Management Development Series
Basic Principles

Our Journey so Far
“My filters rob organizational
potential.”

“Clear
expectations
are essential.”

“My thinking
impacts the
workforce.”

You and your work is important.

Material Flow
Quality

“Destiny is not a matter of chance, it is a matter of choice”

-William Jennings Bryan

Our Legacy in Barre:

Key to Success
Personal Transformation is the key to
Cultural Transformation

Attitude

Purpose & Products

To focus on the leadership aspect of our work
In a way that recognizes, appreciates and respects the realities of
supervision
So that people would choose to work here if given a choice and be
willing to give their discretionary effort.
1.
2.
3.
4.

Finding the balance among leading, planning and managing
Health Audit
Key drivers of unhealthy workforces
Fastest path to change

“They pay me just enough not to leave, so I work just enough not to get fired.”

Ready to proceed?
• Let’s get introduced to Boss #1 and Boss #2.
– Develop script for #1

• What fundamental “valuing” shift must occur for a person
to even begin behaving like Boss #2 ?
• What is a key assumption I need to hold about others
involved in the problem?

How to be Boss # 1
•
•
•

•
•
•

•

Set the tone with confrontative, accusatory and aggressive body language…
their carelessness just made your life more complicated
Be emotional and release your frustration and anger on them since they did
this to you
Cut-off the other person’s use of excuses as they try to shirk responsibility;
quickly sum up the situation through interrogation and draw conclusions
before they finish the story
Immediately affix blame so they know you are serious about fixing the
problem
Too much talk erodes intensity; be concise, to the point and don’t let the
other person dominate the conversation
You are now accountable for fixing the mess they created; dismiss them
from further involvement with the caveat “this is not over” and make known
there will be consequences and repercussions
Leave them to think about what they just created and let them grow through
stewing

Engaged employees are the product of healthy work environments

Levels of Employee Engagement

Level 3
Adding Value:

Level 2
Relationships

Level 1
Job Context

I
understand
Company goals
And how I add value
Personal mastery
Org growth & success
I am recognized for my achievements
I have responsibility and advancement
I have a sense of belonging and
experience cooperation between teams
Personal growth and fulfillment

Respect themes:
1. Listening to me
2. Confident in me
3. Recognize me
4. Be interested in me
5. Include me

Basic Leadership Skills

I know what I need to do and have the tools and training
My supervisor gives me the direction and feedback I need
I have good working conditions and adequate compensation
I’m on a good team and am being valued

DDI Research Concludes
Busting
• Sending mixed messages
• Self-welfare first
• Take no responsibility
• Jump to conclusions
• Hide information / lie
Building
• Straight talk
• Treat others as competent
• Seek opinions of others
• Keep promises / commitments
• Live the message

The Work of Leaders
• Clarify Performance Requirements
• Ensure Capacity

Position

• Build stakeholders
• Enable possibility thinking
• Foster spirit and will
• Cultivate an appreciation in the work

Charisma

What breaks the Spirit and Will of a Supervisor?
•
•
•
•
•
•
•
•
•
•
•
•
•

Not enough resources to address the requirements
Buck does not stop with the supervisor.
No support from upper management
Indecision
Not following through with a promise
Having unilateral, unreasonable goals set without input.
Being accountable but not in control.
Choosing which category of chewing/reaming to absorb (production vs. OT)
Micromanagement
Not asked to provide input. Kicking bull.
Ignorance to suggestions, comments, ideas brought forward.
No appreciation of “work” performed, can’t recognize value of our work.
Focus on failures not achievements.

“Bring your boss to work day.”

