how hard/often they try, there is no measurable improvement. 

· Consciously Think Through the Steps of A Process: In learning new things, we go through the steps consciously. In mastering the skill, talented people find that the steps become automatic quickly. Continuing to think about the steps indicates a weakness. 

· Experience A Reduction Of Confidence From Performing The Activity: Motivation goes away when we can't do something well. We lose interest and find excuses not to avoid doing it. 

· Lack Futuristic Thinking About The Activity: You just want to get this over with. Your task consumes all your energy, and none is left for thinking about the future. 

· Suffer Burnout While Practicing The Activity: We experience resistance when doing something we're not good at. "I just can't do this anymore." Top producers report that pressure and stress often create more energy and renew motivation.  

Strategies for Managing Weakness 

Here are some useful ways to minimize the impact of weaknesses:  

· Sloughing: Stop putting yourself in situations where you're forced to do something you don't do well, which depresses or angers you. Holding on to something (activity, relationship) that doesn't work only perpetuates a weakness that pulls energy away from strengths. 

· Subcontracting: "Enlightened delegation" moves a task to a person/group with the skills to do it. This frees you from the work, and also the worry and guilt which were byproducts of forcing yourself to do it. Note that this is different from typical delegation where tasks are reassigned without regard for skills. 

· Complementary Partnering: Team up with someone and combine your joint strengths to create a unique capability that could not be done with one person alone. 

· Support Systems: If you wear glasses or use an alarm clock, you're already doing this. Find and use the tools that work best for you to manage your specific weaknesses. 

· Alternatives: Find different ways to achieve your goals. If you think in pictures, draw your ideas for others, instead of talking about them. Try taking a scenic way home instead of taking the shortest route. 

What Does This Mean To You 

Are we saying that people never change or that weaknesses are constant? Typically, yes. There are always exceptions and dramatic transformations can take place. 

Once you identify a weakness and implement a management strategy for it, you are virtually free of its negative effect on your life. And, you have extra energy to devote to building your strengths. 

Managing our weaknesses allows our strengths to overpower them, ultimately making the weakness irrelevant. 

Setting Yourself Up For Success 

The recipe for success is to empower strengths through the right expectations. 

When you know your strengths, you set your internal goals so you can use these strengths to get what you want and need. Goals remain dreams until you share them with someone who cares about you. Your expectations gain power when others embrace these expectations of you and line up with you. 

Don't look to change the expectations and attitudes of others, look for the right alignment from the beginning. Play to the strengths of others in picking carefully who to partner with. This is win-win for both of you. An Olympic hopeful wants to pick the best coach available, one who believes in his ability to perform at Olympic levels. She would not consider retaining a coach who thought she did not have what it takes to win…even if the coach was top-notch. 

Your internal expectations and the external expectations of others are aligned when others expect you to do what you want to do. When these are not aligned, you feel resistance, fatigue, and stress because you feel it's impossible to meet those expectations. It's not that anyone is right or wrong; the expectations simply don't fit you. Nothing happens until someone expects something of you that you can achieve. 

4 - Climate and Culture: Reflections of the Organization 

Objective: To show e difference between culture and climate.  

Instructions: Have the learners work alone on the activity. For each statement listed on the next page (make copies for each learner) have them decide if it is climate or culture. 

Note: There are no correct answers. The activity is to show that there are always at least four approaches to take for each situation. Each leader has to decide which approach or combination of approaches would work best for the situation. Each organization differs, however, climate can be changed (it does take work), while culture is extremely hard to change.

Once they have completed the activity, ask the learners to give some of their answers and while they choose climate or culture.

Climate and Culture: Reflections of the Organization

Listed below are some of the things almost every organization does. Next to it are the words "climate" (feel of the organization) and "culture" (the way we do things). Think about your organization and circle the word that you believe best describes it. 

Feel of the Organization and The Way We Do Things                                                 

__________________________________________ 

Leadership style of upper management.                      
| Climate | Culture |

Leadership style of supervisors and the manager I report to.   
| Climate | Culture |

Organizational Rules and Policies.                                         
| Climate | Culture |

The way we reward people.                                                   
| Climate | Culture |

The way we punish people.                                                    
| Climate | Culture |

How we treat our customers.                                                  
| Climate | Culture |

How we treat our supplies and vendors.                                  
| Climate | Culture |

Our mission statement.                                                          
| Climate | Culture |

How we celebrate victories.                                                    
| Climate | Culture |

How the employees feel they are part of the organization.        
| Climate | Culture |

Next, enter 2 or 3 of your own statements about the organization and circle the word that best describes it. 

                                                                                          



| Climate | Culture | 

                                                                                          



| Climate | Culture | 

                                                                                          



| Climate | Culture |

5 - Bolman and Deal's Four Framework Approach   

Objective: To show that there is more than one behavioral mode for leaders.  

Instructions: Divide the learners into small groups. Have them discuss the situations listed on the next two pages (make copies for each learner) and decide what behavioral framework(s) would be the best to operate out of and why it would be best. Note: There is no correct answer. The activity is to show that there are always at least four approaches to take for each situation. Each leader has to decide which approach or combination of approaches would work best for the situation.

After the groups have discussed their choices, bring the groups back together and compare and discuss their answers.

Structural, Human Resource, Political, or Symbolic? 

Structural Framework - Social architects whose leadership style is analysis and design - focus on structure, strategy, environment, implementation, experimentation, and adaptation. 

Human Resource Framework - Catalyst and servant whose leadership style is support, advocate, and empowerment - visible and accessible; they empower, increase participation, support, share information, and move decision making down into the organization. 

Political Framework - Advocate, whose leadership style is coalition and building - clarify what they want and what they can get; they assess the distribution of power and interests; they build linkages to other stakeholders; use persuasion first, then use negotiation and coercion only if necessary. 

Symbolic Framework - Prophet, whose leadership style is inspiration - view organizations as a stage or theater to play certain roles and give impressions; these leaders use symbols to capture attention; they try to frame experience by providing plausible interpretations of experiences; they discover and communicate a vision. 

Instructions: For each situation listed below, choose a framework(s) that would work best. Explain you decision. 

1. You and a friend have owned and operated a small business for the last two years by your selves. You have just taken on two large and important accounts. To meet the needs of these accounts, plus the ones you already have, you hire six new employees. Capital is tight and an important deadline is approaching. 

Leadership approach(s):

Why: 

2. You lead the production department in a manufacturing plant. It is a large company with divisions spread around the country. They have been in business for the past 15 years. Lately, the company has been starting to lag behind the competition. But, you are about to start producing an exciting new product which could put your company back in the lead. The product line requires new technology to produce and it is an extremely complicated procedure. 

Leadership approach(s):

Why: 

3. You have just been promoted to a supervisor after working as a clerk for the last three years. Many of your coworkers are happy for you, but you have heard that a couple of them are not pleased because they also applied for the job and they thought they were better suited for the position. 

Leadership approach(s):

Why: 

4. Like many retailers, your busiest time is during the Christmas holiday season. You lead the sales department and have brought on almost as many temporary workers as compared to your regular staff. They all need a lot of training to meet your company standards. 

Leadership approach(s):

Why: 

5. You lead a small group within the accounting department of a large corporation. The Chief Financial Officer and several of his key advisors have just been fired after an outside audit turned up several misappropriations. 

Leadership approach(s):

Why: 

6. You are a supervisor and your boss is a complete authoritarian (autocratic) manager. Some of your peers have a nick-name for this person, "The Little Dictator." You believe that the employees who work for you deserve better, so you have always been a buffer between the manager and them. 

Leadership approach(s):

Why: 

7. You lead a department of highly educated and skilled computer programmers. There is a shortage of these workers and they always seem to be moving on to other companies for either better pay, better benefits, a project that interest them, or to learn a new programming skill. 

Leadership approach(s):

Why: 

8. You lead a department of unskilled workers who work on an assembly line. They make just above minimum wage and are not highly motivated, yet your manager expects you to maintain a high production quota. 

Leadership approach(s):

Why: 

6 – Leadership Questionnaire 

Objective: To determine the degree that a person likes working with tasks and other people. 

Instructions: Have the learners complete the questionnaire located on the next four pages (make copies for each learner). After they have completed the questionnaire, they need to transfer their answers to the columns provided in the scoring section:

· Total the scores in each column and multiply each total by 0.2. For example, in the first column (People), if they answered 5, 3, 4, 4, 3, 2, 5, 4, 3 then their final score is = 33 X 0.2 = 6.6. This final score is plotted along the vertical axis in the matrix.  

· Next, total the final score for the second column (Task), and plot this score on the horizontal axis of the matrix.  

· Finally, have them intersect the lines to see in what area they normally operate out of -- Authoritarian, Impoverished, Team Leader, or Country Club.

Notes

People and Mission

Some may ask, "In order to get a perfect score I would have to max out statements 2 (Nothing is more important than accomplishing a goal or task) and 14 (Nothing is more important than building a great team), but this would be a paradox." 

One of the mottos of the U.S. Army is "People and mission first." That is, nothing is more important than accomplishing the mission and nothing is more important than looking out for the welfare of the people. A good leader can do both! 

Relationships with Others

For statement 10 - "When correcting mistakes, I do not worry about jeopardizing relationships," some people might believe that a "people-person" would put a low score to this question. They might believe that a "people-oriented" person would not want to jeopardize a relationship.

But, if a leader really cared about the person, would the relationship (being friends) be more important or would guiding the person on to the correct behavior be more important? Lets put it in a "leader-teacher" relationship - If you did not correct your learner's mistakes, would that make you a more "people" teacher? Probably not. Good leaders do what it takes to build and develop the people around them. The "relationship" is not what makes them tick...guiding others onto greatness is what a "people" leader is all about.

This question helps to separate the "country club leaders" who want to be friends with everyone; the "impoverish leaders" who are afraid they might make waves; and the real "people leaders" who are more concerned with coaching others so that they benefit the team. That is, if the leader lets one of her peers continue with the incorrect behavior, does this help or hinder the other members of the team? It is best not to picture a "people" leader as a friend, but as a person who concerned with the growth and welfare of others.

Instead of presenting a manager with a dilemma of choosing one or the other alternative, it shows how a leader can simultaneously maximize both production oriented methods and those that are people orientated.

Reliability and Validity

This assessment is a learning tool so it has never been formally tested for reliability and validity. However, it has been improved upon by using feedback from learners who have taken it and trainers who have used it. 

Self Assessment

The research shows that people can do a good job of assessing themselves. For studies and reference, see http://www.nwlink.com/~donclark/hrd/learning/self.html
A perfect score is a nine in both categories of People and Tasks. If a learner gave him or herself a perfect score or close to it, they are being too easy on themselves – they might need help in performing reflections. See http://www.nwlink.com/~donclark/hrd/development/reflection.html
Questionnaire 

Below is a list of statements about leadership behavior. Read each one carefully, then, using the scale below, decide the extent to which it actually applies to you. For best results, answer as truthfully as possible. 

never          sometimes          always

0       1      2           3      4        5

1. _______    I encourage my team to participate when it comes decision-making time and I try to implement their ideas and suggestions. 

2. _______    Nothing is more important than accomplishing a goal or task. 

3. _______    I closely monitor the schedule to ensure a task or project will be completed in time. 

4. _______    I enjoy coaching people on new tasks and procedures. 

5. _______    The more challenging a task is, the more I enjoy it. 

6. _______    I encourage my employees to be creative about their job. 

7. _______    When seeing a complex task through to completion, I ensure that every detail is accounted for. 

8. _______    I find it easy to carry out several complicated tasks at once. 

9. _______    I enjoy reading articles, books, and journals about training, leadership, and psychology; and then putting what I have read into action.

10. _______    When correcting mistakes, I do not worry about jeopardizing relationships.

11. _______    I manage my time very efficiently. 

12. _______    I enjoy explaining the intricacies and details of a complex task or project to my employees. 

13. _______    Breaking large projects into small manageable tasks is second nature to me. 

14. _______    Nothing is more important than building a great team. 

15. _______    I enjoy analyzing problems. 

16. _______    I honor other people's boundaries. 

17. _______    Counseling my employees to improve their performance or behavior is second nature to me. 

18. _______    I enjoy reading articles, books, and trade journals about my profession; and then implementing the new procedures I have learned. 

Scoring Section 

After completing the questionnaire, transfer your answers to the spaces below: 

People (Vertical Dimension)
1.______  

4.______  

6.______  

9.______  

10.______  

12.______  

14.______  

16.______  

17.______  

TOTAL ________ 

X 0.2 = ________  (multiple the Total by 0.2 to get your final score) 

Task (Horizontal Dimension)

2.______ 

3.______  

5.______  

7.______  

8.______  

11.______  

13.______  

15.______  

18.______  

TOTAL ________ 

X 0.2 ________  (multiple the Total by 0.2 to get your final score) 

matrix

Plot your final scores on the graph below by placing a dot next to people score on the vertical axis and a dot next to the task score on the horizontal axis. Then, draw two lines from each dot until they intersect. The area of intersection is the leadership dimension that you operate out of. 
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The Results 

This chart will give you an idea of your leadership style. But, like any other instrument that attempts to profile a person, you have to take in other factors, such as -- how does your manager and employees rate you as a leader, do you get your job done, do you take care of your employees, etc. This is because no two-dimensional model could possible account for all the factors and some people rate themselves softer or hander than other people (your conception of a rating of 4 is different than other people's. 

A perfect score is a nine in both categories of People and Tasks. 

You should review the statements in the survey and reflect on the low scores by asking yourself, "If I scored higher in that area, would I be a more effective leader?" And if the answer is yes, then it should become a personal action item.

Notes 

People and Mission

Some may ask, "In order to get a perfect score I would have to max out statements 2 (Nothing is more important than accomplishing a goal or task) and 14 (Nothing is more important than building a great team). But wouldn't this be a paradox?" One of the mottoes of the U.S. Army is "People and mission first." That is, nothing is more important than accomplishing the mission and nothing is more important than looking out for the welfare of the people. A good leader can do both!

Relationships With Others

For statement 10, "When correcting mistakes, I do not worry about jeopardizing relationships," some people might believe that a "people-person" would put a low score to this question. They might believe that a "people-oriented" person will not want to jeopardize a relationship. 

But, if a leader really cared about the person, would the relationship (being friends) be more important or would guiding the person on to the correct behavior be more important? Lets put it in a "leader-teacher" relationship - If you did not correct your learner's mistakes, would that make you a more "people" teacher? I don't think so. Good leaders do what it takes to build and develop the people around them. The "relationship" is not what makes them tick...guiding others onto greatness is what a "people" leader is all about. 

