APPALACHIAN

COUNCIL OF GOVERNMENTS

Session 5
Group Exercises

Scenario One Tom

Supervisory Situation 10 -1
Supervisory Situation 10-2
Situation/Exercise 11-1 and 11-2

Individual Exercises

Worksheet 9-1: Rule Violations

Worksheet 7-2: What's Your Theory?

Worksheet 7.3 Assessing the Situation

Cast Studies: Motivation, the Department Veteran, The Deserved Raise

Articles and Materials

What is Accountability Really?

Articles on Coaching Employees

Effective Training: Key to Equitable Performance Appraisals
Performance improvement Plan Material/Templates
Performance Evaluation Materials/Templates

Career Compass No. 70: How to Handle a Difficult Conversation with a Direct Report
Checklist Materials on Discipline

Basic Human Needs Chart (Masiow and Herzherg)

Various Articles on Motivation

Articles on Employee Engagement

Articles/Worksheet on the Cost of Employee Turnover

Homework

Read Chapters 13 and 14 from the text

Complete the Individual Exercises and read Articles and Materials for Session 6

Write a 1 to 2 page paper on why it is important to have a harassment free and respectful workplace
and be prepared to present to the class



Group Exercises



Scenario One

The Setting (#)
Tom, one of your employees, has worked in the office for ten years.
He is well liked and knowledgeable about the history of the offize
and University systems. There is no past history of performance
issues that you can see from looking at past performance reviews.
What you have observed is that Tom regularly shows up late, (cffice
opens at 8:30am, Tom usually comes by 9/9:15am), takes longer
than an hour for lunch, and often is heading out the door by
4:30pm (office closes at 5pm). You notice that this type of behavior
seems to happen once in a while for other employees in the office,
but seems like a daily practice for Tom. He never records any of this
time on his time card as official time off.

Take a few moments to think about the situation and make some
notes. What would you do? What would be your first step?

Potential Responses (#)

1. Do nothing; every one seems to be relatively happy and no one
has complained to you about this issue.

2. Address the issue with the office as a whole at a meeting,
reminding everyone of operating hours and the importance of
being on time.

3. Address the issue directly with Tom, explaining your concerns,
exploring his understanding of working hours, and being clear
about your future expectations.

4. Give Tom a verbal warning for his lack of timeliness, and tell him
if it happens again, he will receive a written warning that will go
into his permanent discipline record.




Possible Outcome of #1; Do Nothing (#)

* Your boss notices that you have not addressed the time
discrepancies in the office and expresses concern with your
abilities to manage the office. You now have created a situation
in which your boss has concerns about your ability to do the job.
You still need to address the issue with your employees and now
also need to regain the confidence of your manager.

* Others employees notice that it seems fine with you that Tom
keeps casual hours, so every one starts keeping the same hours
as Tom. Your response to one employee's behavior has now
established office norms that need to be addressed. This could
have been avoided by addressing the issue up front with Tom.

* Some of the employees accuse you of discriminatory behavior by
having different standards for different employees. When staff
feel they are being treated unfairly or that different rules are
being applied for different staff, they have a variety of options. In
addition to approaching you directly, they could go to your boss,
or to the Ombuds Office. What if Tom is the only male reporting
to you and the women on staff document the fact that Tom is
getting preferential treatment? The issue could become a much
bigger concern.



Possible outcomes of #2, Address the issue with the office as a whole -
at a meeting, reminding everyone of operating hours and the
importance of being on time (#)

« Staff ask for your understanding of work time, share theirs and
you all come to agreement. This could happen. This still may not
solve your problem, in that people may agree to something but
not change their behavior. It would give you a point on whick: to
start giving feedback if you see that staff or some staff are not
following the guidelines.

+ Staff that are following the rules feel de-motivated and
frustrated. By addressing an issue as "some of you" or "everyone"
and not addressing the person who needs to be addressed, you
are punishing the wrong people.

+ Nothing changes. The longer you do nothing, the more likely it
will become a bigger issue. Since Tom is not being addressed
directly, there is no reason to change. Talk to your boss for
advice, be clear on appropriate contract language governing time
and attendance, and/or call WL&amp;D for a superwsory
consultation on ways to approach the issue.



Possible outcomes of #3, Address the issue directly with Tom,
explaining your concerns, exploring his understanding of working

hours, and being clear about your future expectations (#)

Tom disagrees with you. Tom may feel he is on time. This is
where it is important to have documentation on Tom's behaviors
to back up your concerns.

Tom believes you are picking on him. Tom may not like the icea
that you are addressing this issue with him. Yet, it still needs to be
addressed.

Tom doesn’t understand the problem; he says, “l work hard and
complete my tasks, so what's the issue?” In giving feedback to an
employee, it can help to also acknowledge what the employee
does well. The issue is not how hard Tom works (though some
may wonder if Tom could do more if he worked the expectec
number of hours), the issues are time, attendance and office
standards. _

Tom says no previous supervisor ever addressed this issue, This
may be true. Acknowledge that reality and say that what may
have been accepted norms in the past don't dictate the future.
Acknowledge that it is not Tom's fault no one addressed it earlier.
Discuss your expectations of his future behavior.