What breaks the Spirit and Will of a Supervisor (continued)
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Getting beat-up
Being accused
Not being listened to
Managers interfering
Not being backed-up on decisions
Over-criticizing
Differing standards
Dumping on
Scapegoat
Not having successes recognized
Reversing decisions
No one caring
Not being trusted
Mistakes more visible than successes
Undermining
Managers not being open, honest and up-front
Lack of empowerment
Managers driving process changes when they are not the ones doing the work

Breaking my spirit
• Rat me out to their dad
• Never give any praise
• Ridicule ideas…especially publically
• Failed promises
• Take advantage of me
• Blatantly lie to me
• Ignore me
• Accuse or blame me
• Not be present
• Pitting against others
• Negative feedback
• Make you feel like you don’t matter
• Cut in pay

Breaking my spirit at

Breaking my spirit
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Belittled
No making a decision
Never good enough
Going around the chain of command
Public dressing down
Constant fault finding
Workload that sets me up to fail
Throw me under the bus
No thank you’s
Not being included in decisions
No support for decisions I make
Not getting communications
Worker knows situation before me
Lack of opportunities (flat organization)
Micromanaged
Negative only and critical comments
Inconsistency
Lack of direction (you missed doing what I
didn’t tell you to do)

Breaking my spirit
• P

Breaking my spirit
•
“if you don’t like it, vote with your feet”
•
McDonalds is hiring
•
‘You are stupid”
•
You are not worth the effort to make you
learn your job
•
Not asking for your opinions
•
Not allowing a person to repair their own
mistakes
•
Disciplining in public
•
Jumping gun before facts
•
No acknowledgement or reward
•
On a short lease (micromanagement)
•
Constant badgering
•
No feedback
•
Not listening to suggestions
•
Being “put down”
•
Nothing ever good enough; you are getting
chewed-out regardless
•
Let’s dwell on the bad things

Breaking my spirit
• Passing the blame
• Standing over the person/constant
hovering/literally sitting on the line
watching
• Given unattainable goals
• Double-meaning to the meeting…great
job…but
• Lack of respect
• Lack of trust
• Lack of support
• Lack of follow through
• Belittle
• Treat as if not important
• Compare to others
• Ask the “whys” in a negative
manner…(you are so dumb)

Breaking my spirit at
• Yell at you
• Curse at you
• Silent treatment
• Demean me
• Exclude me
• Accuse me
• Lack of support
• Humiliation
• Constant schedule change
• Micromanagement
• No recognition for crew
• Crew split
• Demotion
• Constant negative feedback
• Constant pressure for goals
• Ignoring input
• Left out of loop

Breaking my spirit at
• Stealing my credit
• Keep adding tasks before the first one is
completed
• Second guessing
• Lack of appreciation
• Stepping on ideas
• Boss not take workers seriously
• Overwork supervisor
• Second guessing
• No appreciation my work
• Public ridicule
• Removed from task so someone can
complete it
• Not watching delivery
• Negative
• Not empowering
• Not backing decisions

Breaking my spirit at
• Upper mgmt making decisions that do
not support the ethical stance of the
company
• Lack of respect
• Working for Boss 1
• Micromanaged
• No communication
• Undermined and discredited
• Lack of structure (chain of commands)
• Inconsistency
• Program without tools yet accountable
• Lack of response
• Sent to training and then threatened
with firing for what was said
• Don’t allow time off
• Asking to work more

Breaking my spirit at
• Lack of comprehension of various
disciplines here on site
• Talking about retirement on the floor
• Expectations without ability to achieve it
• Not supporting us if we try to make a
change for the better
• Exclusion from decision making
process…especially when it directly
impacts us
• Don’t celebrate success
• Being talked down to
• Lack of career path or growth
• Going behind my back
• Not given tools and resources to do job

Breaking my spirit at
• Lack of recognition that people hear
• Consistent negative feedback
• Intimidation
• Degrading
• Embarassing
• Public humilation
• Disrespected
• Inconsistent direction
• Ignored
• Someone taking credit for a job I did
• Lack of work (NWA)
• Benefit increase in cost
• Working holidays
• Lack of support for my job
• Unfairness
• Not proper compensation
• Never getting to root cause after 16yrs