This question helps to separate the "country club leaders" who want to be friends with everyone; the "impoverish leaders" who are afraid they might make waves; and the real "people leaders" who are more concerned with coaching others so that they benefit the team. That is, if the leader lets one of her peers continue with the incorrect behavior, does this help or hinder the other members of the team? It is best not to picture a "people" leader as a friend, but as a person who concerned with the growth and welfare of others.

Reference

7 - Leadership Style Survey 

Objective: To determine the degree of leadership style. 

Instructions: Have the learners complete the Leadership Style Survey located on the next 3 pages (make copies for each learner). 

Final Thoughts: Normally, some of the best leaders operate out of the participative mode and use the other two modes as needed. The exception would be a leader who has a new crew or temporary work force, who would probably be operating out of the authoritarian mode. On the other side of the coin, a leader who has a crew of professionals or a crew that knows more than she or he does, would probably operate out of the delegative mode. 

Leaders, who want their employees to grow, use a participative style of leadership. As they "grow" into their jobs, then they are gradually given more authority (delegative) over their jobs.

Leadership Style Survey

This questionnaire contains statements about leadership style beliefs. Next to each statement, write the number that represents how strongly you feel about the statement by using the following scoring system: 

5 - Almost Always True 

4 - Frequently True 

3 - Occasionally True 

2 - Seldom True 

1 - Almost Never True 

Be honest about your choices as there are no right or wrong answers - it is only for your own self-assessment.

1. ______ I always retain the final decision-making authority within my department or team. 

2. ______ I always try to include one or more employees in determining what to do and how to do it. However, I maintain the final decision making authority. 

3. ______ My employees and I always vote whenever a major decision has to be made. 

4. ______ I do not consider suggestions made by my employees, as I do not have the time for them. 

5. ______ I ask for employee ideas and input on upcoming plans and projects. 

6. ______ For a major decision to pass in my department, it must have the approval of each individual or the majority. 

7. ______ I tell my employees what has to be done and how to do it.

8. ______ When things go wrong and I need to create a strategy to keep a project or process running on schedule, I call a meeting to get my employee's advice. 

9. ______ To get information out, I send it by email, memos, or voice mail; very rarely is a meeting called. My employees are then expected to act upon the information. 

10. ______ When someone makes a mistake, I tell him or her not to ever do that again and make a note of it. 

11. ______ I want to create an environment where the employees take ownership of the project. I allow them to participate in the decision making process. 

12. ______ I allow my employees to determine what needs to be done and how to do it. 

13. ______ New hires are not allowed to make any decisions unless it is approved by me first. 

14. ______ I ask employees for their vision of where they see their jobs going and then use their vision where appropriate. 

15. ______ My workers know more about their jobs than me, so I allow them to carry out the decisions to do their job. 

16. ______ When something goes wrong, I tell my employees that a procedure is not working correctly and I establish a new one. 

17. ______ I allow my employees to set priorities with my guidance. 

18. ______ I delegate tasks in order to implement a new procedure or process. 

19. ______ I closely monitor my employees to ensure they are performing correctly. 

20. ______ When there are differences in role expectations, I work with them to resolve the differences.

21. ______ Each individual is responsible for defining their job. 

22. ______ I like the power that my leadership position holds over subordinates. 

23. ______ I like to use my leadership power to help subordinates grow. 

24. ______ I like to share my leadership power with my subordinates. 

25. ______ Employees must be directed or threatened with punishment in order to get them to achieve the organizational objectives. 

26. ______ Employees will exercise self-direction if they are committed to the objectives. 

27. ______ Employees have the right to determine their own organizational objectives. 

28. ______ Employees seek mainly security. 

29. ______ Employees know how to use creativity and ingenuity to solve organizational problems. 

30. ______ My employees can lead themselves just as well as I can. 

Scoring

In the fill-in lines below, mark the score of each item on the questionnaire. For example, if you scored item one with a 3 (Occasionally), then enter a 3 next to Item One. When you have entered all the scores for each question, total each of the three columns.  

Item Score 
Item Score 
Item Score 

1   ______ 
2   ______ 
3   ______ 

4   ______ 
5   ______ 
6   ______ 

7   ______ 
8   ______ 
9   ______ 

10 ______ 
11 ______ 
12 ______ 

13 ______ 
14 ______ 
15 ______ 

16 ______ 
17 ______ 
18 ______ 

19 ______ 
20 ______ 
21 ______ 

22 ______ 
23 ______ 
24 ______ 

25 ______ 
26 ______ 
27 ______ 

28 ______ 
29 ______ 
30 ______ 

Total  _______ 
Total  _______
Total  _______

Authoritarian Style 
Delegative Style 
Participative Style

  (autocratic)                 
(democratic)                 
(free reign) 

This questionnaire is to help you assess what leadership style you normally operate out of. The lowest score possible for a stage is 10 (Almost never) while the highest score possible for a stage is 50 (Almost always). 

The highest of the three scores indicates what style of leadership you normally use. If your highest score is 40 or more, it is a strong indicator of your normal style. 

The lowest of the three scores is an indicator of the style you least use. If your lowest score is 20 or less, it is a strong indicator that you normally do not operate out of this mode. 

If two of the scores are close to the same, you might be going through a transition phase, either personally or at work, except, if you score high in both the participative and the delegative then you are probably a delegative leader.

If there is only a small difference between the three scores, then this indicates that you have no clear perception of the mode you operate out of, or you are a new leader and are trying to feel out the correct style for you.

8 - Leadership Style Discussion and Reflection

Objective: To recognize that a good leader uses all three styles of leadership: authoritarian (autocratic), participative (democratic), and delegative (free reign). 

Instructions (Exercise 1): Divide the class into small groups (3 to 4 learners). Give each learner a copy of the exercise (1 page) to read and make notes. The first Exercise is to help the learners recognize the three leadership styles. There are no correct answers. Each individual must realize that each person reacts differently to certain situations. But the goal is to act like a leader for that situation. 

Instructions (Exercise 2): After they have completed the first activity, give each learner a copy of the second exercise (1 page) to read and make notes. The learners will work on the second exercise by themselves. It is a reflection period on the past to determine what leadership style was used and if a different style would have been better. After about 20 minutes, have them discuss their reflections.

Exercise One: Small Group Activity

Listed below are some scenarios of different leadership styles. Determine what style is being used, and then discuss if it is correct for the situation or if a different style would work better. 

Helpful hint - you have probably been in a similar situation...what was your reaction to that style at the time? 

Scenario 1: A business major is leading a team of research scientist working on new ways to use plastic. Although the team discusses the merits of each ideal and project, she retains the final decision making authority.

Scenario 2: A new supervisor has just been put in charge of the production line. He immediately starts by telling the crew what changes need to be made. When some suggestions are made, he tells them he does not have time to consider them.

Scenario 3: A construction crew has worked together for the last four years with very little changeover in personnel. They always vote whenever a decision has to be made on how to proceed with the project.

Scenario 4: The owner of a small electronic store starts every day by telling the three employees what has to be done and how to do it.

Scenario 5: An inspection line has no supervisor. They are expected to have the correct staffing, procedures, and expertise on each shift to ensure no defective parts gets pass them.

Scenario 6: A new squad leader is just assigned overseas. She immediately calls her squad together for a meeting and asks for their ideas and input on an upcoming field training exercise.

Scenario 7: There are seven people on a special project team and each individual is from a different department. Although a leader was elected, for a decision to pass it must have the approval of each individual.

Scenario 8: A small department performs the same functions every day. To get information out, the supervisor sends it by email or voice mail, very rarely is a meeting called.

Scenario 9: A forklift has its forks raised in the air to put some material in the racks. An employee darts under the forks (safety violation) so he can get back to his work-station in time. The supervisor tells him very sternly not to ever do that again and notes it in his log.

Scenario 10: A project is running late. The manager puts out a course of action to take to try to put it back on track. Later that week she calls a meeting of all supervisors and key players to create a strategy to keep the project running on schedule.

Scenario 11 : A manager is working on the budget. He is told to get a hot project running immediately. He calls his staff together and explains the project. He then tells them to get it up and going while he completes the budget.

Scenario 12: A newly hired supervisor is not allowed to make any decisions unless it is approved by the manager first. 

Activity Two: Individual Reflection

Below each of the 3 statements below, write some comments about it, such as: 

· Did it work?

· Could a different style have worked better?

· How did the employees feel about the decision?

· Did everyone learn from that style and what did they learn?

· Which style is easiest to use (why)?

· Which style do you prefer the leaders above you to use (why)?

Reflection 1: Think of a time when you, or a leader above you, used the authoritarian (autocratic) style of leadership. 

Reflection 2: Think of a time when you, or a leader above you, used the participative (democratic) style of leadership. 

Reflection 3: Think of a time when you, or a leader above you, used the delegative (free reign) style of leadership. 

9 – (Review) Frame Game

Give each learner four blank cards and instruct them to fill in four different responses on the subject: "What were the main topics of the material we just covered and list a few of the principles of that topic?" Give them about 10 minutes to complete the exercise, then collect the cards, shuffle them, and randomly deal three cards to each learner. 

Note: You can make up four cards of your own, however they should be philosophically unacceptable with the principles presented.

Ask everyone, in turn, to read the cards that they received, and then to arrange them in order of personal preference. 

Place the extra cards on the table and allow the learners to replace the cards in their hand that they do not like. Next, ask them to exchange cards with each other. They must exchange at least one card. 

After about three minutes, form them into teams and ask each team to select the three cards that they like the best. Give them time to choose, then have them create a graphic poster to reflect the final three cards. 

Select or vote on best poster that best represents the topic. 

10 – (Review) Ball Toss

This is a review and wake-up exercise for material that requires heavy concentration. Have everyone stand up and form a resemblance of a circle. It does not have to be perfect, but the learners should all be facing in, looking at each other. Toss a Nerf ball, beanbag, or similar object to a person. The person catching the ball should tell what he or she thought the most important learning concept was. He or she, in turn, tosses the ball to someone else and that person explains what he or she thought the most important concept was. Continue the exercise until everyone has caught the ball at least once and has explained a concept of the material covered.

11 – Pareto Principle

On the following page is a reading. Make one copy for each learner and then either read it silently or discuss it aloud. 

After the reading, break the class into small groups and perform the activity.

After they have performed the small group activity, bring them back into one large group and ask them for some ideals on how to identify the 20% of causes that we need to identify.

NOTE: This small group activity helps them to learn two thinks: 1) things that are important to change and 2) others' desires and frustrations.
Pareto Principle

Reading
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Vilfredo Pareto, a 19th century economist, theorized that most effects come from relatively few causes; that is, 80% of the effects come from 20% of the possible causes. For example, 20% of the inventory items in the supply chain of an organization accounts for 80% of the inventory value.  

By performing a little research, we can have the greatest affect by fixing the small twenty percent of causes that account for 80 percent of the problems. 

Many people fall into the time wasting trap of trying to fix the 80% of the causes that only account for 20% of the problems. They believe that since that since that 80% encompasses so much, they are really getting something accomplished. 

Your visions need to picture the 20% that will have the greatest effect on your organization. Although it is nice to have small victories now and then by going after part of that easy 80%, focus on the few things that will have the greatest impact...that is what a good leader does.

Small Group Activity

You have just found a magic wand that allows you to change one item in three work-related activities:

1) Your boss

2) Your coworkers,

3) An important project. 

Discuss the changes you would make. 

12 - Visioning 

Objective: Create and implement visions.   

Instructions: Divide the class into small groups. Pass out copies of the three following scenarios (3 pages) to each learner. Have them read and discuss the following scenarios by creating a vision, establishing goals, defining objectives, determining tasks, establish a priority for the tasks, and finally following up, measuring, and checking to see if the team is doing what is required.


Note: For a shorter activity, each group may work on one different scenario. 

After they have completed the activity, have them form into one large group and discuss their findings.

Visioning 1

You were recently hired as the distribution supervisor in a medium size mail order company that is known for making excellent gift items. You oversee 20 employees who pick, pack, and ship about 3,000 orders a day. Each order is worth on an average of $65.00 and contains an average of three items. An auditing program was started by your predecessor. You have been studying the results and have determined that the accuracy rate of all orders shipped is running at about 94%. About 4% of the orders shipped have the wrong quantity of items, while about 2% of the orders have the wrong product.  From past experience and from what you have gleamed from trade publications, you believe that the accuracy rate should be at least 98%. Also, the president of your division recently stated that one of the top priorities is to reduce adjustments in half this year. You know that many of the adjustments made in the warehouse are because the wrong item or quantity of item was shipped. You start reflecting on what you want your department to look like... 

Vision:   

Goals: 

Objectives:   


Tasks:   

Time lines:  

Follow up and measure:   


Vision 2 

You have just been promoted to the shift supervisor in a nice restaurant. You were just about to complete some paperwork when the owner walks up to you and remarks, "I don't know what to do with today's workers! They just don't know what customer service is! Why, if they just worked at it they could double their tips and increase our repeat business. Our customers just don't seem to be returning like they used to!" You finish you paperwork and start to think about what was said. You see a challenge ahead of you...

Vision:   

Goals: 

Objectives:   


Tasks:   

Time lines:  

Follow up and measure:   


Vision 3 

3. You are a supervisor in the training department of a large organization. During a staff meeting, your manager informs the group that almost every training development project went over budget during the last fiscal year and that this trend cannot continue. The manager has personally charged each supervisor with the responsibility of bringing each project within budget. That night the supervisors gather for a late meeting to review the projects to see where the dollars are being spent in each project. A trend begins to emerge - every project is under budget in the analysis phase, but during the development and/or evaluation phase, they start to go over budget. The group begins to brainstorm on what needs to be done... 

Vision:   

Goals: 

Objectives:   


Tasks:   

Time lines:  

Follow up and measure:   


13 - Supervising the Vision

Objective: To gain the skills needed to set and reach visions. 

Method: Specific details have been omitted to provide this activity with a high degree of versatility. For example, it can be “action learning” (in which real objectives get accomplished), a “dry-run” in which the students learn the basic steps through a simulation, or a combination of both. Note that the more real it becomes, the longer it will take to accomplish.

Time: This is a long activity, but its aim is to transfer one of the most important skill sets that a new leader requires – getting goals accomplished though the leader’s followers. There are four main sections to this activity:

· Brainstorming -1 to 4 hours.

· Six Steps of Goal Setting - 2 to 4 hours for the.

· Supervising the Vision - 1 to 8 hours for.

· Closing – 15 minutes

If action learning (the activity is applied to the learner’s job) is used, then it should take about 4 to 8 hours depending upon the learner’s vision. Note that if the goals are long and complicated, it could take much longer

If the activity is practice only (simulations are used), then it should take about 3 to 4 hours to complete the entire activity.