Possible reactions for #4: Give Tom a verbal warning for his lack of
timeliness, and tell him if it happens again, he will receive a written
warning that will go into his permanent discipline record (#)

» Tom changes his behavior but will not talk to you beyond what
the work requires. It would not be unusual for there to be a
period of discomfort after a discipline action. Make sure you are
not avoiding or treating the employee in markedly different ways
that you have in the past,

+ Tom is taken totally by surprise and is angry. Tom most likely will
feel that he has been treated unfairly if this issue has not been
addressed with hirn in the past.

* Torm files a grievance. Any time an employee has received
discipline, they do have the right to file a grievance. Tom also has
the right to have a union representative attend meetings where
he is receiving discipline.
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Individual Exercises



Worksheet 9-1: Rule Violations: What Should You Do?
For each of the following offenses, decide what type of disciplinary action is warranted. Assume that

each is a first offense. Your options include but are not limited to counseling, oral warning, written
warning, suspension, salary reduction, demotion, or dismissal. Then answer the questions at the bottom
of the page.

1. Giving a false reason for absence

2. Leaving work of the job site without permission

3. Loafing on the job or wasting time even as work piles

4. “Borrowing” a government vehicle to run personal errands

5. Sleeping on the job

6. Refusing to work overtime

7. Contributing to unsafe or unsanitary conditions

8. Lying about or blaming others for one’'s own mistakes

9. Failing to report work without notice on three consecutive workdays

10. Calling another employee a derogatory or discriminatory name

11. Ignoring safety procedures

12. Report-ing to work under the influence of alcohol or drugs

13. Making a bootleg copy of software for use at home

14. Fighting with a colleague

15. Padding a personal expense report

16. Stealing office supplies

17. Routinely taking longer breaks than allowed

18, Making unwanted sexual advances to subordinate

19. Yelling profanities at a citizen

20. Spreading untrue rumors about you, the supervisor
In making your decision, how would you gather information about what accurred? What type of

information would you need to know?
How would you document the offense and the action taken?
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Worksheet 7.2: Self-Assessment: What's Your Theory?

Use the following scale to rate your agreement with each of the statements below:
1 = Strongly disagree

2 = Disagree somewhat

3 = No opinion

4 = Agree somewhat

5 = Strongly agree

Part A:

1. Special wage increases should be given to employees who do their jobs

especially well.
2. Job descriptions let employees know what is expected of them. 2 3 4 5
3. Employees need tc be reminded that their jobs are dependent on the government's
ability to provide services effectively and efficiently. 3 4 5
4. Supervisors should pay attention to the physical working conditions of employees. 3 4 5
5. Supervisors should develop a friendly working atmosphere ameng the work team. 3 4 5
6. Supervisors should recognize individuals for achievement at department
meetings or in public settings. 3 4 &
7. Indifferent supervision bruises feelings. 3 4 5
8. Employees want to feel that their skills and capacities are used well. 3 4 5
9. Fringe benefits, such as retirement plans, annual and heoliday leave, and
health care are essential if you want to keep good employees. 3 4 5
10. Every job can be made more stimulating and challenging. 3 4 5
11. All employees want to give their best in everything they do. 2 4 5
12. Management shouid sponsor social events after hours to show employees
that they care. 2 3 4 5
13. Pride in one's work is the most important motivating factor. 2 3 4
14, Employees want to think of themselves as experts in their jobs. 2 3 4 5
15. The quality of the relationships in the work group is important. 2 3 4 5
16. Individual incentive bonuses would imprave perfarmance. 2 3 4 &
17. Recognition from upper management and citizens is important to employees. 2 3 4 5
18. Employees want to scheduie their own work. 2 3 4 5
19. Job security is what really matters, 2 3 4 5
20. Supervisors should provide the best equipment they can for their employees. 2 3 4 5
Part B:
21. Peopie will avoid work whenever possibie. 2 3 4 5
22. Self-control is necessary if work is to be done property. 2 3 4 5
23. Employees should be supervised closely. 2 3 4 5
24. Employees are willing to accept responsibility. 2 3 4 5
25. Employees like to be told exactly what to do. 2 3 4 5
26. Employees can come up with creative solutions to organizational problems. 2 3 4 5
2Z7. Employees are motivated primarily by money and fringe benefits. 2 3 4 5
28. Employees are motivated primarily by recognition and achievement. 2 3 4 5
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Worksheet 7.3: Assessing the Situation

1. Generally, how motivated would you say the members of your work team are?

Not maotivated Somewhat motivated Usually motivated Highly motivated

2. How do you think the members of your work team would rate their motivation?
Not motivated Samawhat motivaled Usually motivated Highly motivated

3. How would you rate your own motivation?

Not motivated Sornewhat motivated Usually motivated Highly mativated

4. How do you think the members of your work team would rate your motivation as their supervisor?

Not motivated Somewhat motivated Usually motivated Highly motivated

/
5. What does your immediate supervisor do thal motivates you?

6. What does your staff do that motivates you?

7 What do others do that frustrates or demotivates you?

B. What do you do that motivates your employees?

9. What do you do that motivates your supervisor?

10. What do you do that motivates your peers and colleagues?

11. What do you da that may frustrate or demotivate your employees or colleagues?

12. Make a list of personal actions you can take to help motivate your employees. Be as specific as possible.
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Case Study: Variations in Motivation

The following three individuals work for Lightning City. As you read the deseriptions, determine
their level of motivation. Think also about how you can tell whether they are, in fact, motivated.
Then, answer the questions at the end of the case study.