Breaking my spirit at
• Involuntary demotion
• Lack of concern for me as a person
• Superior who allows me to get reamed
for something he did
• Not heard
• Passed over for promotion
• Unachievable goals
• Not Listening
• Good ol boy system
• Termination
• Superiors not walking their talk
• Given 20 loaners
• Condescending
• Working for boss 1
• Telling me I’m “out of sight and out of
mind
• Lack of proper resources

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Public embarrassment
Not listened to
Not appreciated
Not asked opinion
Stifled
Challenging my opinion
No following through
Lying
Always negative
Creating a hostile environment
Overloading
Interrupting
Ignoring
Constant “attitude”
Constant reminder of unequal
power distribution and you don’t
have any

•
•
•
•
•
•
•
•
•
•
•
•

Not feeling like I can make
decisions
Micromanaged
Personal Attacks
Insubordination
Not utilizing my gifts
Condescending
Pathologizing
Undermining
Disrespecting diversity
Learned helplessness
Sarcasm
Asked to be unethical

Also Consider…

• I am willful around…
–
–
–
–
–
–

Doing what it takes to stay employed in this company
Considering an opportunity outside this company
Creating an opportunity outside this company
Making it to my pension date
Meeting my financial targets through this company
Meeting my personal development goals through
this company
– Pushing organizational bounds to enable business
improvements

Y
Y
Y
Y
Y
Y

N
N
N
N
N
N

Y

N

Spirit and Will ‘O-Meter

•
•
•
•
•
•
•

•
•
•

•

•

Not enough resources to address the
requirements
Buck does not stop with the
supervisor.
No support from upper management
Indecision
Not following through with a promise
Having unilateral, unreasonable
goals set without input.
Being accountable but not in control.
Choosing which category of
chewing/reaming to absorb
(production vs. OT)
Micromanagement
Not asked to provide input. Kicking
bull.
Ignorance to
suggestions, comments, ideas
brought forward.
No appreciation of “work”
performed, can’t recognize value of
our work.
Focus on failures not achievements.



Intensity & frequency

•



• Considering an opportunity
outside this company
• Creating an opportunity
outside this company

Making it to my pension date
 Meeting my personal development
goals through this company
 Doing what it takes to stay employed
in this company


Meeting my professional goals
through this organization
 Pushing organizational bounds
to enable business improvements
 Meeting my financial targets
through this company


My Spirit and Will Index from the Company’s Perspective
115




Self
Interests

Compliance

Personal &
Company Interests

Will

Foundation Skills for
Effective Communication

You’re not Listening
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Foundation Skills for Effective
Supervisory Communication
•

•

Paying Attention to the Person

•

Exploring for Information

– using eye contact appropriately

– closed questions

– demonstrating readiness nonverbally

– open-ended questions

– conveying interest

– focusing questions

Listening for Understanding

– clarifying questions

•

Offering Perspective

– reflecting thoughts

– describing parallel experiences

– reflecting feelings

– demonstrating empathy

– summarizing

– making real world connection

Tips on Foundation Skills
•

Paying Attention to the Person
–
–

•

Listening for Understanding
–
–
–
–

•

Don’t be afraid to interrupt if the employee is rambling or going off on an irrelevant tangent.
Reflect back the information you gather to be sure you have the facts straight.
Look for verbal and non-verbal clues to feelings.
Ensure mutual understanding by periodically summarizing what has been said.

Exploring for Information
–
–
–

•

Focus on the here-and-now by naming emotions being displayed.
Identify and discuss any obstacles to a constructive conversation that may surface.

Use open-ended questions to find out more about the problem.
Use closed questions to get specific information.
Keep questioning and reflecting until you think you have a good understanding of the problem.

Offering Perspective
–
–
–

Acknowledge legitimacy of feelings.
Provide a reality base.
Use self-disclosure to show that you can relate to the problem.

Exploring for Information
Types of questions

Purpose

Open-ended

Give a lot of information or feedback.

Example:
“What do you think about…?”
“How’s the project going?”

Closed

Give specific information; limit the focus.

Example:
“Do you have enough staff for the project?”
“Will the report be ready tomorrow?”