Materials: Flip chart, marking pens, large Post-It notes, and enough copies of the learner activity guide (follows this set of instructions).

Instructions: 

This activity has four sections: 1) brainstorming the vision, 2) the six steps of goal setting, 3) supervising the vision, and 4) closing.

1. Brainstorming Session – In this section, the learners will create a vision. While the other sections may be simulated, brainstorming should actually be performed (it is hard to simulate). See Chapter 12 in the learners guide – “Creative problem Solving” for more ideas on brainstorming. While there are a number of ways to conduct brainstorming, one method is listed below.

The group of learners will determine the type of brainstorming session. For example, if the learners are from the same department, location, plant, etc. then they might want to create a central vision in which they will all take part in implementing, such as improving a process. If they are learners from the same school, they might want to do something that will help or improve the school. If the learners are from separate companies, but the same industry (such as food manufactures), then you might reflect back on some reoccurring themes from past classes and choose a topic that interests them all. NOTE: If the learners have very little in common, you can pick a process or topic and then using the process below, ask them to describe a “best” or “worst (reverse brainstorming)” process.

· Start the brainstorm – Ask the learners to link two central themes together. For example, one of the central themes that your learners might have brought up is “employee motivation.” You could then ask them to link the words “employee motivation” to “customers.” 
· Two good themes to throw in are “customers” and “process improvement.” “Cost-cutting” is a bad goal -- when your goal is to cut costs, you start throwing things away. Pretty soon you are down to the bare minimal, and the next thing you know, you are throwing out processes that generate revenue. This puts the organization into a viscous cycle by throwing out the very thing it needs -- revenue-generating processes. Instead, concentrate on identifying processes, targeting the inefficient ones, performing process improvement, and then continuing the cycle (remember, it is actually "continuous" process improvement).
· As they name the words, write them on Post-It notes or butcher paper (leave plenty of space between words) – you want to be able to insert words as needed.
· A very short example of some of the word links they might use are “employee motivation”  – repetitious tasks – not paying attention to details – mistakes – poor quality product - dissatisfied  “customers.”

· If their list is too short (like the above example), ask for more details (this is why the method that you use to record the words must have an option for inserting words.

· Once you have a good size list, take a short break.

· When they return, ask them to reflect on the words and themes and to start tossing out ideas for improvement, visions, goals, etc. Record these “possible goals” on a flip chart.

· Depending upon your group of learners (how much they have in common), you may close the brainstorming session in a number of ways: 

· Ask each learner to select a vision from the possible options.

· Break the learners into small groups and ask each group to select a vision.

· Ask the group as a whole to select a vision (see chapter 12 for selection methods).

2. The “Six steps of Goal Setting” is now used for formulating plans to execute the vision. 

· NOTE: Hand out a copy of the learner activity guide (follows this set of instructions) to each learner. 

· Tie the above brainstorming activity to the first step of goal setting – coming up with a vision by using creative thinking, such as brainstorming.

· Have the learners fill out the “Six steps of Goal Setting.”

· Note: For step 4 (Assign tasks) -- if the learners have no personnel or if the activity is a practice or simulation, then ask the learners to describe the number of personal and the skill sets that will be required to reach the objectives.

3. The second part of the activity handout, “Supervising the Vision,” is a guide for executing the vision:

· Note that this section could take the longest or the shortest to complete. If the learners actually implement their plans during class, it could take from hours to days, to weeks depending upon the vision and goals that they have selected to implement. One possible solution to this lengthy time frame is that they perform this section at their place of work. They could then report back to you as required. On the other hand, if they do not implement their plans, it might only take an hour or two for them to come up with a few imaginary scenarios.

4. Closing – Tie this three step process together for clarification:

· “Brainstorming” creates the vision.

· “The Six Steps of Goal Setting” is a plan for executing the vision.

”Supervising the Vision” gets the vision accomplished.

Supervising the Vision

The Six Steps of Goal Setting 

Using the guide below, write down your plans for reaching your vision.

1) Step 1, Create Vision – (This was accomplished in the brainstorming activity):

2) Step 2, Set Goal – What will you be accomplishing?

3) Steps 3, Set Objectives - What major steps must you accomplish to reach your goal?

4) Step 4, Assign Tasks - What tasks need to be accomplished to reach each objective and who and what skill-sets are required?

5) Step 5 - Set Time-line - How long will it require to accomplish each task and what tasks must be accomplished before other tasks can begin?

6) Step 6 - Follow-up: What will you check to ensure that the objectives are being accomplished as schedule?

Supervising the Vision

1. Once the tasks have been assigned (Supervising the Vision - Step 4), each team member needs to provide feedback to you, the supervisor. Also, note that you can use past feedback indicators, such as prior performance or job experience to determine if they need additional help, coaching, training, etc.

Question to ask: What skills, knowledge, direction, guidance, etc. does each team member require from me (or another source, such as the training department), in order to achieve the reach the desired objectives?

2. Supervise the team members - lead, coach, and support team members as required (on going throughout entire process).

3. Supervisor’s feedback to team member - provide constructive and positive feedback that will support the team effort (on going throughout entire process).

4. Evaluate such metrics as worth, quantity, quality of work - Use the checklist and benchmarks as a guide (Supervising the Vision - Step 6), make adjustments that will achieve the objectives.

14 - Lessons From Geese 

Objective - How relying on others promotes the goals of the team.  Pass out the following short story to each learner (1 page).

Read and discuss.

Lessons From Geese 

Fact 1  

As each goose flaps its wings, it creates an "uplift" for the birds that follow. By flying in a "V" formation, the whole flock adds 71% greater flying range than if each bird flew alone.  

Lesson  

People who share a common direction and sense of community can get where they are going quicker and easier because they are traveling on the thrust of each other.  

Fact 2  

When a goose falls out of formation, it suddenly feels the drag and resistance of flying alone. It quickly moves back into formation to take advantage of the lifting power of the bird immediately in front of it.  

Lesson  

If we have as much sense as a goose, we stay in formation with those headed where we want to go. We are willing to accept their help and give our help to others.  

Fact 3  

When the lead bird tires, it rotates back into the formation to take advantage of the lifting power of the bird immediately in front of it.  

Lesson 

It pays to take turns doing the hard tasks and sharing leadership. As with geese, people are interdependent on each other's skills, capabilities, and unique arrangements of gifts, talents, or resources.  

Fact 4  

The geese flying in formation honk to encourage those up front to keep up their speed.  

Lesson

We need to make sure our honking is encouraging. In groups where there is encouragement, the production is much greater. The power of encouragement (to stand by one's heart or core values and to encourage the heart and core values of others) is the quality of honking we seek.  

Fact 5  

When a goose gets sick, wounded, or shot down, two geese drop out of formation and follow it down to help and protect it. They stay with it until it dies or is able to fly again. Then, they launch out with another formation or catch up with the flock.  

Lesson  

If we have as much sense of geese, we will stand by each other in difficult times as well as when we're strong.


Notes  

Lessons From Geese was transcribed from a speech given by Angeles Arrien at the 1991 Organizational Development Network and was based on the work of Milton Olson. It circulated to Outward Bound staff throughout the United States.  

15 - Hooker Chemical and the "Three Spheres of Need"

Instructions: On the following page is a short case study. Divide the class into small groups. Have the learners read the case and answer the questions.

After they have finished (about 30 minutes), bring the groups back together and ask:

1. Why did Hooker Chemical fail in its environmental responsibility? -- It failed to find the place where all "Three Spheres of Need" overlap. NOTE: Visual Aid 6 (slide 6)– The Three Spheres of Need (shows the three needs overlapping).

2. How often are major decisions made teams within organizations by using the three spheres of needs? – No real answer, discussion only.

3. How often should the “three spheres of needs” be considered when making major decisions? Would organizations be better or worse off if they always considered it? Why? – No real answer, discussion only.

Hooker Chemical and the "Three Spheres of Need"

In the late 1960s, Occidental Petroleum acquired Hooker Chemicals, a company with plants in upstate New York (Niagara Falls). During the 1952 - 1956 period, Hooker Chemicals had buried hazardous chemical wastes in the abandoned Love Canal. After the canal was filled, it was covered with mud and dirt and forgotten. Later, it was sold for the price of $1 to local municipal authorities and became the site of a school playground and residential housing. 

In 1974, residents of the area noticed a foul smell emanating from the site and chemicals leaching from the ground. This started a process of media and governmental investigations and heightening public concerns about health and safety of area residents. Before long, Occidental Petroleum found itself in the middle of a major crisis that threatened its finances, tarnished its image, and tied it up in lawsuits for several years.

The Three Spheres of Need

Organizations make decisions that effect three spheres of need:

· Money - finance, sales, etc.

· People - employees, managers, their families, etc.

· Common Good - society, environment, etc.

Your team is charged with coming up with a long-range plan that will get Occidental back on track so that it can concentrate on its core business. Using the “The Three Spheres of Need “ as a guide (shown above), complete the “Six Steps to Team Problem Solving:”

1) Define your team’s goal and objectives.

2) Why do you need to accomplish this?

3) Define the obstacles that will prevent your team from achieving what it wants. 

4) What actions do you need to perform to reach your objectives?

5) Challenge the obstacles that were defined in step three. How can you change, work around, or eliminate any impediments that might block your path to success?

6) Take action now! In the first 5 steps, you laid out the groundwork. If this was real, what would each team member first task be to get the ball rolling?

16 - The Comfort Zone

Instructions: 

1. Before class, set the desks up in the "traditional" classroom row style (see Appendix C – Training Room Design – seating arrangements). Next, set your stage (podium, flip chart, etc.) in the back of the class so you are facing the backs of the learner’s. Start your presentation (you will be behind them, facing their backs). Explain to them that this is how a lot of change is implemented in organizations. The leaders get behind their employees and attempt to "push" them into change. Moreover, the “change” is about as successful as trying to conduct a class this way!

2. Also, point out that this is how a lot of traditional organizations are set up, in nice even rows (departments), where it is hard to communicate and learn from each other. However, real teams develop when we break out of our comfort zones and design organizations that have cross-functional teams that work with each other. Ask them to rearrange the room so that real learning, communication, and teamwork can take place. Depending upon your learners, you might have to give them a few pointers to get started, but then get out of the way. You might also want to make copies of “Appendix C – Training Room Design – seating arrangements” and pass them out to the learners.

3. Pass out the handout on the next page. Have them spend about 10 minutes answering, “What puts me in the Comfort Zone?” and “What puts me in the Fear Zone?”

4. Once they have finished filling out their sections, have them discuss their comfort and fear zones (about 20 minutes).

5. Finally, after discussing their comfort and fear zones, have them discuss their learning zones (about 15 minutes). NOTE: if we get too comfortable, there is no need to change, and to learn, we change.

6. During the next break or after lunch, have them rearrange the room again, using some of the techniques that they learned. This can be repeated several more times, depending upon the length of the course. But, each time they change the setting, it needs to reinforce something that they previously learned. 

The Comfort Zone

We must become the change we want to see.

· Mahatma Gandhi

What puts me in the Comfort Zone?


What puts me in the Fear Zone?

[image: image2.png]Learning Zone
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What puts other in the Comfort Zone?


What puts others in the Fear Zone?

What puts us in the learning zone?

17 - Identifying Performance Problems

Instructions: 

1. Give each learner a copy of the Performance Analysis Matrix (next page). 

2. Direct the learners to draw a mental image of an employee they know who is not performing adequately. With their knowledge of the facts available, ask them to select an intersection point in the Performance Analysis Matrix that best portrays their answers to the two questions on the vertical and horizontal axes dealing with knowledge and attitude:

· Does the employee have adequate job knowledge?

· Does the employee have the proper attitude to perform the job?

3. Have them discuss their answers and then explain how such analysis might provide clues to the four different solutions. NOTE: Although there are normally several solutions to a problem, it is only by getting to the root of the problem that a correct solution can be devised. 

4. Ask the following questions:

· How does the definition of a performance problem impact upon the general strategy for solving it? (See four quadrants) 

· Considering the employee performance problems in your company, is there any pattern to the form they take? (e.g. are most in Quadrant A) 

· What implications does this model have for the role of a supervisor as a problem-solver? 

Identifying Performance Problems
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Quadrant A: If the employee has sufficient job knowledge but has an improper attitude, this may be classed as motivational problem. The consequences (rewards) of the person's behavior will have to be adjusted. 

Quadrant B: If the employee has both job knowledge and a favorable attitude, but performance is unsatisfactory, then the problem may be out of control of the employee. i.e. resources are lacking, time pressures. An environmental analysis is called for. 

Quadrant C: If the employee lacks both job knowledge and a favorable attitude, that person may be improperly placed in the position. This may imply a problem with employee selection, and suggest that transfer or discharge be considered. 

Quadrant D: If the employee desires to perform, but lacks the requisite job knowledge or skills, then additional training may be the answer. 

18 - Positive Reinforcement

Instructions:

1) Give each learner a copy of "Positive Reinforcement" (3 pages) that follows these instructions.

2) Discuss the definition of positive reinforcement. Try to give a few real life examples that you have seen. 