Janie Curran

Janie Curran is a native of Lightning City. She began working for the city ten years ago as a clerk in
the accounting department and has worked her way up to division supervisor. She does her job very
well and is considered efficient, reliable, and well qualified for the position she holds. She currently
supervises four accounting clerks who perform their jobs effectively and efficiently.

Janie is rarely late or absent. Her hours are steady, and she usually leaves work at the end of the
work day, staying late only when there is an important deadline. When she is at work she is always
“on task.” Janie is quiet and rarely gets involved in activities that don’t directly affect her or her
work team.

Janie reports directly to the department head; who has worked with her for most of the past ten
years. According to the department head, Janie does her job without much direction or input from
above. She praises Janie for her dependability. Her supervisor notes that she and Janie have little
day-to-day contact because Janie rarely complains and comes to her only to ask a specific question or
present a problem. The department head believes that Janie is satisfied with her job and plans to
stay with the city for some time. Janie admits she doesn’t have any specific long-term career plans
and says doing a good job in her current position gives her a sense of achievement and satisfaction.

Miguel Ruiz

Miguel Ruiz received a master’s degree in public administration last May. Immediately upon gradua-
tion, he accepted a job with Lightning City as an administrative assistant in the city manager’s
office. He has been with the city for only a few months but seems to know almost everyone who
works in city hall.

Miguel aspires to be a city manager and wants to learn everything there is to know about running
a city. Miguel is quick to take on new projects and challenges because he figures the experience will
help him advance in his career. The city manager says Miguel is a valuable asset with a lot of poten-
tial, but he has done little substantive work for the city thus far. Miguel has done a variety of re-
search jobs, prepared some background information for city council reports, and replied to citizen
inquiries and complaints. For the most part his work has been good, but on occasion there have been
minor errors or incomplete information. The city manager worries that Miguel sometimes bites off '
more than he can chew.

Miguel is involved in lots of extracurricular activities in city hall. He is on the city's softball team
and has been trying to get a volleyball team organized. He is always rounding up people for lunch or
happy hour. Most of his colleagues like his enthusiasm, but he occasionally steps on a toe or two in

his effort to get the work done.

Suzi Banshee

Suzi Banshee was hired as a senior planner for Lightning City three years ago. According to every-
one who knows her, she is a workaholic. She works long hours and can be found at her desk most
weekends. She says there’s just so much work that she needs the weekends and evenings to keep up

Continued . ..
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Case Study: Variations in Motivation (Page Two)

with the pace. She says that she is satistied with her job, and she works hard to do good work. When
there are additional jobs that need to be done, Suzi always accepts the work and will do whatever it
takes to get it done on time.

Not many people in city hall know Suzi very well because she works through most lunch hours
and isn’t involved in any after-work activities. The director of planning has talked with her several
times to see whether there are ways to ease the work load or distribute the tasks among the staff,
but Suzi refuses to give up any of her projects. If it takes long hours and weekends to get every-
thing done, that’s fine with her. She says she’s used to the long hours and would miss the work if she

had more spare time.

Suzi’s work is precise and thorough—sometimes more thorough than the task demands.

1. In your opinion, which employee is the most motivated? On what do you base your answer?

2. What need do you think motivates Janie Curran? Miguel Ruiz? Suzi Banshee?

3. Based on your answer to Question 2, what techniques would be most effective in motivating
each of the employees?

4. If you supervised the employees in this case study, what would you want to know to determine
what motivates them and their level of motivation?
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Case Study: The Department Veteran

Steve Bennett has been with the county public works department for more than ten years. A
longtime resident, Steve loves the community and has moved up the ranks through hard work and
dedication. Steve has earned a reputation as a competent, reliable, and fair supervisor

Two years ago, Steve became the county’s highway supervisor. At first, Steve's abilities and
performance matched the expectations of his supervisor. Within the last six months, however, Steve
has become less accessible and has begun arriving at work later and later. He also has been neglect-
ing the department’s schedules for vehicle maintenance, routine department tasks, and employee
appraisals. Several employees have been overheard saying they are unhappy with Steve's attitude
and inability to make timely decisions. A couple of his colleagues have tried to talk to him to find out
whether something is wrong, but Steve says that everything is fine.

Clint Jones, Steve's supervisor, was hired by the county about nine months ago. When he started,
he reviewed the records of the people who reported to him and was impressed with Steve’s record.
But almost immediately he began to wonder why Steve had acquired a reputation for excellence.
Clint saw several areas that needed improvement—Steve’s attendance and punctuality, his comple-
tion of routine tasks, and his relations with his work team.

Clint has taken measures to resolve the problem: he drafted specific performance goals for Steve,
talked to Steve about what he expected, and suggested that he take a management class at the
university so that he could prepare himself for a promotion. At Steve's annual review two months
ago, Clint made sure he got a hefty merit increase and promised he’d do his best to continue to put in
for pay increases if he could justify them. But Steve’s performance continues to decline.

1. What factors may be contributing to Steve’s declining performance?

2, What signs indicate that Steve’s performance problems might be related to his leve] of
motivation?

3. What is Clint doing right in his approach toward Steve? What is he doing wrong?

4, What assumptions is Clint making about what motivates Steve? Are these assumptions
contributing to the performance problem? How?
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Case Study: The Deserved Raise

Lynn Chang has been a program manager with the city’s department of community development for
two years. She caught on quickly and was soon promoted to serve as the coordinator between the
city and the state government. She is highly enthusiastie about her projects, pays close attention to
detail, and puts in long hours. In fact, Lynn is somewhat of a perfectionist and does well in almost
everything she puts her mind to. She won an employee award during her first year on the job,

At her upcoming annual performance review, Lynn plans to push for a significant salary increase.
She feels that she deserves a substantial raise—not only has she done well in her current position.
but she has assumed significant additional work and responsibilities. If she isn't adequately compen-
sated for what she is doing, she plans to start looking for another job.