Clarifying
Example:
“Are you saying there is not way the project
can be saved?”

Focusing
Example:
“What are the expected results from this project?”
“How can you get marketing involved?”

Helps you understand what the person is saying;
may also help them say what they mean.

Helps the person develop ideas or thoughts in a
particular area.

Exploring for Information
Some Effective Questions to Use in Supervisory Conversations
•

What options do you have? If you do that, what will the impact be?

•

What are the pros and cons of your idea?

•

What problems or obstacles are you facing?

•

What are some ways you’ve thought of to deal with them? What else could you do?

•

What assumptions do you have about this problem? How can you test them?

•
•

How else might you look at this?
What worked well? What did not work well? How can you use this knowledge?

•

What did you learn from this experience?

•

How does this relate to __________ ?

•

How would you do this differently next time?

•

How have you drawn these conclusions? What was your reasoning?

Listening Skills Dos and Don’ts
Don’t

DO
•

Make sure you are ready to listen
.

•

Stay on the topic

•

Ask open ended questions

•

Maintain good natural eye contact

•

Pretend to listen when your mind is really
elsewhere

•

Go off on tangents

•

Interrogate with a lot of closed questions

•

Stare at or away from the person

•

Send “I don’t want to hear this” messages with
your body

•

Convey your openness non-verbally

•

Add meaning by paraphrasing what you’ve
heard in your own words

•

Parrot what the other has said by repeating their
words back to them

•

Demonstrate empathy by identifying the feelings
the other person has expressed

•

Ignore or deny the other person’s feelings by
minimizing them or telling them “they shouldn’t
feel that way”

•

Summarize what has been said periodically to
make sure you and the other person are “on the
same page”

•

Allow the conversation to wander in too many
directions

Seven Listening Skills
•

Attending Behavior

•

Door Openers

•

Active Silent Responses

•

“I Hear You” Expressions

•

Paraphrasing

•

Reflecting Feelings

•

Summarization and Integration

Level IV
Active

connecting

Level III
Casual
Interpersonal
50%-50%
Level II
Selective

Level I
Dismissive
100% Me

Empathetic: ,
Reflecting of thoughts, identifying, validating
and acknowledging their feelings and
emotions behind the situation.
“It sounds to me like you feel…______________”

Valued
Cared for
Bond

Trust & commitment
Problem solving:
Expressing opinions,
thoughts, paraphrasing
and summarizing. Using 7
Problem-solving tools.
Personal

Small-talk: Acknowledge a subject
and chat about it. Since I am mildly
interested in you or the subject I stay
engaged in hearing what you say.

Respected

Norming
Conscious

Data exchange: verbal facts & figures, instructions.
I take-in information which I perceive as relevant. I probe and
clarify that which is of interest to me. Inside my head I am busy
formulating my response

Response Mode

I acknowledge your presence or existence through a greeting, head-nod, grunt,
eye contact or hand-shake. I am discounting what you say, planning my weekend
or generally, could care less about what you have to say or your opinion.

De-valued
Why care

Baseline
Default

I am ignoring you… no listening going on here.

The speaker has been understood

Level V
100% Them
Receiving all
signals

Self Awareness, Assumptions, and Supervisory Conversations
Questions to Explore:
•
•
•
•
•

What quick assumptions am I making about this person?
On what are my assumptions based?
Do I know and understand this person’s values / style?
How might their values / style differ from my own? How will I deal with these differences?
How am I going to effectively communicate with this person?

Be Mindful of...
•

How you think and feel about people who are different.

•

The extent to which you are willing to question your own assumptions.

•

Your willingness to be open to those who are different.

•

Your willingness to seek new information that informs your opinion of the other person.

•

Your awareness of cultural differences that may get communicated through verbal and
non-verbal communication patterns.

•

Your own ability to monitor your own actions and make corrections.

•

Your own biases regarding the value of feedback and how they may differ from the views
of others.
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Easiest yet Hardest Way to Improve