3) Divide the class into small groups. Have them discuss the “Positive Reward Example”. This exercise allows the learners to see the differences between examples and non-examples that have similar content. 

a) Ask them to pay particular attention to the difference between each pair. 

b) Once they have finished, assemble them back into one group and discuss why is one a good example and another is not. Answer key: 
i) Example 1: The first item is an example of positive reinforcement. First, a consequence was presented dependent upon the target behavior. The greetings were dependent on arriving on time because there was an if-then relationship: If early arrival occurred, a greeting was presented, but if they were late, no greeting was given. Secondly, there was an increase in the level of arriving on time. Third, the increase in the level of arriving on time was due to the dependency between early arrival and the greeting. The second item is not an example of reinforcement because there is no mention of an increase in the level of the target behavior. There must be an increase in some measure of the behavior in order to say that reinforcement has occurred.

ii) Example 2: The first item is an example of positive reinforcement. First, the praise and admiration were presented dependent on teamwork because there was an if-then relationship between teamwork and praise and admiration. Secondly, the level of teamwork increased. Third, the increase in teamwork was due to the dependency between teamwork and praise. The second item is not an example of positive reinforcement because the presentation of the consequences, praise and admiration, was not response-dependent. In order to say that an increase in behavior is due to reinforcement, the behavior must have a response-dependent consequence; there must be an if-then relationship between the behavior and the consequence. In this example, there is no mention of an if-then relationship between the teamwork and the presentation of praise and admiration, hence, it is said to be response-independent.

iii) Example 3: The first item is an example of positive reinforcement. Praise was presented dependent on correct kit builds, correct kit builds increased, and correct kit builds increased because of the dependent relationship of kit builds and consequences. The second item is not an example of reinforcement. In this item, the increase in the target behavior is due to a rule or instruction to engage in a behavior, not to positive reinforcement. Giving a rule or an instruction to engage in a behavior can sometimes strengthen a behavior, but this strengthening is not due to the rules being response- dependent consequences. The fact that the strengthened behavior in the second item was not due to a response-dependent consequence is shown because Susan's rules improved the workers' performance even when they were presented before the target behavior had occurred. In general, do not classify items in which rules or instructions to engage in the behavior are used as examples of reinforcement.

iv) Example 4: The first item is an example of positive reinforcement because presentation of attention was dependent upon the target behavior of being considerate to others and this resulted in an increase in the level of the target behavior. The second item is not an example of positive reinforcement because there was no stimulus presentation dependent upon the target behavior. Instead in the second item, the stimulus change was dependent upon behavior other than the target behavior (i.e., dependent on not engaging in the target behavior). To say positive reinforcement has occurred, a stimulus must be presented following and dependent upon the target behavior, not dependent on behavior other than the target behavior or dependent on the failure to engage in the target behavior.

v) Example 5: The first item is an example of positive reinforcement because the supervisor's disapproval was presented dependent on the foul language and this caused an increase in the level of the target behaviors. As illustrated in this item, stimuli and events that seem negative, undesirable, or even painful can act as positive reinforcers. The second item is not an example of positive reinforcement because the procedure caused a decrease in the target behavior levels, not an increase.

vi) Example 6: The first item is an example of positive reinforcement because presentation of coupons was dependent on having a clean and safe working area and the procedure caused an increase in the safety of the facility. The second item is not an example of positive reinforcement because the removal of a stimulus, the disciplinary notices, was dependent on the target behavior. Positive reinforcement involves the response-dependent presentation of a stimulus, not the response-dependent removal of a stimulus.

c) Ask them for real-life examples of positive reinforcement and other reinforcers that might have seemed like positive reinforcement. 

4) Divide the class into small groups again. Using the Practical Exercise section listed in the later part of this guide, have the learners create a positive reinforcement example for each idea listed. After they have created their examples, bring the small groups back together and discuss their work.

References 

The use of matched example/non-example pairs has been supported by research showing that it is desirable to present the learner with such pairs in which a single critical feature of the concept being taught is missing in the non-example (Carnine, 1980). 

Teaching concepts like positive reinforcement through prose examples and non-examples has been shown to be more effective than standard textbook presentations (Grant, McAvoy, & Keenan, 1982; Miller & Weaver, 1976). 
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Positive Reinforcement

Definition

Basically, there are two types of rewards:  

· Extrinsic rewards consist of pay raises, promotions, and other symbols of recognition. 

· Intrinsic rewards are not given by someone in management, but relate to the job itself and the pleasure and sense of accomplishment that it gives the employee.

Rewards must be tied directly to behavior that the manager wants repeated. The employees must know what rewards are available and know how to get them. Rewards should be administered as soon as desired behavior is present. In addition, employees should be rewarded only for what they themselves have done. 

Positive reinforcement 

This is similar to rewards. However, the definition of a positive reinforcement is more precise than that of reward: “A consequence is presented dependent on a behavior.”

· The behavior becomes more likely to occur 

· The behavior becomes more likely to occur because and only because the consequence is presented dependent on the behavior.

Reinforcement is a more precise way of controlling employee behavior. And as shown in the following examples, there are several methods of controlling behavior.

Positive Reinforcement Examples 

Listed below are six example/non-example pairs. In an example/non-example pair, an example of a concept is slightly altered to form a non-example. Read and discuss each example and non-example and determine why one is a good example of a positive reinforcement and the other is a bad example.

Example #1 

Positive reinforcement of greeting employees 

Tom was the manager of a small manufacturing plant. The employees often waited until the last minute to clock in, consequently, they were often late because too many were trying to clock in at the same time. Tom made it a point to greet and meet with the employees who were on time. He would smile and make pleasant conversation with the employees while they were clocking in. As soon as the deadline for clocking in arrived, he would depart for his office. This procedure caused the employees to start clocking in earlier so that soon, everyone was clocking in on time. 

Non-example of positive reinforcement of greeting employees 

Tom was the manager of a small manufacturing plant. The employees often waited until the last minute to clock in, consequently, they were often late because too many were trying to clock in at once. Tom made it a point to greet and meet with the employees who were on time. He would smile and make pleasant conversation with the employees while they were clocking in. As soon as the deadline for clocking in arrived, he would depart for his office. A few of the employees were happy to meet him each morning. 

Example #2 

Positive reinforcement of teamwork 

Samantha worked in the distribution department at a large organization. She was known as a loner and seldom interacted with the other employees. The departmental leaders began praising and admiring Samantha when she engaged in cooperative work with the other employees. As a result of this procedure, Samantha's level of teamwork with the others increased. 

Non-example of positive reinforcement of teamwork 

Samantha worked in the distribution department at a large organization. She was known as a loner and seldom interacted with the other employees. The departmental leaders began praising and admiring Samantha more than they had before. As a result of this procedure, Samantha's level of teamwork with the others increased. 

Example #3 

Positive reinforcement of performance 

Susan was the supervisor of production in a specialty gift company. For the busy holiday season, she brought in extra temporary workers to help assemble gift packs. The rejection rate was very high for their first kit build, so she began praising the performance of those workers who built their kits correctly. As a result of this procedure, the workers' performance improved on the rest of the kit builds. 

Non-example of positive reinforcement of performance 

Susan was the supervisor of production in a specialty gift company. For the busy holiday season, she brought in extra temporary workers to help assemble gift packs. Over the years, Susan had given a lecture in which she emphasized two rules for success in her department: work hard and pay careful attention to your work. She would sometimes give the rules before the temporary workers had done any work and would sometimes give it after they had built a few kits. No matter when she gave the lecture, it would always improve the accuracy of the kit builds. 

Example #4 

Positive reinforcement of on-feet behavior 

Jack stocked shelves for a large department store. Although he was a hard worker, he could be very rude to the other employees and customers. The supervisors implemented a procedure in which Jack was not given any attention for rude behavior. Conversely, when he was considerate to others, the supervisors and workers gave him special attention and tried to make him feel liked and appreciated. This procedure resulted in Jack engaging in a much more thoughtful behavior. 

Non-example of positive reinforcement of on-feet behavior 

Jack stocked shelves for a large department store. Although he was a hard worker, he could be very rude to the other employees and customers. The supervisors implemented a procedure in which Jack was severely lectured for any sign of rude behavior. This procedure resulted in Jack engaging in a much more thoughtful behavior. 

Example #5 

Positive reinforcement of foul language 

A supervisor in a warehouse seemed aloof and distance to the workers. Many of the employees thought he was a stuck-up snob. He began disapproving of the worker's foul language when they occurred and this resulted in an increase in the level of the foul language. 

Non-example of positive reinforcement of foul language 

A supervisor in a warehouse seemed aloof and distance to the workers. Many of the employees thought he was a stuck-up snob. He began disapproving of the worker's foul language when they occurred and this resulted in a decrease in the level of the foul language. 

Example #6 

Positive reinforcement of safe behavior 

A manufacturing facility was having trouble keeping a clean and safe working environment. In an attempt to solve the problem, the leaders began passing out coupons to workers who cleaned their area and operated in a safe manner. The coupons could be exchanged for gifts. As a result of this method, the facility later received glowing reviews from safety inspectors. 

Non-example of positive reinforcement of safe behavior 

A manufacturing facility was having trouble keeping a clean and safe working environment. In an attempt to solve the problem, the leaders gave disciplinary notices to all the workers on a regular basis. The notices were placed in the employee's records. When the leaders were satisfied that an employee's was keeping her area clean and performing safely, they stopped giving notices to that employee. As a result of this method, the facility later received glowing reviews from safety inspectors. 

Practical Exercise 

For each behavioral problem listed below, write a positive reinforcement statement. You should assume that there are no other problems with the employee and that they are good workers. Also, indicate what the expected change in behavior should be:

· An employee who leaves early from work. 

· A group of employees who almost never smile at their customers. 

· An employee who has a high number of mistakes. 

· An employee who has no initiative. 

· An employee who does not want to perform a task according to a new procedure. 

· An employee who constantly talks back when given instructions. 

19 - What Do People Want From Their Jobs? 

Directions: 

1. Give each learner a copy of the form, “What do people Want from Their Jobs.” 

2. Ask them to indicate which of the 10 items listed is felt to be of most importance in contributing to their morale. Weigh the items from 1 to 10, with 1 being the most important item, 2 being the second most important, 3 being the third most important, and so on until all 10 items have been weighted. 

3. Next, have them do the second part, on what they believe their employees’ rankings would be.

4. When they have completed their rankings, discuss the following:

Inform the group that this same scale has been given to thousands of workers across the country. The rankings were divided into two groups – supervisors and their employees, and were ranked as follows (Note, so that the learners can view the answers, display Visual Aid (Slide 10), What do People Want From Their Job?):  

Supervisors believed their employees would rank the survey as following (with the most important at the top):  

· High Wages 

· Job Security 

· Promotion in the Company 

· Good Working Conditions 

· Interesting Work 

· Personal Loyalty of Supervisor 

· Tactful Discipline 

· Full Appreciation of Work Being Done 

· Help on Personal Problems 

· Feeling of Being In On Things

However, when employees were given the same survey, their answers followed this pattern:

· Full Appreciation of Work Being Done 

· Feeling of Being In On Things 

· Help on Personal Problems 

· Job Security 

· High Wages 

· Interesting Work 

· Promotion in the Company 

· Personal Loyalty of Supervisor 

· Good Working Conditions 

· Tactful Discipline

4. Discussion Questions

· In comparing the different ratings, what might account for the different opinions? 

· In the national survey, what might be the cause of the supervisor's rankings being so different from the employees? 

· If the learners’ answers were quite different from what they believed their employees’ answered would be – ask why?

Instructors Notes:

InformationWeek performed a survey on Information Technology workers. Their list is ranked as follows (Notice that a challenging job is the number one priority):

· 1. Challenge of job or responsibilities

· 2. Flexible work schedule

· 3. Job stability

· 4. Vacation time

· 5. Benefits

· 6. Skill development and training opportunities

· 7. Opinions and knowledge are valued

· 8. Casual attire

· 9. Job atmosphere

· 10. Recognition for work well done

(InformationWeek - April 30, 2001 edition (p.52). http://www.informationweek.com/835/35uwrf.htm
As with any survey, there are a few things to keep in perspective.

· First, before telling the learners the results, let them take the survey. Then ask them what their workers’ answers might be. Then discuss the differences. The differences between the three (their answers, what their workers answers would be, and what the workers answers really are (as provided by the national survey) provide the greatest opportunity for discussion. For example, if they say their number one priority is "Challenge of job" and they believe their workers number one priority is "Pay and benefits," ask them why.

· The type of workers can significantly impact the results. For example, if the workers are mostly lower income (near the minimum pay scale), then these workers are going to be more concerned about pay and benefits (Maslow’s Hierarchy of Needs). Workers who make good money (such as the Information Technology workers) are going to have other concerns.

Note that real wages have fallen from a 1979 average of $24,000 for a high school graduate to a 1995 average of $18,000. This means for many workers, “pay and benefits“ are going to be significant issues. Also, if they are factory workers, then "Casual attire," as in the case the IT worker survey, will not be a concern. During a slowing economy, "job stability" will move up the list for many occupations or industries.

The Families and Work Institute, conducted a survey, The National Study of the Changing Workplace (See: http://bizlife.com/A_human_relations.htm), and asked a nationally representative group of 3,400 employees what they considered to be "very important" in deciding to take their current jobs. The top three reasons were:

1. Open communications (65% indicating "very important")

2. Opportunities to balance life (60%)

3. Meaningful work (59%)

For more studies:

http://www.bpa.arizona.edu/midsizebusiness/quarterly3-3/workerswant.html
USCC and Harvard study.

http://www.hr-today.com/personalcast1021998.html
Money is a "right" while other factors "motivate."

http://library.northernlight.com/PG19991020050071562.html?cb=0&sc=0#doc
Gallup survey on work and the American workplace (must purchase document).

http://www.edmontonjournal.com/careerclick/stories/010103/5035724.html
http://messenger-inquirer.com/features/business/2596183.htm
What good workers want from their company.

What do people want from their jobs?

Part 1 - Indicate which of the 10 items listed below that you feel to be of most importance in contributing to your morale. Weigh the items from 1 to 10, with 1 being the most important item, 2 being the second most important, 3 being the third most important, and so on until all 10 items have been weighted. 

________  Promotion in the Company 

________  Tactful Discipline 

________  Job Security 

________  Help with Personal Problems 

________  Personal Loyalty of Supervisor 

________  High Wages 

________  Full Appreciation of Work Done 

________  Good Working Conditions 

________  Feeling of Being In on Things 

________  Interesting Work 

Part 2 - Rank the following (as above) as to what you believe your employees’ rankings would be:

________  Promotion in the Company 

________  Tactful Discipline 

________  Job Security 

________  Help with Personal Problems 

________  Personal Loyalty of Supervisor 

________  High Wages 

________  Full Appreciation of Work Done 

________  Good Working Conditions 

________  Feeling of Being In on Things 

________  Interesting Work 

20 - Confrontation Counseling I
Directions: 

1. Divide the class into small groups to discuss the reading on the next 2 pages.

2. Once they have read and discussed it (about 10 to 15 minutes), have each group list 3 or 4 examples on a flipchart for each of the "four factors" when deciding to confront. 

3. Once they have their examples listed (about 20 to 25 minutes), bring the groups back together to discuss. 

4. Ensure they understand that:  

· They must closely reflect on their personal belief system when deciding to confront...some of their experiences are good for the situation, while others will bias the situation. (Personal Belief System) 

· They should listen to others in the organization, but as the supervisor or manager, they have they final decision on how to approach the situation...and they should do so as a leader, not as a friend, enemy, etc. (Organizational Belief System) 

· Laws and regulations will have a big impact on the situation...else the organization could face fines and/or lawsuits. (Objective Standards) 

· The Factual Reference Base is the main guiding force that will help them to select the "right" thing to do - Managers are people who do things right, while leaders are people who do the right thing. - Warren Bennis. 

What is Confrontation Counseling? 

Confrontation Counseling is not yelling, making accusations, pounding your fists on the table, or getting in someone's face. Neither is it nagging, condemning, or belittling a person. 

Confrontation Counseling is making an employee face the evidence of their performance or behavior and requiring them to decide about their future. Confronting is most successfully performed before there is a major incident. This is when the issues deal primarily with performance deterioration. 