Betty Stern has supervized Lynn since she was hired two years ago. She is well aware of Lynn’s
skills, level of performance, and desire to help reach department goals. Betty alzo believes that Lynn
deserves a substantial salary increase. But the city's finances are tight, and there isn't money in the
budget to give Lynn the increase she'd like.

1. If you were Betty, how would you approach Lynn's performance review?

2. How should Betty raise the issue of this year’s salary increase?

3. Are there options that Betty should consider to keep Lynn employed by the city and motivated
to continue her excellent work?
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WHAT IS ACCOUNTABILITY, REALLY?

Hypom“.{sy exists in the space between language and action.

icture yourself in a meeting. Suppose there are a dozen people
seated around a table and someone says, “I'm going to hold
you accountable for what we've discussed.” What words or

feelings immediately come to mind?

Fear? Threat? You may be thinking, “Uh oh, now there are
expectations.” Others around the table may experience pressure
or stress. Still others sense the tone of the meeting suddenly has

changed - leadership 1s going to be searching for a “gotcha.”

This type of negative reaction to accountability has been earned.
Most of us have experienced the word “accountability” as punitive —
a “punishment” for not doing something. It is viewed as punishment

because that accountability typically lurks at the back end of the



WINNING WITH ACCOUNTABILITY

business process. Accountability shows up when something goes

wrong and people start to lay blame. They start pointing fingers.

In reality, winning begins with accountability. You cannot sustain

success without accountability. It is an absolute requirement!

The secret that successful organizations have discovered is to
install accountability on the front end of interactions ... before the
outcome is known. Successful organizations front-load accountability
into their strategy. When front-loaded, accountability breeds
better relationships, eliminates surprises, and vastly improves job

satisfaction and performance.

Defining Accountability
Accountability should not be defined as a punitive response to

something going wrong.

Webster’s Dictionary defines “accountability” as “the quality or
state of being accountable; an obligation or willingness to accept
g g I

responsibility for one’s actions.”

Notice the adjectives describing accountability in the dictionary:
quality, obligation, willingness and responsibility. Does that sound
like punitive response to something that has gone wrong? Of
course not. Accountability means preventing something from

going wrong.

So, as a first step on the road to creating an accountability culture,
we must redefine and streamline “accountability” to carry a more

positive connotation:

Accountability; “Clear commitments that —
in the eyes of others — have been kept.”

10



What Iv Accanntabiliey, Reaily?

With this new definition in mind, let’s put it to work by asking
you to write down 1n the space below two commitments that are
important to your success. One for business and one for your

personal life.

Business Commitment

Personal Commitment

Thank you. We'll refer to these later in the book.

People deal with us based on what they think about us, not what we
think they should think about us. So, when we make a commitment,
we have to fulfill that commitment in the eyes of others. It is not
good enough to fulfill the commitment in our eyes - we have to

fultill the commitment in the eyes of others. That is the tricky part.

When we're accountable, it is necessary for us to go to our

customers, our suppliers, the people we work for — and yes, the
people who work with us — and ask them, “How am I doing?”
We allow them to hold us accountable — in their eyes — for our

commitments.

Growing up in New York City during Mayor Ed Koch’s
administeation, | remember this: Whenever Koch greeted someone,

11
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he'd say, “Hey, I'm Mayor Ed Koch. How am T doing?” He
constantly asked for feedback. He was being accountable in his

constituents’ eyes.

Was Ed Koch the best mayor in New York's history? That depends
on whom you talk to, but he continually asked for feedback ... and

the voters loved it!

Accountability is — first and foremost — about being reliable. To
get a good picture of your personal accountability, you may want
to periodically ask yourself, “Can people count on me to do what
I say I'll do, as I said T would do it?”

Recently, at a meeting involving the president, chairman of the board
and chief operating officer of a large organization, an executive
named Cathy promised, “You'll have the executive summary from

this meeting by Friday, December 21, at 5 p.m. CST”

Two of the officers wrote down this information. The president
did not; and when one of his colleagues asked him, “Aren’t you going
to hold Cathy accountable?” the president responded, “I've worked
with Cathy for three years. I know she’s as good as her word.”

It’s at that moment Cathy knew she had consistently acted in an
accountable way. It was the president’s perception and feedback
that let her know she had modeled accountability.

Creating an accountability culture is to recognize that wherever
you are on the organizational chart, you encourage others to hold

you accountable.

For instance, let’s say I'm sitting in my office working on a
presentation. I asked my assistant to hold all calls and not disturb

me while T focus on the presentation for an important meeting.

12
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I hear the mailman leave my mail and, out of the corner of my
eye, | see a new issue of a martial arts magazine. I love martial arts
so I go over, pick the magazine up and begin leafing through it ...

and, as usual, I find an article I'd like to read.

I return to my office and begin reading the article. It's at this point
my assistant steps in and says, “Shouldn’t you be working on the

presentation that you asked me to allow you the time to focus on?”
I slowly close the magazine and smile. “Yes, thank you.”

Now, saying “thank you” may not be the first thing that comes to
mind at that moment, but my focus is on communicating genuine
thanks. She’s holding me accountable to my stated commitments
because that's the deal we have, and I do appreciate her holding
me accountable to getting the important things done.

Accountability is about high performance and not fear or stress.
It’s about being willing to hold yourself to a standard that improves
the performance of your organization and also having a willingness

to be held accountable by others.

So, it’s okay that a member of your team walks into your office
and says, “Hey, you said you'd have that report on competitive
products to me by noon today. It’s 1 p.m. When can I expect it?”

In an organization where accountability isn't important, the manager

might say, “Wait a minute. Let’s get this straight. You work for me.
I don’t work for you! Now, get out of my office!” But, in a Culture

of Accountability, the manager will say, “You know what? I'm sorry
I didn't get that to you on time. Here's when I'll have it for you.”
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When holding someone else accountable we must recognize and
respect the power of intention. It our intention is to put someone
down or to make them feel badly about themselves, it will be
obvious. If, however, our intention is to help them perform at a
higher level and to help them succeed, they will be able to see

that, too.

Here’s an example:

While facilitating a meeting with a client, we were reviewing
our performance with them and listening to their feedback.
At one point during this discussion, I called a 10-minute
break. At the moment the break began, one of my team
members walked up to me with her back to the clients, a smile
on her face, and very direct eye contact. She said, “Henry, you

are being defensive and you have 9 minutes to adjust, okay?”

A couple of hours later when the meeting had ended, we asked
the president of the company for feedback on the meeting. He
said, “You know, Henry, when the meeting started, I felt that
you were being a little defensive, but right after I noticed 1t, it

seems to have vanished. The meeting was a huge success.”

I am eternally grateful to my team member for giving me the
feedback when she did. I remember trusting her intention in that

moment.

“When you're screwing up and nobody says anything
fo you anymore, that means they"ve given up on you.”
Randy Pausch, author, The Lost Lecture

14
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Remember: Hypocrisy exisés in the space between language and action.

If you are ever perceived as a hypocrite, it's because there is a gap
between what you said and what you did. Hypoerisy is created in

the space between your words and your actions.

This simple example explains the concept well: Erik 1s a new

p pie exp p
manager and he’s having a team meeting. Chris has joined the
group late because of a long meeting with an important client. He

quietly asks the person next to him where they are on the agenda.

Erik’s saying, “Employee morale is really important to me.” Then he
sees Chris asking about the agenda and shouts, “Be quiet, Chris!”

In a very short space, a lot of relationship damage has just occurred.

On the other hand, if Erik's been the team leader for awhile and if
he’s told his team, “If you ever interrupt one of my meetings, I'm
going to teil you to be quiet” — and then he does exactly that —
Erik’s not a hypocrite because he’s set a clear expectation,

How to Front-load Accountability

To front-load accountability in your organization, you have to
provide the specifics ... and that includes clear expectations. If
your team can reflect the essence of what you said to them back to
you, your expectations have been clearly stated. If their reflection
does not mirror what you are trying to accomplish, you need to

start again.

For instance, if | wanted Sam to reflect back to me, I wouldnt ask
Sam to repeat what I said because that would be condescending.

What 1 could say i, “Sam, how do you interpret what I just said?”
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Another way to invite reflection is by asking someone to pataphrase

~ what they heard you say.

Front-loading accountability begins with clear expectations from
both the sender and the receiver. And, it is both parties’
responsibility.

For instance, what if your manager told you, “I expect you to do a

good job on this proposal.”

You could say, “Okay” and take your best shot at meeting the
manager’s expectations. Or, you could say, “Okay, but exactly what
does a good job look like?”

The manager may say, “I want our products to be teatured up front,
which should be followed by features and benefits. Then, in the
summary, show how our products resolve the client’s accounting

problem.”

In this example, the manager provided the details and how the
assignment would be measured. By providing the measurements
for the project — at the beginning of the project — the manager has

allowed you to succeed in doing a good job.

If you are not provided the specifics of what a good job looks like,
you probably won't succeed, which makes it important to ask the
question, “What does a good job look like?” or “What does it

mean when you say, ‘Good job?”

So, what if you make an assignment and youre not completely
clear on what the outcome may be? If that is the case, consider

this language:
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“I'm not 100 percent sure the decision we're making is going to be
the right one. However, everybody needs to be 100 percent sure
this is the decision we've made and this is the direction we're going

to take. We may have to adjust later.”

To use this language successtully takes trust. It takes honesty tor
the leader to say, “1 don't have a crystal ball ... and I accept that |
may be wrong. But everyone needs to understand that this is our

direction and this is how we're doing it.”
fu)

The next step to front-loading accountability is to put into place a
high testing standard to measure quality. Just as important, you must
be willing to take feedback and make changes that will strengthen
your strategy. Part of this feedback will come from team members,
and more feedback will come when you ask your customers, “How
am I doing?” In doing so, you're getting feedback from every level

throughout the process.

The Benefits of Front-louding Accountability
Remember when we asked you to think about how being asked to
be accountable made you feel? Quite often people have feelings of

stress, fear or being extremely uncomfortable.

The term “accountability” probably deserves these negative
connotations when 1t is used in a punitive way ... and in Western
cultures, we tend to use accountability to determine whom to

punish when something has gone wrong.