Factors in a Decision to Confront 

There are four main influencing factors when someone makes a decision to confront an employee

· Personal Belief System

· Organizational Belief System

· Objective Standards

· Factual Reference Base. 

1. The Personal Belief System includes:  

· Cultural Attitudes 

· Unique Experiences 

· Personal Beliefs 

· Personal Attitudes

This is how a person looks and reacts to life, people, and events. For example, a retired Army Sergeant, who is use to people being on time, will probably have less of a tolerance for employees who are late than someone who has worked at home for the last 10 years. Another example is a non-drinking supervisor who has had a close family member killed by a drunk driver will have a different view on a substance abuser than someone who likes to go out and have a few drinks after work. 

2. The Organizational Belief System includes:  

· Employee-Individual Expectations 

· Employee-Group Expectations 

· Peer Group Expectations 

· Upper-Level Leadership Expectations

This is made up of the personal beliefs of individuals in different roles within the organization. For example, someone who is operating a forklift on a plant floor in an unsafe manner has specific expectations on how you should look at confrontation when dealing with his or hers unsafe practices. Your peers and the employee's peers will have similar or contradictory expectations ranging from eliminating a safety risk to expecting compassion and leniency, while your managers might want you to solve the problem without making waves. 

3. The Objective Standards include:  

· Company Standards 

· Industry Standards 

· Applicable Laws and Regulations

These are the laws, regulations, and workplace standards that set an objective standard or baseline. 

4. The Factual Reference Base includes:  

· Realistic Understanding of Consequences 

· Aware of Helping Resources 

· Punitive Consequences 

· Factual Knowledge 

· Confidence in Process

The employee must realize that as uncomfortable as the process is, confrontation counseling works. 

The Personal Belief System, the Organizational Belief System, and the Objective Standards are the foundation for the Factual Reference Base -- how the employee will view the process. And for the process to work it must be viewed with confidence. There must be faith in the system.

21 - Performance Counseling Activity II

Objective: Conduct a performance counseling session. 

Procedures: 

Break the class into groups of three. Each group of learners will rotate these roles:  

· The supervisor performing the counseling session. 

· An employee with a behavioral problem. 

· A facilitator to provide feedback and coaching to the supervisor.

There are Five role-play exercises listed on the following pages (6 pages, with each page containing one role play, except for number four, which is 2 pages long). Each learner within a group will practice each role in every exercise. For example, in exercise one, the first learner will be the supervisor, the second learner will be the employee, and the third learner will be the facilitator or coach. After completing the exercise, they will then rotate roles and repeat exercise one. This process will be repeated a third time so that they all get to role-play the supervisor, employee, and facilitator in exercise one. 

Once each learner has played all three roles in exercise one, the group will then move on to exercise two, and repeat the process. They will then continue on to exercise three, four, and five, using the same procedure. 

It is important that each learner performs at least the role of supervisor in each exercise as they build upon each other. Allowing each learner to perform all three roles has several advantages:

· Each learner gets more practice (we learn by what we do). 

· Each learner gets to coach (we gain a deeper understanding by teaching something). 

· Each learner gets to be on the receiving end of it ("Great Spirit, help us never to judge another until we have walked for two weeks in his moccasins"). 

Note – Tell the role-players that they can supplement the “canned” role plays with information of their own. (this helps to provide more realism)

Role-play One 

Introduction

Most of your counseling sessions will be relative easy. An employee breaks a rule, such as being late or not meeting a performance standard, such as not completing a task correctly. The majority of employees try to follow the rules and exceed the standards. But, like you, they are human and make mistakes. The main reason for conducting these counseling sessions is to get them documented. Then, if their performance begins to deteriorate, you have it on record so that you can legally take the appropriate disciplinary action. 

Background

Robin has been an excellent employee who has not needed any performance counseling up to this point. But, when you review the time sheets for yesterday, you notice he/she clocked out 15 minutes early. You check your records and there is no record for a request to leave early. 

Conduct Role-play

Using the following guide, conduct a counseling session:  

· Identify the problem - Robin left work early without giving any notice. A good rule for being objective is, if you have a problem but cannot describe it in measurable terms, you do not have a problem, you just think you do. 

· Analyze the forces influencing the behavior - This is a time issue, which both you and the employee have control. You set the work schedule to meet all mission requirements and the employee meets the work schedule standards. 

· Plan, coordinate, and organize the session - You arrange to meet with Robin in your office at 8:30. 

· Conduct the session using sincerity, compassion, and kindness, but be firm and in control - For example: "Robin I have been very pleased with your performance. But, yesterday you clocked out 15 minutes early, which is in violation of our company policy."  

· Determine what the worker believes caused the counterproductive behavior and what will be required to change it - For example, "Could you please explain why you left early?" Robin might reply, "I'm so sorry, when I looked at my watch, I thought it was quitting time. It was not until I was on my way home that I realized I left early."  

· Maintain a sense of timing of when to use directive or non-directive counseling - For example "From now on, please double check the time before you leave" (Directive). "How do you plan to ensure this will not happen again?" (Non-directive). Robin might respond "I will look at the time more closely to ensure I do not make the same mistake twice"  

· Make a decision and/or a plan of action to correct the problem. If more counseling is needed, make a firm time and date for the next session - Since this was not a serious violation, no further action is needed and you have no reason to believe that it was nothing more than human error. Example, "Robin, I'm sure you will not let it happen again. Except for that one mistake, your performance has been great, your tasks are always on par and on time, and this is the first rule you have broken."  

· Follow-up - After the session, evaluate the worker's progress to ensure the problem has been solved. 

Role-play Two 

Background

Lee has been a valued employee for you for the last 18 months. But, when you review the production report for last week, you discover that Lee was not up to standards for both Thursday and Friday. The standard is to assemble at least an average of 12 kits per hour. For Thursday, the average was 10 kits per hour and for Friday, it was 11 kits per hour. You check the schedule and note that Lee was not away from the assembly line for training, meetings, etc. 

Conduct Role-play

Using the following guide, conduct a performance counseling session:  

· Identify the problem. 

· Analyze the forces influencing the behavior. 

· Plan, coordinate, and organize the session. 

· Conduct the session using sincerity, compassion, and kindness; but remain firm and in control. 

· During the session, determine what the worker believes causes the counterproductive behavior and what will be required to change it. 

· Try to maintain a sense of timing of when to use directive or non-directive counseling. 

· Using all the facts, make a decision and/or a plan of action to correct the problem. 

· Follow-up. 

Note for person play in Lee – use some excuses, such as you dog died, you have not been able to concentrate, your kids have been sick, etc.

Role-play Three 

Background

Chris has worked in the company for three years and has been a very good employee. But, he/she has been late for the last three project meetings in which he/she is an essential player. This has caused the meetings to run late since he/she is in charge of bringing some critical decision making information. Also, Chris has to be brought up to date. The first time, you let the incident go by, while the second time you explained the situation. 

Conduct Role-play

Using what you have learned, conduct a performance counseling session. The only difference is, you want to use a non-directive approach by having Chris make a firm commitment to correcting the behavior. For example, "Chris, this behavior is very disruptive to the department. What are you going to do to correct it?" 

Role-play Four 

Introduction

The next two exercises are more difficult than the previous three. In the last three exercises, the employees knew they made mistakes, took the counseling in stride, and moved on. In this one, the employee is walking on an extremely thin line. Pat’s performance has extremely disintegrated and he/she is about ready to be fired. 

Background

Pat has been an excellent employee since starting in your department two years ago. However, in the last few weeks, Pat has not been performing up to standards: 1) late three times and 2) production goals have been below standards on many occasions. 

Two of Pat’s coworkers have reported that he seems to be extremely agitated most of the time and in a "very cranky mood." (You checked this out with some other employees and found it to be true.)

Today Pat was late for the forth time. You have called him/her into your office for a performance counseling meeting. 

Conduct the Role-play

· Start the meeting, First, start off by being firm and confident. For example: "Pat, I have called you in because there is a problem, and quite frankly the problem involves you. I have been going through the documentation on your performance over the last few weeks. Pat, you know that today is the fourth time you have been late and your production standards have not been up to standards. Recently it was report to me that you have not been getting along with your coworkers. Your unacceptable performance cannot continue. We are here to find out what you are going to do about it." (Notice it is not OUR problem) 

· Use your power base - the documentation that you have built from the previous counseling sessions. Go directly to your power base and begin to lay it out. 

· This is the first time Pat has the opportunity to manipulate the meeting. Pat tries to interrupt by making a excuse why he/she was late today, such as: "My car had a dead battery this morning and my neighbor had to help me jump start it." 

· Do not let this occur. If the employee tries to interrupt, stop him or her. For example: "Excuse me Pat, I want to give you the opportunity to respond, but I feel it is important for you to see the entire picture. Once I lay out the pattern of your deterioration over the past few weeks, then I certainly want to hear from you." 

· Be objective and specific. Avoid "you always" and "you never" traps. Remember if you have a problem but cannot describe it in measurable terms, you do not have a problem, you just think you do. Show and explain to pat the following documentation: 

· April 6 - Production 5% below standard 

· April 17 - 30 min late 

· April 20 - Production 12% below standard 

· April 24 - Production 14% below standard 

· April 29 - 25 min late 

· May 5 - 35 min late 

· May 8 - Yelled out to other coworkers that they were not doing their work correctly and was making his/her job harder to do. 

· May 11 - Production 10% below standard 

· May 20 - Used profanity when telling a coworker how to set up a line. 

· May 26 - Production 15% below standard 

· June 1 - 30 min late (today) 

· Pat becomes very defensive, examples: 

· "I cannot meet my production goals because the other workers are getting in my way!" 

· "I been having car trouble!" 

· In spite of efforts to remain in control, you might feel you are being backed into a corner, you take on the defensive, you feel your emotions taking over, or you are about to loose control. If any of these happen, simply “return to the facts.” For example: "Pat, you may feel that is important to the meeting, but the primary issue is..." Get back to your documentation...it shows a pattern, which in turn, is your Power Base. 

· Move to Closure - After the documentation and the issues have been covered, move to closure. This requires three issues to be addressed, 

· You want the employee to "own" the problem.

· The reason for the decline in performance.

· Is it a personal problem?

· First, get the employee to own the problem, for example: " Do you understand the problem I have just addressed?" 

· This requires the subjective employee to become objective, for example: "Yes, I understand the problem as you have described it" 

· Next, ask for the reason the performance has been poor, for example: "What is the reason for your decline in performance?" 

· You will probably not get a good reason, you might only get a shrug, for example:  "I don't know." 

· Do not worry about the answer unless it is really explained to you. What you are doing is re-emphasizing the pattern of poor performance. 

· If the employee did not explain to you in the step above, then you want to show concern about the problem, for example: "Is there a personal problem causing your performance to deteriorate?" do not wait for a response, continue by saying, "Because if there is, we have assistance counselors and programs that can help." 

· You might get a negative response to this question also. But, by asking this question, you show the employee your concern about the problems underlying the poor performance. 

· Pat replies that he does not have any personal problems it is just a string of bad lucks. 

· Commitment -- Now it is time to apply the "Principle of Pain." This is a process in which people with a performance problem must make a choice between keeping their disruptive behavioral pattern or keeping their job. The pain of losing their job may be the pain that is necessary to make the choice. For example: "Pat, whatever the problem is that is causing your performance to deteriorate, there is help if you want to deal with it. I want you to know that we so value your potential here that you have a job if you want to deal with your personal issues. However, if there is no problem or you choose not to ask for help then you leave me no choice other than to fire you strictly for your unacceptable performance problem. What is your choice?" 

· You may ask if the employee wishes to speak confidentially with a counselor, or you may wish to force the issue by silently waiting for an answer. If the employee ask for time to think it over, then give it, but no more than one or two hours. 

· Always couple your offer of help with a firm and precise outline of the performance based consequences should the employee deny a problem exists.

Role-play Five 

Background

Kim started working for you three months ago. Since that time, you have counseled Kim on the following:  

· Jun 8 - 20 minutes late for lunch 

· Jun 23 - Did not have a hat on in the production area (health and safety violation) 

· Jul 14 - 45 minutes late for work 

· Jul 24 - 10 minutes late for break 

· Aug 5 - Bumped into rack with a forklift (safety violation) 

· Aug 13 - left 10 minutes early for lunch

Today, Kim left for a 15 minute break and was gone for 30 minutes. 

Conduct Role-play

· Start the meeting (being firm and confident). 

· Use your power base (documentation). 

· When in doubt, return to the facts. Kim comments, "I thought we were friends?" Note: If they play on friendship - real friends do NOT let their buddies self-exit out of an organization, real friends help. 

· Move to Closure

· Get the employee to own the problem. 

· Ask for the reason for the poor performance. 

· Is there a personal problem? 

· Get commitment! 

22 – Performance Appraisals 

This activity is based on a Fishbowl - a small inner-circle of 4 or 5 learners who discuss or perform a task while an outer-circle of 4 or 5 learners observe silently and takes notes for later discussions:
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Objective: This activity has a twofold purpose - 1) to have the learners perform as objective observers, 2) provide a discussion format for performance appraisals. 

Instructions:

Break the learners into two groups - Group A and Group B. Depending upon the class size, you may need more groups, as each group should be composed of 4 or 5 learners (you must have an even number of groups). Group A will be the first Inner-Circle. Have the Inner-Circle read and discuss the two statements in “Performance Appraisal 1,” located on the next page.

After about 25 minutes, rotate the inner and outer circles. Have the new inner-circle (group B) read and discuss the two statements in “Performance Appraisal 2,” located on the following page.

After the small group activities, form back into one group and discuss:

· As an observer, was the discussion favorable or non-favorable to performance appraisals? What made you come to this conclusion? 

· Besides speaking, what other methods of communication did you observe to base your decision on? (voice tones, body and hand gestures, etc.) How important are these other methods of communication as compared to what is being spoken? 

· Did you find yourself wanting to infer something by what was being said or not being said? What harm could this do? 

· How is being an observer in this exercise the same as being a rater for a performance appraisal? 

· When you were in the inner-circle and being observed, how did it affect your actions? 

· What one thing did you learn from this exercise that you could use the next time you have to give a performance appraisal? 

· Thinking back on your everyday activities at work, how hard is it to strictly base your decisions on observable behavior? 

Performance Appraisal 1

It is time to perform a performance appraisal for one of your employees. Your method of handling employee evaluations is: 

A. Performance appraisals are usually a waste of time. Even when the employee is open to what I have to say, they never really ever seem to change. They soon fall back into their same old habits. Therefore, I keep the sessions short and fairly general. It is also a good idea to keep as few records as possible...they might get you into trouble at a later date.