These feelings of fear, stress and discomfort when we are asked to
be accountable are what we call “relationship breakers.” So, when
accountability comes at the backend of the business process, we
break that very thing that pulls us through tough times and fuels

good times: relationships.

17
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Conversely, when you front-load accountability, relationships
~ will be built, solidified and strengthened.

When you front-load accountabulity, vou include specificity in your

commitment. Unlike the manager who asked team members to

“do a zood job” on the important client proposal, your cominitments
& J P prop Y

include specific language — “I want this proposal to outline our

products at the beginning, include features and benefits and, in the

summary, to show how our products will resolve their current

accounting problem. Here is when I need it to be completed.”

Front-loading accountability is also a hiring function. Many winning
organizations make accountability a part of their hiring process,
specifically addressing personal accountability in interviews. Those
organizations make it policy to only recruit and retain employees

who embrace accountability as part of their personal values.

In describing accountability to one new employee, the hiring
manager said this: “Accountability in our organization means doing
what you said you will do, as you said you would do it. That is the
minimum acceptable performance level for our team members. [t's
the way we are ... and it’s a high standard.”
When you front-load accountability:

+ Performance increases

4+ Resources are better allocated — people don't have to guess

+ Job satisfaction is increased

4+ Relationships are strengthened

4+ Results improve, ultimately increasing revenues and

profitability

18
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Summary:

+ Accountability is a positive term describing commitments
that ~ in the eyes of othe

- hdve been kept.

4+ Accountability is- contmu.ally askmg, How am 1 doing?”

4+ To front- load _=CLountab111ty 1n your orgamzamon you have

to provide crvstal cled expectatlons F

+ By front-loading. account"tbllity, relat1onsh1ps among team

members are strengt ned bccause they know they can

count on each other. This le_ds ; O'greater performance,

higher quality and better service to vour clients.
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Imagine working in a team or organization where there is no interpersonal or team
accountability ... As a supervisor, a major part of your job is ensuring that members of your
team are accountable to you, to each other, and to the public they serve. Accountability
begins with clear goals and expectations against which you can measure performance.

Peonle who are accountable do what they say thev will do.
Continuum of Accountability

Accountability involves both negative and positive responses to performance. “Catching
employees doing it right” is just as important as acting on unacceptable performance....
Feedback you give to ensure accountability should be appropriate to the employee’s
performance, commitment, and attitude. For example, how you dea! with a team member
who is really trying yet still not performing to expectations may be very different from your
approach to an employee who isn’t committad to the work unit and is a chronically poor

performer.

Your responses to an individual's performance can be viewed along a continuum of
accountability that includes responding to both positive and negative behaviors using praise,
recognition, and rewards; coaching: counseling; performance improvement plans; and

progressive discipline.
Eight Ways to Improve Your Coaching

Effective coaches don't win by making last-second decisions. They are with the team from

the beginning on the sidelines, shouting words of encouragement, and giving the team the

https://icma.org/articles/article’how-coaching-enhances-accountability-workplace 4/9/2019
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tools it needs to succeed. Just like a coach on the playing field or a conductor in front of an
orchestra, an effective organizational team leader sets the standard, provides the tools, gives

advice when it is neaded, and lets the team play to the best of its abilities.

The following principles can improve your coaching success:

1. Bea conversation partner. Coaching means interacting with team members by having regular

and frequent conversations about performance.

%]

Define the outcomes. Ta be an effective coach, you must communicate what vour vision is for

your team. Your employees cannot strive toward a goal unless they know what it is.

3. Clarify performance expectations. Coaching means communicating both organizational and
personal goals.

4, Build dynamic capability. As the organization and team members develop their talents and skills,

goals witi change. Good coaching means helping employees be prepared for each wave of

change and learning to learn.

'U'I

Engage your team members’ interests and passions. One way to encourage positive performance
and professional development is to offer your employees “stratch assignments” that encourage

them to develop their skills and talents.

_()\

Recognize teachable moments. Effective coaches recognize that the smallest incidents can foster

l2arning and growth.

7. Use multiple coaching media. All coaching need not occur face-to-face; it can happen by e-mail,
over the phone, or through a written note.

8. Provide recognition and rewards. Coaching isn’t just about letting people know when their

performance needs improvement; it's also about catching them doing things right.

Coaching team members for improved performance is an important skill for all supervisors.
Itis your chance to guide your team to higher levels of performance and achievement and to

watch them grow and develop as individuals along the way.

Excerpted from “Chapter 10: Accountability in the Workplace,” in Effective Supervisory
Practices: Better Results Through Teamwork Fifth Edition. ©ICMA, 2013.

Join Us Donate

https://icma.org/articles/article/how-coaching-enhances-accountability-workplace 4/972019
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Building a Better Career Path
Through Coaching

A look at the coaching resources available through ICMA

By Cheryl Hilvert, ICMA-CM | Jan 1,2021 | ARTICLE

We often hear of professional athletes with coaches who
help them to maximize their individual and collective
performance. Like those sports stars, local government
managers can often achieve more when we rely on someone
to help us explore our hopes and dreams and assist us in
identifying the best way to move toward them.

Dr. Frank Benest, ICMA-CM, long-time ICMA member and

ICMA Liaison for Next Generation Initiatives, defines

coaching as “a confidential relationship typically between a senior manager and an aspiring leader that
aims to help the emerging leader achieve his or her hopes and dreams. Coaching often helps one focus
on accelerating career development or addressing problematic work situations.”

Coaching can help an aspiring manager, or even a seasoned manager to:
e Explore their hopes and dreams.

e |[dentify issues and challenges.

e Consider a variety of options.

e Learn from the relevant experiences of the coach.

e Explore resources and opportunities to grow their "dream team.”

e Receive candid feedback.

e Consider a“bigleap.”

While we often see the “player/learner/aspiring manager” as the benefactor of coaching, it's clear that
this process can benefit the coach as well. The opportunity to help another professional aspire toward

https //icma.org/articles/pm-magazine/building-better-career-path-through-coaching?_zs=dD7sb1&_zI=PftK7 1/4
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greater success allows the coach to:

e Share experiences and expertise with a colleague.

e Help another professional reflect and consider unappreciated opportunities.
e Provide resources and candid feedback.

e Serve as a sounding board.

* Be a part of someone’s personal and professional development.

o Create a legacy!

The great thing about coaching is that anyone can benefit—whether you are looking for someone to
listen and help you ask yourself the right questions about your career advancement, or if you are a
tenured professional and wish to assist and support our next generation of local government
managers. As January is National Mentoring Month, take a moment to reflect on mentors you have
had throughout your career. Consider how you can help build a better career path for someone in the
profession, or aspiring to be in the profession.

Would you like to find a mentor, or perhaps you are inspired to be a mentor? Find all of ICMA’s
coaching resources at icma.org/coaching! Highlights include:

Coaching Webinars

Each year ICMA offers six complimentary Coaching Program webinars designed to give local
government professionals of all career stages the opportunity to bolster skills and learn about new and
leading practices, strategies, and tactics, as well as developing issues and trends in the profession of
local government management. Participation in free Coaching Program webinars qualifies for the
ICMA credentialing program. You can register to attend as a group or individually, and you can also
register for all of the remaining webinars of the year at one time. Learn more about upcoming
webinars,

CoachConnect

ICMA's CoachConnect is a program that can benefit both the aspiring manager/learner and the
seasoned manager/coach. CoachConnect sessions can take on many forms. Some are casual, informal
networking and check-ins. Other pairs set up a more formal relationship and continue over time. You
also may choose to get perspectives from more than one coach. Learn more about CoachConnect.

https://icma.org/articles/pm-magazine/building-better-career-path-through-coaching?_zs=dD7sb1&_zI=PfK7 214
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Career Compass

ICMA's Career Compass is a monthly column focused on career issues for local government
professional staff. Produced by Dr. Frank Benest, this free content covers a variety of topics, including
such articles as “Reimagining Leadership,” “Coaching and Networking,” “Workplace Culture,” “Getting
the Job,” “Advancing Your Career,” and “Professional Development.” Learn more about Career

Compass, or subscribe to receive it in your inbox.

Speed Coaching

At each in-person annual conference, ICMA holds a fun, fast-paced speed coaching event. During this
event, coaches provide quick informal sessions on career and resume tips designed to introduce
learners to a variety of coaches and their styles, build relationships, and make introductions for
conference attendees. Many state coaching partners also hold speed coaching events in their states, as
have some ICMA student chapters. Speed coaching is great for state association conferences,
professional gatherings, and gatherings of local area managers. Check out our guidelines to learn
more.

In all its forms, coaching can be extremely beneficial to your career and helping to define its path—or
even just the next step. And for those in a position to serve as a coach, there's nothing more rewarding
than knowing you've helped a burgeoning local government leader on their way to success. If you
haven't already, make 2021 the year you take advantage of these great opportunities!

CHERYL HILVERT, ICMA-CM, serves as Midwest regional director for ICMA. She previously
served as Midwest regional vice president on the ICMA Executive Board. She has served for
more than 31 years as a local government manager. (chilvert@icma.org)

EMAIL

i o v M ©
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Being a great coach, and a winning player

Being a Great Coach. Below are some useful actions a volunteer Coach can take to stimulate a
productive coaching discussion. See the video Being a Great Coach for illustrations at

icma.org/coaching.

Ask “What are your hopes?” Start your
relationship by understanding what's important to
the person you are coaching and, most
importantly, why. Help them look a little deeper
for what truly interests them.

Serve as a generous listener. A generous
listener demonstrates curiosity, a suspension of
judgment and evaluation, and a desire to
understand the meaning and the motivation of
the Player.

Identify concerns and tap their experiences.
What stands between them and where they want
to be? What issues or obstacles need attention?
Use reflective listening (paraphrasing what you
hear from them) to help them surface underlying
concerns. Listening thoughtfully is a big gift.
Then, explore how they have addressed similar
challenges before.

Encourage growth and resources. How will
they need to grow? What resources do they
have? Resources and choices encourage and
empower people.

Offer stories and experiences...with
permission. If you have insights to add to the
Player's own thinking, ask for permission. Rather
than telling people what to do, offer stories about
what you've seen or experienced that may be
relevant to them. Stories help people understand
the messages more deeply and integrate them
into their own thinking.

Invite a stretch. Sometimes people hold
themselves back in their careers. They make too
many assumptions about what they think can
and can't happen. Tell the person you are
coaching what you want for them. Encourage
them to consider a big leap.

Target action. Ask them who could help them
achieve their objectives and what actions they'd
like to take. Most people need a nudge to take
flight and really soar. "Would you like to consider
[whatever action seems appropriate]?” You're not
telling them what to do, but you are giving them
something concrete to which they can react.
Always leave the choice to them. Don’t become
attached to your own suggestions.