B. Performance appraisals are excellent for evaluating the employee's past performance and setting new goals. I always consider the employee's strengths and weaknesses. I ensure that the employee is actively involved in the evaluation so that he or she takes ownership of the final appraisal. I expect the employee to use the appraisal as a tool for growth.

Performance Appraisal 2

It is time to perform a performance appraisal for one of your employees. Your method of handling employee evaluations is: 

C. Criticism only hurts people's feelings, and few people can be objective when discussing their weaknesses. Therefore, unless there is a serious problem, I only concentrate on the employee's strengths. For example, after a game day, Vince Lombardi never replayed the bad plays, only the good plays. He wanted his players to concentrate on the winning plays!

D. Appraisals are quite valuable when used to instruct the employee on how to improve. Although some supervisors tend to beat around the bush, the direct approach works best for me. If an employee has done something wrong, I tell him or her. Vince Lombardi once said, "If you don't keep score, you're only practicing." I have to let my employees know that they are falling short of expectations so that they can set new goals!

23 - Assertive Behavior

Objective: Confront conflict instead of suppressing feelings (avoidance strategy) or striking back (anger). 

Instructions: Discuss the DEENI method for confronting (verses avoiding or striking back) conflict (use a white board or flip chart):

1. Describe the behavior (“When you do this…”)

2. Express your feelings (“I feel …”)

3. Empathize (“I understand why you…”)

4. Negotiate a change (“I want you to…”)

5. Indicate consequences (“If you do (not), I will…”)

An example is an employee that is always arriving late for work:

“You have arrived late on several occasions for the past two weeks (describe). This is not acceptable in a store that prides itself on prompt customer service that begins at 9:00 (express). There may be times for being late for rare occasions (empathize), but I want you to get to work on most days in the future (negotiate). If you do not, I will insert a letter into your personal file on the next occurrence (consequences). Do you agree with this assessment and action?”

Note: Assertive behavior is used for the first few incidents. By confronting conflict in the first place, you set the tone for good working relations. If this fails, Confrontation Counseling (activity 20 and 21) should be used.

Discussion

Ask the learners for some examples that they have seen or used. 

Also, ask them for some examples in which feelings were suppressing (avoidance) or someone struck back (anger). What were the consequences of using the wrong behaviors?

Small Group Activity

Divide the class into small groups. Pass out copies of the following scenarios to each learner. Have them discuss acceptable responses to the various scenarios by using the DEENI method.

Once they have completed the activity, gather the small groups back together. Ask the learners if we should always confront conflict or if we should sometimes ignore (avoidance) or accommodate it. There is no real right or wrong answer, however, normally as leaders we should confront conflict so that it does not grow into a more serious problem. That is, ignoring and accommodating will manage the conflict, but the sources of the conflict will still exist.

Assertive Behavior

For each of the four scenarios below, create a response using the DEENI method. Note that the scenarios are very short – use your imagination!

Scenario 1: Jerry has not been following the set dress code.

· Describe the behavior - When you do this

· Express your feelings - I feel

· Empathize - I understand why you

· Negotiate a change - I want you to

· Indicate consequences - If you do (not), I will

Scenario 2: Kyle has missed several project deadlines.

· Describe the behavior - When you do this

· Express your feelings - I feel

· Empathize - I understand why you

· Negotiate a change - I want you to

· Indicate consequences - If you do (not), I will

Scenario 3: Val did not give the correct customer service that the store is known for.

· Describe the behavior - When you do this

· Express your feelings - I feel

· Empathize - I understand why you

· Negotiate a change - I want you to

· Indicate consequences - If you do (not), I will

Scenario 4: Sandy’s work has not been up to par. You have had to make several corrections.

· Describe the behavior - When you do this

· Express your feelings - I feel

· Empathize - I understand why you

· Negotiate a change - I want you to

· Indicate consequences - If you do (not), I will

24 - Planning and Knowledge Management (KM)

1.  Introduction: Good plans arrive from having good knowledge. You can have the best-laid plans, but if it is NOT based on good knowledge then it will fail. Although having the ability to organize is a trait of good planners, those who have the best knowledge will win out in the long run.

2. Small group activity (30-min.): Divide the learners in small groups. Pass out a copy of the Knowledge Management Verses Knowledge Harvesting handout to each learner (It follows these instructions and is eight pages long). Assign each group one or more of the following readings from the handout:

· Reading 1 - The Flow of Knowledge

· Reading 2 - Knowledge Management Framework
· Reading 3 - Harvesting Knowledge for Planning Purposes

· Reading 4 - Knowledge Management Viewed from Two Perspectives (short)

· Reading 5 - Two Kinds of Knowledge

· Reading 6 - Knowledge is in the Mind

· Reading 7 - Data, Information, Knowledge, and Wisdom

· Reading 8 - Storytelling

3. Large group discussion (45-min.): Once they have read their selected “readings,” reassemble them back into one large group. Have each small group present their findings (share their knowledge) to the rest of the class. Once they have finished, discuss the following:

· What is knowledge?

· How is information best shared?

· How is knowledge best shared?

· Why is knowledge important when Planning? 

· Is “knowledge” an explicit tangible thing, like information? (it information combined with experience, context, interpretation, and reflection that involves the full person) 

· Can we manage knowledge or are we simply “harvesting” it?

· Who are the knowledge experts in your organization? (it depends upon what knowledge you require)

4. How to draw upon the knowledge base (60-min.): Have the learners brainstorm ways that they can harvest knowledge from their workers and other knowledge experts outside of their teams. For example:

· Create a discussion list. You can create free web and email based lists at Yahoo -- http://groups.yahoo.com/
· Encourage storytelling at meetings and other opportune times (get specific methods).

· Creating a reading list composed of selected memos, magazine articles, etc. and pass them around to you team on a weekly basis.

5. SWOT Analysis (30-min.): Pass out a copy of the SWOT Analysis handout (1 page, it follows the Knowledge Management handout). Discuss how an organization can set the motions for good plans by first determining its present position based on four factors:

· What are our Strengths?

· What are our Weaknesses?

· What are our Opportunities?

· What are our Threats?

Have the learners perform a quick SWOT analysis on their organization (about 15 minutes). Ask them how this increases their basic understanding of their organization.

Knowledge Management Verses Knowledge Harvesting

In order to plan correctly, you must have current and up-to-date information. The best way to have this is through knowledge management. Thanks to the software companies, many individuals and organizations now believe that Knowledge Management (KM) is only accomplished by implementing their multimillion dollar software systems. However, a KM system can be as simple as telling a story. But can we really manage such a dynamic process as knowledge or are we simply harvesting it?
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Reading 1 - The Flow of Knowledge 

1. Someone organizes data into information by combining the data with prior knowledge and their self-system to create a knowledge representation. This is normally done to solve a problem or make sense of a phenomenon.

2. This knowledge representation is consistently changing as we receive other inputs, new learning, feelings, and experiences. The causes the knowledge representation to change due to our brains being "branched" (interconnected) and not "layered."
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3. Due to the complexity of knowledge representations most are not captured by documents, instead they only reside within the creator.

4. In many cases, the knowledge representation stays within the creator, in which case the Flow of Knowledge stops. 

Due to the Brain Being “Branched,”

 knowledge is dynamic, that is, our

various knowledge representations

change and grow with each new 

experience and learning

5. A KM system, which may be as simple as a story or as complex as a million-dollar computer program, captures a snapshot of the person displaying their knowledge representation (knowledge harvesting). In the case of a story, the knowledge representation is passed onto others by means of a verbal snapshot. In the case of a computer program, it resides in a database that may be utilized by others.  It is only a "snapshot" as further experiences and learnings within the creator may change the knowledge representation. 

6. Others may make use of the knowledge representation “snapshot” by using the story or tapping into the KM system and then combining it with their prior knowledge. This in turn forms a modified knowledge representation. 

7. This newly modified knowledge representation is then applied to solve a business need or explain a phenomenon. 

8. Depending upon the KM system and the novelty of the situation, a snapshot of this new knowledge representation may or may not be entered into the system 

Key Points:

· Individuals have various knowledge representations within them.

· All to often, these knowledge representations are kept within the individual.

· Organizations can make good use of these knowledge representations by devising means to transfer them to others.

· Knowledge is dynamic (it changes within us).

Reading 2 – Knowledge Management Framework
: 

1. Knowledge Acquisition – This is the gathering of knowledge. Do not try to gather every bit of knowledge throughout your organization…there is way too much! Find one or two good sources to work from. For example, Executive Edge (Dec 00/Jan 01) reported that Hill & Knowlton, a New York based public relations firm that has offices and clients scattered across the globe, found that an enormous amount of its knowledge was tied up in emails. So, it implemented a system that allows strategically important email to be saved in a data repository that can be called upon by others when needed. 

2. Knowledge Storage and Organization – This is where the knowledge will be stored. Much of it today is stored in paper based documents, such as books and manuals. However, this makes it hard to update and distribute. Paper based storage systems also lack dynamic storage systems. For example, a youngster’s toy car collection can be categorized in a number of ways to suit his or her needs, while a manual is general organized by chapters (search engine – table of contents) and key words (search engine – index). Moore's Law holds that the maximum processing power of a microchip at a given price doubles roughly every 18 months. In other words, computers become faster, but the price of a given level of computing power halves, which gives computers their organizing power.
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3. Knowledge Distribution – A mechanism, such as an Intranet or Internet, allows the data in the repository to be quickly disseminated throughout an organization. Bob Metcalfe, the inventor of Ethernet technology (the enabler that allowed the information genie to jump out of the bottle), has a law named after him – Metcalfe’s Law, “the asset value of a computer network increases exponentially as each new node (individual user) is added to it.” This is because each new user brings along a wealth of new linkages and resources, so the total network value grows far richer than the mere sum of its parts. This is what gives the Internet its power. Gilder's Law - the total bandwidth of communication systems will triple every 12 months - describes a decline in the unit cost of the net, which in turn allows more information to be distributed over the net. 
4. Knowledge Application – This is the actual use of the knowledge and is generally measured by its effectiveness and usefulness. So, if you have bad information going in, you will have bad information coming out. Note: in most instances, the users and the knowledge drivers are the one and the same, that is, the users not only withdraw the information, but they must also input the information. To insure that good information goes in, involve the users from day one of the planning, design, and building of the system. It needs to mimic the way the users perform their tasks; not the way you perform your tasks. If they find it clumsy and hard to use, they will not use it. Build it by using metaphors from their working environment, not by using buzzwords from your environment. 
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Key Points:
· The Knowledge Management systems acquire the knowledge.

· It then stores and organizes it.

· It can send knowledge to the users.
· Knowledge is gleaned from the system and applied to the organization accordingly.
Reading 3 – Harvesting Knowledge

This requires seven steps:

1. Focus – What knowledge is required and how can you elicit the knowledge from others. 

2. Find – Identify the content in which the knowledge is located. Since knowledge is content, it may be captured and transferred. It may come in such forms as

· Subject Matter Experts (SMEs)

· Business Intelligence

· Stories (war-stories, anecdotes, etc.)

· Presentations 

· Books

· Training Classes

3. Elicit – Obtain the information by interviewing the SMEs or extracting it from other sources. Although knowledge is content, it also has context that is based on experience, which can make it extremely difficult to harvest. Often, the knowledge you require has to be obtained from people – much of a company’s assets reside within the heads of its employees. Although some knowledge comes through written works, knowledge is most often a social process that is transferred through spoken conversations, emails, discussion groups, etc.
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4. Organize – Categorize and package the knowledge to meet the needs of the target audience. 

5. Share – Deliver the knowledge.  

6. Apply – Use the knowledge as needed.  

7. Evaluate – Due to a changing business environment, solicit feedback from users and adapt as needed.


Key Points:
· Knowledge is content that can be transferred to others

· Knowledge is most often an interactive and social process

· Knowledge also has context.

Reading 4 – Knowledge Management Viewed from Two Perspectives

1. Knowledge = Object
Knowledge is viewed as an Object, which relies upon concepts from Information Theories. These researchers and practitioners are normally involved in the construction of information management systems, AI, reengineering, etc. This group builds knowledge systems.

2. Knowledge = Process
The next group changes the way we use knowledge, which ultimately changes human behavior. In this group, knowledge is viewed as a Process, which relies upon concepts from philosophy, psychology, and sociology. These researchers and practitioners are normally involved in such professions as education, philosophy, psychology, and sociology. They are primarily involved in assessing, changing and improving human individual skills and behavior. 

Robert Sutton, a professor of organizational behavior at Stanford's University School of Engineering, says companies have wasted hundreds of millions on worthless knowledge management systems
: 

· The most valuable employees often have the greatest disdain for knowledge management. Curators badger these employees to enter what they know into the system, even though few people will ever use the information. 

· The managers of these systems know a lot about technology, but little about how people actually use knowledge on the job. 

· Tacit knowledge is extremely difficult to capture into these systems, yet it is more critical to task performance than explicit knowledge. 

· Knowledge is of little use unless it is turned into products, services, innovations, or process improvements. 

· Knowledge management systems work best when the people who generate the knowledge, are the same people who store it, explain it to others, and coach them as they try to implement it. These systems must be managed by the people who are implementing what is known, not those who understand information technology. 

Key Points:

· Knowledge is an object, therefore it may easily be stored in systems.

· Knowledge is a complicated process that involves many human activities.

· We waste an enormous amount of money trying to extract knowledge.

Reading 5 - Two Kinds of Knowledge 

1. Explicit knowledge
This is expressed in words and numbers and shared in the form of data, scientific formulae, product specifications, manuals, universal principles, etc. This kind of knowledge can be readily transmitted across individuals formally and systematically. Also, it can easily be processed by a computer, transmitted electronically, or stored in databases.
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This is highly personal and hard to formalize, thus making it difficult to communicate or share with others. Subjective insights, intuitions and hunches fall into this category of knowledge. Furthermore, tacit knowledge is deeply rooted in each individual’s actions and experiences, as well as in the ideals, values, and emotions that they embrace. The subjective and intuitive nature of tacit knowledge makes it difficult to process or transmit the acquired knowledge in any systematic or logical manner. For tacit knowledge to be communicated, it must be converted into words, models, or numbers that anyone can understand. Also, there are two types of tacit knowledge: 

· Technical Dimension - This encompasses the kind of informal and hard-to-pin-down skills or crafts often captured in the term "know-how". For example, a master craftsperson develops a wealth of expertise after years of experience. But a craftsperson often has difficulty articulating the technical or scientific principles of his or her craft. Highly subjective and personal insights, intuitions, hunches and inspirations derived from bodily experience fall into this dimension. 

· Cognitive Dimension - It consists of beliefs, perceptions, ideals, values, emotions and mental models so ingrained in us that we take them for granted. Though they cannot be articulated very easily, this dimension of tacit knowledge shapes the way we perceive the world around us.

Key Points:

· Explicit Knowledge can easily be obtained.

· Tacit Knowledge is generally the most useful, but is harder to obtain.

Reading 6 - Knowledge is in the Mind

“Information residing in the organizational knowledge bases, procedures, routines and archives -- in the form of pixels, bits or symbols -- needs to be distinguished from the constructive and dynamic view of knowledge...”  -- Dr. Yogesh Malhotra in Toward a Knowledge Ecology for Organizational White-Waters
"To conceive of knowledge as a collection of information seems to rob the concept of all of its life... Knowledge resides in the user and not in the collection." West Churchman, in The Design of Inquiring Systems
Ikujiro Nonaka, the first Professor of Knowledge, has emphasized that only human beings can take the central role in knowledge creation -- computers are merely tools. 

Karl Erik Sveiby noted that the confusion between knowledge and information has caused managers to waste billions of dollars in technology ventures that have yielded marginal results (also see sidebar on previous page). Managers need to realize that unlike information, knowledge is embedded in people... and knowledge creation occurs in the process of social interaction. 

The traditional view of knowledge management primarily focuses on information, however, knowledge always comes in context, is dynamic, and has synergy.

“The traditional view of knowledge management has treated knowledge in terms of prepackaged or taken-for-granted interpretation of information. However, this static and acontextual knowledge works against the generation of multiple and contradictory viewpoints that are necessary for meeting the challenge posed by wicked environments.“ -- Dr. Yogesh Malhotra in Toward a Knowledge Ecology for Organizational White-Waters
Key Points:

· Information resides in systems.

· Knowledge resides in people.

Reading 7 - Data, Information, Knowledge, and Wisdom

Understanding is a continuum:

Data (research) ► Information (organization) ► Knowledge (conversation) ► Wisdom (reflection)

1. Data comes about through research, creation, gathering, and discovery. Data has nothing to teach us, if it does not inform, it cannot be information. For all the talk of this being the “Information Age”, it is really the “Age of Data.“

2. Information has context:

· Where it came from.

· Why it is being communicated.

· How it is arranged.

· The intent of the person interpreting it.

Data is turned into information by organizing it so that we can easily draw conclusions. Data is also turned into information by “presenting” it, such as making it visual or auditory.

3. Knowledge has the complexity of experience. And experience come about by seeing it from different perspectives. This is why training and education is difficult – one cannot count on one person’s knowledge transferring to another. Knowledge is built from scratch through experience. Information is static, but knowledge is dynamic as it lives within us. 

Story telling is a good way to communicate knowledge as good stories are richly textured to convey a stable ground on which to build the experience.

People often do not share knowledge because they believe it is their only power base. As leaders, we must teach them that without sharing their personable experiences, the organization suffers. We must build safe environments that create an openness to interact and share with others.

4. Wisdom is the ultimate level of understanding. As with knowledge, wisdom operates within us. We can share our experiences that create the building blocks for wisdom, however, they need to be communicated with even more understanding of the personal contexts of our audience than with knowledge sharing.

Key Points:

· Data – Although it has no immediate value, when organized, it becomes the building blocks of information.

· Information – Data is, “Someone is sitting next to you.” Information is, “The person sitting next to you has an infectious disease.”

· Knowledge – Is dynamic because of the various self-systems and experiences within a person.

· Wisdom

Reading 8 - Storytelling

RumorMill at Chemical Bank

Chemical Bank (now merged into another bank) was a fairly big and based in New York City. They hired a new CIO (Chief Information Officer), Bruce Hassenjager…who was big, powerful, and smart. At that time, Chemical Bank was building several systems. So, Bruce wanted to try to build something different. He noticed that many people were worried, as this was the era when one bank was merging with another bank. He had just read a Harvard Business School case study about an Information Technology system that handled rumors. So he said, “Why don’t we put up a system called RumorMill? With this system, if you type in a rumor, I’ll get you an answer in 24 hours.” The concept was to have the worker send the rumor to him, via the system. This was before email, but you use it like email. Well, the first time he let people know that this system was up, he got five inquiries. And he got answers back to them. He was an executive. He was on the management team -- so, he sent them back answers.  

Once people thought the system was reliable and reasonably honest they sent more -- the next week, he got over a hundred inquiries. Now some of these, he could batch together. They weren’t all separate questions. “Are we merging with Chase?” Or “I heard we’re going to go bankrupt. Is it true?” “Are we getting a new CIO?” He answered most of them. But he managed to get answers to most of them with a little help from some of his people. In some cases he had to say, “Look, I’m sorry, I’m afraid this is still secret information. I really can’t answer it.” That was fine. People could live with that.  

The next week, he got almost 4,000 inquiries -- he had to shut the system down and he left after a few months. 

There is a bottled-up need for information -- here is a bank run by traditional models, having all the traditional systems, with a pent-up demand for information about their own organization that was so huge that it swamped the system and swamped Bruce. This is probably true for every organization. Maybe less true than it used to be. But if you did something like that in IBM or GE or GM or the Navy or any organization, the same things would occur. People don’t know what’s going on.

Key Points:

· There is a great need for knowledge.

· Storytelling helps to transfer knowledge.

Strengths:

Weaknesses

Opportunities

Threats:

25 - The Journey: From Planning to Execution

Instructions:

1. Reading and Discussion (30 minutes)

Pass out copies of the “The Journey” that is located on the next page to each learner. Have the learners read it by themselves (about 10 minutes). Next, discuss it with the learners:

· Give an example.

· Ask them for examples.

· Is there is step that is more important than the other? (it depends)

· Will every leader be adept with all six steps? (no) Why? What does this mean? (must delegate)

· Which steps will be your strong points? (depends upon the learners’ strengths)

· Which steps will be your weak points (depends upon the learners” weaknesses)

2. Case Study. (120 minutes)

Pass out copies of “Case Study – Odwalla, Knowledge Base 1 – Jack in the Box, and Knowledge Base 2 - The Tylenol Crises” to each learner (all three handouts follow this activity). Divide the learners into small groups and have them work the case study. They should use the two knowledge bases as guides for performing the case study questions and activities.

Once they have finished (about 90 minutes), gather them back together in a large group and discuss the case study.

Reading 1 - The Journey

Each of the follow six essentials represents a bundle of habits, skills and knowledge that come together to form “problem solving personalities." In turn, they serve as a convenient way to complete the planing and executing journey through an opportunity-oriented and strategic work process. Note that these are not really steps, but basic personas that you must perform.

1. Innovating (Ideas)

Move to innovation by developing ideas and attitudes by seeking out alternative points of view. This can best be accomplished through brainstorming techniques (Chapter 12 – Creative Problem Solving). To help start and guide the planning process, use a SWOT Analysis (discussed in previous activity).

2. Discovering (insight)

Move to insight by asking the right questions and getting good, timely information and knowledge. A complete solution includes The Five Solutions:

1) People – Who knows about the subject and can be part of the solution.

2) Information and Knowledge – Harvest the knowledge.

3) Technology – Can be elaborate as a multimillion-dollar computer network or as simple as this six-step guide.

4) Resources – Besides people and tools, what else do we need?

5) A Process for putting the above into place.

3. Communicating (networking)

Move to community by cultivating quality communication and interaction. What media will best expand the circle of relationships in order to create service, loyalty, and identity.

4. Playmaking (leadership)

Give the community a sense of direction (leadership) and clear priorities by choosing destinations and strategies (problem definition). Coordinate the Five Solutions to solve difficult problems and seize moments of opportunity.

5. Creating (powering)

Move to power by designing, building and maintaining optimal solutions. Design and build solutions to achieve goals as cheaply, safely, and accurately as possible, while taking advantage of the most appropriate technologies.

6. Performing (sustainable advantage)

The Performer concentrates on moving to a sustainable advantage through intuitive and disciplined implementation. 

Case Study - Odwalla
You are one of the executives in the juice company - Odwalla. It is the summer of 1996, and you have just been informed that several customers have been found to have received  E. coli poisoning from drinking your apple juice (like good German beer, your product is not pasteurized as it helps to preserve the flavor, however, this means the initial raw ingredients must be germ free). 

QUESTIONS AND ACTIVITIES

1) Using a SWOT analysis, what should your initial plans (brainstorm) be? Note that during crises, there is always room for opportunity. For example, in the real Odwalla crises, it offered lip service about taking responsibility but tried for years to hide documents that showed that the poisonings resulted from shoddy internal controls, while on the other hand, Jack in the Box instituted a state-of-the-art food handling system.

a) Strengths

b) Weaknesses
c) Opportunities

d) Threats
2) Harvest the knowledge of others. Note that although there are regulations, code of ethics, etc., there are no universal answers that address all the tough decisions that organizations face everyday. Also, as Johnson & Johnson showed, being ethical in business and generating profits are not mutually exclusive actions. If this was your organization, and you faced a similar crisis, whose knowledge would you try to harvest (either in the company or outside)? For this activity, use the two readings, Jack in the Box and The Tylenol Crisis as your knowledge base.

Persons who would make good sources of knowledge and why:

Knowledge (information) harvested from the two readings:

· People we need

· Technology (do not fall in love with one technology)

· Resources required

· Processes 

3) How will we best communicate the plans and needed processes to all persons (both within and out of the company)? (e.g. what must be done through meetings or email)

Media to employ:

Plan or Process 






Media
Interactions to be used to keep key personal in-the-know (build teams and networks):

4) Coordinate the 4 solutions through leadership – What type of strategy is needed to move each solution to its completion

· People are best coordinated through the communication process (number 3 above)

· Information and Knowledge (how do we insure that everyone has access?)

· Technology (How do we keep all the technologies compatible?)

· Resources (where will they come from)

· Processes 
5) Create (execute) the plan – What will be the benchmarks that lets me know when the solution has bee fully implemented?

· People 

· Tools 

· Resources 

· Information
6) What will keep the final implementation moving in the right direction (performing)? 

Knowledge Base 1 - JACK IN THE BOX
In January 1993, tragedy struck when the deadly E.coli virus was traced to Jack in the Box's Pacific Northwest restaurants. The 300 or so food poisoning cases reported in the previous week were linked to undercooked beef at the hamburger chain's shops. Jack in the Box not only survived this horrific crisis; they have since experienced an unprecedented revival. What made this story unique, was not the company's crisis-management tactic, but how it transformed this crisis into an opportunity to remake its entire corporate culture and reawaken a near-comatose brand. Jack in the Box is now considered an industry leader in safety and health procedures, not because of great spin control, but as a result of changes throughout the company.

Jack in the Box initially did not handle the public relations crisis very well. It took two days after the health department had traced the bad meat to a supplier before the company addressed the public and had removed all meat from its restaurants. Jack in the Box officials did not take immediate decisive action to shut down all the stores for a few days and teach employees how to properly grill hamburgers.

After the incident, the company developed the most comprehensive and multi-dimensional food safety system in the fast-food industry. Called HACCP (hazard analysis critical control points), the program consisted of "farm to fork" procedures that included microbial meat testing by Jack in the Box suppliers and in-restaurant grilling procedures to ensure fully cooked hamburgers. The U.S. Department of Agriculture (USDA) has since called the program the industry model. The success of the food safety program would contribute greatly to the company's eventual recovery when ten quarters later; it would post its first profits since the outbreak.

On the second anniversary in January 1995, Jack in the Box still struggled with a negative corporate reputation resulting from the outbreak. The company often faced a hostile press that tended to reprise the blame and focus on the past event because they had little knowledge of the company's progress since. To better manage news about the company, corporate communications sought to improve these relationships. Through a public service campaign, they let consumers know that food poisoning incidents were prevalent - with more than five million cases a year resulting in 4,000 deaths, most occurring in the home. Although USDA meat inspection regulations had been in place since 1906, these regulations have remained virtually unchanged. Without microbial and scientific procedures, the nation's meat supply is vulnerable to dangerous pathogens. In essence, the outbreak could be traced to inadequate government controls. Today, E.coli outbreaks continue to occur across the country not just in restaurants, but in homes.

Today, reporters and other food industry players look at Jack in the Box as the authority on food safety. For example, when "20/20" was researching its story on food safety, the reporter was told by Jack in the Box competitors to consult Dr. Theno, Jack in the Box's vice president of quality assurance. Food bacteria are far more common than most people realize. "We begin with our suppliers," Thelmo says. If a supplier's products test positive for bacteria more than once, the supplier is dropped. Every day, restaurant management tests cooking systems, including cooking sample products. There are weekly inspections. As a final step, each and every cooked patty is individually checked visually by an internally certified employee before it can be removed from a grill."

Another key to the turnaround was the humanizing of the chain by resurrecting the "Jack" icon and literally blowing up the company's culture -- the first Jack ads by Los Angeles-based Chiat-Day showed Jack dynamiting company headquarters. It was a necessary transformation that has paid enormous dividends. "Laws do not make food safe," adds Theno. "Companies make it happen with extra focus and effort."

Although it took almost two years before sales recovered to pre-poisoning levels, Jack in the Box is now experiencing its most profitable run ever. Jack in the Box has a new culture and a new self-image.

Knowledge Base 2 - THE TYLENOL CRISES
When 12 year-old Mary Kellerman of Elk Grove Village, Ill., awoke at dawn with cold symptoms, her parents gave her one Extra-Strength Tylenol and sent her back to bed. Little did they know, they would wake up to find their daughter dying on the bathroom floor.

Johnson & Johnson won the public's heart, and the public's trust, with its obvious commitment to protecting the consumer during the Tylenol poisoning scare. In the fall of 1982, McNeil Consumer Products, a subsidiary of Johnson & Johnson, was confronted with a crisis when seven people mysteriously died in Chicago. Authorities soon determined that all seven people ingested an Extra-Strength Tylenol capsule laced with cyanide. The news of this incident traveled quickly and was the cause of a massive, nationwide panic. These poisonings made it necessary for Johnson & Johnson to launch a public relations program immediately, in order to save the integrity of both their product and their corporation.

The Extra-Strength Tylenol capsules in question were found to contain 65 milligrams of cyanide. The amount of cyanide necessary to kill a human is five to seven micrograms. Dr. Thomas Kim, chief of the Northwest Community Hospital at the time of the poisonings, said, "The victims never had a chance. Death was certain within minutes."

Johnson & Johnson informed authorities of the company's strict quality control and said that the poisonings could not have been performed in the plants. The tainted Tylenol capsules were from four different manufacturing lots. Evidence suggests that the pills were taken from different stores over a period of weeks or months. The bottles, some of which had five or less cyanide laced capsules and one which had ten, were tampered with and then placed back on the shelves of five different stores in the Chicago area.


Johnson & Johnson needed to find the best way to deal with the crises, without destroying the reputation of their company and their most profitable product, Tylenol. They immediately alerted consumers across the nation, via the media, not to consume any type of Tylenol product. They told consumers not to resume using the product until the extent of the tampering could be determined. They also recalled all Tylenol capsules from the market. The recall included approximately 22 million bottles of Tylenol, with a retail value of more than 100 million dollars. This was unusual for a large corporation facing a crisis. They also immediately put up a reward of $100,000 for the killer.

At first, it is easy to believe that such a move could hardly be acting in the best interest of the company's stockholders. Johnson & Johnson's top management leadership team put customer safety first, before they worried about their company's profit and other financial concerns. In other words, they did the right thing (a management team would have done things right [put profits first] instead of doing the right thing). 

Della Femina (see text box above) was quite wrong in assuming that Tylenol would never sell again. Not only is Tylenol still one of the top selling over-the-counter drugs in this country, but it took very little time for the product to return to the market. Johnson and Johnson's handling of the Tylenol tampering crisis is considered by public relations experts to be one of the best. Johnson & Johnson was praised for its socially responsible actions. Along with the nationwide alert and the Tylenol recall, Johnson & Johnson established relations with the Chicago Police, the FBI, and the Food and Drug Administration. This way, the company could have a part in searching for the person who laced the Tylenol capsules and they could help prevent another tampering.

As final step in Johnson & Johnson's public relations plan, the company offered to exchange all Tylenol capsules that had already been purchased for Tylenol tablets. It was estimated that millions of bottles of Tylenol capsules were in consumer's homes at the time. Although this proposition cost Johnson & Johnson millions more dollars, and there may not have been a single drop of cyanide in any of the capsules they replaced, the company made this choice on their own initiative in order to preserve their reputation.

To make a comeback, new Tylenol capsules were introduced in November with a triple-seal tamper resistant packaging: 1) the package has glued flaps on the outer box, which must be forcibly opened, 2) inside, a tight plastic seal surrounds the cap 3), and an inner foil seal wraps over the mouth of the bottle.

To advocate the use of Tylenol to customers who may have strayed from the brand, Johnson & Johnson provided $2.50 coupons that were good towards the purchase of any Tylenol product. Also, over 2250 sales people from Johnson & Johnson domestic affiliates were asked by Johnson & Johnson to make presentations to people in the medical community. These presentations were made by the millions to promote support for the reintroduction Tylenol.

How did Johnson & Johnson Make these Ddecisions? They simply turned to their corporate business philosophy, which they call "Our Credo," when determining how to handle the Tylenol situation. The credo was written in the 1940's by Robert Wood Johnson, the company's leader for 50 years. Little did Johnson know, he was writing an outstanding public relations plan. Johnson saw business as having responsibilities to society that went beyond the usual sales and profit incentives. He felt that his credo was not only moral, but profitable as well. The credo stressed, it was important for Johnson & Johnson to be responsible in working for the public interest. The public and medical community was alerted of the crisis, the Food and Drug Administration was notified, and production of Tylenol was stopped. The media did much of the company's work. Queries from the press about the Tylenol crisis were beyond 2,500.

26 - Egg drop

This activity demonstrates the flow of group dynamics and planning. 

PRE-CLASS NEEDS

· Egg Money - Can be copies of the dollar on the next page, pennies, poker chips, Monopoly money, etc.

· Egg Drop Items - Items scrounged from kitchens, garages, basements, etc. E.g., plastic buckets, cans, wooden spoons, macaroni, newspaper, and tools). None of the items should be what most people would think of using to build an egg catching or protective device. The items should range from the useful to the bizarre. The idea is to force creativity by having only one or two items that are easily seen as useful.

ACTIVITY OVERVIEW

Divide the class into small groups. Each group receives the same amount of egg money, and they are invited to look at a table full of egg drop items. The items are going to be bid upon by all the groups through an auction (the trainer will be the auctioneer). The auction is intended to be fun. Each group's goal is to buy enough of the objects to either:

· Build a device that will catch an egg that will be dropped from the ceiling or a building (the higher, the better). 

· Build a device that will protect an egg that will be dropped from the ceiling or a building (the higher, the better).

NOTE: You can decide what the device will be (protecting device or catching device), allow the class to decide, or allow each group to decide.

INSTRUCTIONS

· Have the items laid out on a table for inspection.

· Divide the egg money among the groups.

· Before the auction, allow the group time to plan their strategy and see the items (about 30 minutes)

· Items are brought forward for bidding with the least favorable appearing first. 

· Once an item has been removed from the auction table, it cannot be bid upon again and groups are not allowed to trade items with other groups.

· The planning, auction, and building of the egg catchers forces each group to plan, be creative, and communicate amongst themselves.

· After the auction is held (about 30 min.), the catchers or protective devices are assembled within a time limit (about an hour or two depending upon the type of items that were presented for bidding).

· Test the devices (30 min.) - the eggs are suspended from the ceiling by a string and the string is dramatically cut, causing the egg to fall straight down into the group's catcher (if protective devices are built, hang the device on a string and then cut the string.

· The activity is then processed (20 min.) - The groups are asked to comment upon why some groups were more successful than others were. Things to look for are:

· Brainstorming

· Communication

· Planning:

· straying from plans during the heat of the auction or building the device

· flexible enough to change plans when needed (outbid on planned items)

· Influence or intimidation from other groups.

· Allowing one person dominate the process (creativity requires all to participate).
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27 – 

Instructions

1. Pass out a copy of the following handout (one page – “How We Learn”)  to each learner. 

2. Divide the class into small groups.

3. For each of the four learning methods, have the learners discuss and list as many activities as they can for each learning method (e.g. absorbing – lecture, modeling, storytelling) and in what instances that activity works best (e.g. lecture – brief instructions).

4. After about 20 minutes, bring the groups back together and have them discuss their answers.

· What are their favorite activities? Why?

· What percentage of each method should be devoted to each task? (it depends upon the task – each task requires a certain percentage of one of more methods to learn it effectively and efficiently)

27 – Absorbing, Reflecting, Interacting, and Doing

How we learn
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Training Ideas

Absorbing

Storytelling put the listeners at ease and help to “pull” them in.
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Whoever holds the talking stick has the sacred power of words. Only the person who holds the stick may speak, all others must remain silent. The ornamentation of each stick has special meanings:

· The feathers tied to the talking stick gives the speaker the courage and wisdom to speak truthfully and wisely. 

· The rabbit fur on the end of the stick reminds the speaker that his or her words must come from the heart and that they must be soft and warm. 
· A sacred spark of the Great Spirit is carried within the speaker, and therefore the speaker is also sacred. 
· If the speaker feels he or she cannot honor the talking stick with truthful and good words, then refrain from speaking so as not to bring dishonor. 
Reflecting

Frame Game

Give each learner four blank cards and instruct them to fill in four different responses on the subject: "What were main topics or learning points of the material we just covered?" Give them about five minutes to complete the exercise, then collect the cards, shuffle them, and randomly deal three cards to each learner. (Note: If desired, the trainer can make up four cards of her own, but they should be philosophically unacceptable with the principles presented.) 

Ask everyone to read the cards they just received, and then to arrange them in order of personal preference. 

Place the extra cards on the table and allow them to replace the cards in their hand that they do not like. Next, ask them to exchange cards with each other. They must exchange at least one card. 

After about three minutes, form them into teams and ask each team to select three cards they like the best. Give them time to choose, then have them create a graphic poster to reflect the final three cards. 

Select or vote on best poster that best represents the topic. 

Note: Based on a game framework by Thiagi 

Interacting

Marooned 

Divide the group into small teams (3 or 4 persons per team). Inform them they are marooned on an island. What five (you can use a different number, such as seven, depending upon the size of each team) items would you have brought with you if you knew there was a chance that you might be stranded. Note that each team is allowed five items, not each person (they need to work together to decide the five items. Have them write their items on a flip chart and discuss and defend their choices with the whole group. This activity helps them to learn about other's values, problem solving styles, and promotes teamwork.

Doing

Toy Story 

Using Legos, Tinker Toys, clay, Log Cabins, etc., have each person or small group build a model of the main concept that they have just been presented. After a given time period, have each person or small group present their model to the group. They should describe how their model relates to their work or the subject being taught.  

Encourage creativity!

Appendix C - Training Room Design

Seating Arrangements
Even if the activities of the learning session do not require changing the seating rearrangements, there are several reasons to do so:



· Learners are given a new perspective on the activity by sitting in a different part of the room.


· They get better acquainted with their peers.


· Learners are not consistently "punished" by being at greater distances from the screen or speakers.


· Small cliques do not arise - there is nothing wrong with cliques but in some cases, they can become a problem by forcing their norms or agendas upon the entire group.


Note: In the following seating arrangements, 0 = the learners, and x = the trainer. 

Traditional Seating  (Rows)




      X 




O O O O O O O 




O O O O O O O 




O O O O O O O 




O O O O O O O 




O O O O O O O



· Best used for short lectures to large groups


· Communication tends to be one way


· Trainer cannot see the learners in the back 


Modified Traditional  




X 



O O O O   O O O O 


      O O O O       O O O O 


    O O O O           O O O O 


  O O O O              O O O O 


 O O O O                 O O O O



· There is more participation


· Allows the trainer to see all the learners


· Reduces space between trainer and learners as trainer can move up aisle


· Best used for short lectures to large groups 


Horseshoe 



    X 



O       O 



O       O 



O       O 



O O O O O



· Nonverbally encourages participation by allowing eye contact between the trainer and all the learners


· The trainer is able to move closer to each learner


· Works well when all learners must be able to see a demonstration

· Works good when learners will be involved in large group discussions 


Modular


  O                    O    


 ----       ----      ----   


O|  |O      |  |O    O|  |O   


O|  |      O|  |O     |  |O    


 ----       ----      ----  


       X    O        


 ----       ----      


O|  |O     O|  |O      


O|  |      O|  |O       


 ----       ----        


  O



· Learners can work in small groups on exercises and projects


· Communication between trainer and learners is more difficult


· Trainer must move between groups during lectures and activities


· Good for courses that require a lot of group work 


Circle 


   O  O 


 O      X 


O         O 


O         O 


 O      O 


   O  O



· Most democratic and unencumbered with no status symbol


· With no table each person is "totally revealed"


· Subtle nonverbal communications are possible


· Good for T-groups and sensitivity training


· There will be conversations, shorter inputs, and more members will participate, when they sit at a round table rather than at a square table 


Square

           Solid           Hole in middle               


  O O O O             O O O O    


 ----------          ----------   


O|         |O       O| ------ |O   


O|         |O       O| |    | |O   


X|         |O       O| |    | |O   


O|         |O       O| ------ |O    


 ----------          ----------      


   O O O O             O X O O



· More formality than a circle


· Nobody can see all the faces of the other participants


· Depending where visual aids are placed, one side may become the "head of the table"


· A solid table seems to encourage conversation


· With a hole in the middle of the etable, some people do not speak at all, and some who do speak tend to talk for longer periods of time 

Rectangle

 
      O O O O O O 


 ---------------- 


O|               |O 


O|               |O 


 ---------------- 


    O X O O O O



· The seats at the short dimensions of the table are often seen as leadership positions (because the father sat at the head?)


· If used, the learners should be forced to take distinctly different positions every now and then (i.e. randomly shift the name cards)


· Fewer people can communicate face-to-face* 


Scatter-Shot (shown in groups of threes)


O O                 O  


 O           O     O O     


      O     O O           O    


     O O           O     O O

                          O O



· Seems extremely haphazard but good for experiential training


· Permits quick change of learner focus


· Produces tremendous investments of learner energy


· Works well with multiple role plays


· Can quickly form into large groups


· Bad for note taking 
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Defining Knowledge Management





Knowledge Management (KM) is any process or system that allows you to get the right knowledge to the right people at the right time. – Rossett & Sheldon, Beyond The Podium





Knowledge Management Comes Quite Naturally to Humans





A youngster with a toy car collection may sort them by color, make, types (such as models or Match Box), size, type of play, or a dozen other divisions. Heck, the youngster can even make up categories as new divisions, play activities, or wants appear. However, a computer is considered "intelligent" if it can sort a collection into one category. However, many organizations are placing their bets on computer systems due to the amount of data such systems can hold and the speed at which it can sort and distribute once such categories and data are made known to it.





Knowledge is Sticky





Information tends to be extremely easy and quick to transfer from one place to another, however, knowledge is sticky -- it is often very difficult and slow to transfer knowledge from one person to another.














From Planning to Execution





Brainstorm ideas bases upon the SWOT Analysis


Harvest the knowledge to create plans from


Communicate the plan to your team


Guide the team


Get the solutions into place


Polish the implementation until it runs smoothly








“You can’t manage knowledge. Knowledge is between two ears and only two ears.” – Peter Drucker at a Delphi Group gathering.





"The future is moving so quickly that you can't anticipate it...We have put a tremendous emphasis on quick response instead of planning. We will continue to be surprised, but we won't be surprised that we are surprised. We will anticipate the surprise."  -- Steve Kerr, the Chief Learning Officer of Goldman Sachs Group Inc.





"Knowledge is information that changes something or somebody -- either by becoming grounds for actions, or by making an individual (or an institution) capable of different or more effective action." -- Peter F. Drucker in The New Realities 





In an effort to distinguish knowledge from information, some Western analysts define knowledge as tacit (i.e. as capacity in action), thus consigning what others have considered as explicit knowledge to mere information. In the East, the tradition has been to celebrate the importance of the intuitive, in comparison with the rational.
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"I don't think they can ever sell another product under that name. There may be an advertising person who thinks he can solve this and if they find him, I want to hire him, because then I want him to turn our water cooler into a wine cooler." - Advertising genius, Jerry Della Femina as told to the New York Times right after the Tylenol crises.





"Johnson & Johnson has effectively demonstrated how a major business ought to handle a disaster. This is no Three Mile Island accident in which the company's response did more damage than the original incident. What Johnson & Johnson executives have done is communicate the message that the company is candid, contrite, and compassionate, committed to solving the murders and protecting the public."  - Jerry Knight, The Washington Post on October 11, 1982. 





Note that they could have disclaimed any possible link between Tylenol and the seven sudden deaths in the Chicago area. The company never attempted to do anything, other than try to resolve the deaths.
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� Info World, February 5, 2001, vol. 23, issue 6, Page 47, Fielden, Tim, A Knowledge Management State of Mind.


� Computerworld, January 3, 2000, p. 28


� Wurman, R. (2001) Information Anxiety 2. Overview of Understanding, by Shedroff, N. (p. 27 –29). Que: Indianapolis, Indiana.


� Based upon Christopher Hoenig’s The Problem Solving Journey: Your Guide to Making Decisions and Getting Results. (2000) Perseus Books.
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