Celebrate the results!



Being a Winning Player. Your self-motivation provides the energy for your success. A Coach can be
helpful as a catalyst to stimulate your thinking, but it's your talent story to write. Below are actions you can
take to get the most from coaching. See the video Being a Winning Player for illustrations at

icma.org/coaching.

Select a topic of interest. What will be useful to
you now? Instead of “just in case” learning,
coaching is “just in time" support. Some of the
fopics coaching might address include:
advancing in your career, how to handle a
difficult situation, grappling with a technical issue,
and many more.

Reach out to a coach. Although volunteer
coaches are busy people, they want to support
talent development in the profession. Here are
some ways you can connect with them:

= Take advantage of Speed Coaching and
other networking events to meet informally
with Coaches and see who might fit.

= Mine your relationships or someaone in your
ICMA State Association to suggest a Coach.

=  Search for a volunteer Coach in
CoachConnect at icma.org/coaching.

»  Connect with the ICMA Senior Advisors in a
state of interest to you to help you find a
match and perhaps offer a warm introduction
for you to a Coach. You can find them
through the state association websites.

Turn your intentions into results. How will you
fulfill the actions you intend to take? What has
worked well for you in the past to get things done
successfully?

Clarify confidentiality. Are you concerned
about confidentiality? Would you like this to be a
confidential conversation? How does that fit with
the other roles the Coach plays (as your boss,
outside advisor, etc.)?

Provide some brief background about
yourself. How would you succinctly describe
what's relevant for the Coach to know about you
and the topic you've selected. Remember,
coaching is about writing the next chapter of your
talent story (not rehashing the past).

Express your hopes. Coaches need to know
what your hopes are about the topic you've
chosen and why they are important to you. This
anchors the discussion in what will be fulfilling for
you not someone else.

Enjoy the discussion - let the Coach do the
coaching and you the playing. One of the great
joys of coaching for a Player is that you don’t
need to have all the answers. It's not a quiz. You
can be engaged and yet be relaxed to see what
new insights and opportunities arise for you.

Thank your coach for the insights and
support. How did the discussion help you clarify
your thoughts or galvanize you into action? What
did the Coach do that served you especially
well?

Find more resources for you and your agency including a template for a Talent Catalyst coaching
conversation, and more on on the Talent Development page of icma.org/coaching.

Don Maruska, MBA, JD, Master Certified Coach
Visit the ICMA Coaching Program at icma.org/coaching.

ICMA
e
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i have had the opportunity to coach management individuals during my work as an executive
coach. What has become apparent to me is the lack of understanding that some might have

about what coaching is and how it differs from other leadership development tools.

From what I've experienced though, coaching seems to be gaining in popularity among
motivated managers who seek the individual and organizational growth that can result from

a positive coaching relationship.

What Coaching s

An efficient, high-impact process that helps high-performing leaders improve results that are

sustainable, coaching:

Invoives short meetings that generate important insights and helps an individual gain clarity

and focus, as wel! as make decisions to improve performance.
Is a dialogue where high-performing people need support to perform even better.

Has the goa! of improving results in ways that are sustainabie over time. Managers want
outcomes, career success, organizational effectiveness, and career and personal satisfaction.
It is about helping people improve their own capabhilitias and effectiveness so that results

and improvemeants last.

Allows a leader to get from point A to point B. The coach intervenes and provides advice,
when appropriate, and customizes a tool or solution that works for the leader's unigue

situation.

https://icma.org/articles/article/what-coaching-and-isnt 4/9/2019



What Coaching Is and [sn't | icma.org Page 2 of 4

Works one-on-one with individuals to encourage them to make difficult decisions, step out

of their comfort zone, stop destructive behavior, embrace change, and shift performance.

What Coaching Is Not

And, at the other end of the spectrum, coaching is not:

Therapy meant to fix sameone. The emphasis is on heloing a healthy individual overcome
chalienges and be more effective, Coaching is asking powerfu' questions that inguire why
neople behave the way they do.

The same thing as management. Ccaches arz not geing to stepin to do the joh for someone.
The coach is a "shadow leader," working behind the scenes to helo a person succeed and
improve.

Consulting. The primary focus is not to analyze and make recommendations. When
appropriate and at thea right time, coaches can add value by sharirg observations and insights.
Coaching is more about having people develop their own insights and then take acticn to
improve results. Coaching is not a crystal ball that magically provides an answer.

Training or teaching that focuses on sharing knov/iedge and best praciices. The teaching
process usually occurs in a classroom setfing and the trainer/teacher leads the session.
Mentoring, Mentors are seasoned professionais who can show less-experienced professionals
methods of how to do things. Many mentors, however, also can play the role of coach, and
many coaches can have years of experience to share with the people thay are coaching.
Progressive discipline. Organizations might use coaching for this reason, which can causa it to
be seen negatively. Coaching should be seen as astandard leadership development tool and an

investment in the talent the organization wants tc develop and retain.

Traits of Coachable Managers

The feader who seeks out coaching will have these five unigue attributes:

Commitment to continuous learning and improvameant. Coaches enjoy working with paople
Jd

who want to get better and seek ongoing improvement,

High aspirations that are exciting and often lead to great things. Leaders who seek out a
coach usually have ambitious goals and want to see great things happen. They hold

themselves accountable for achieving their goals, including ongoing gains in performance.
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Sense of possibility in themselves and the potential for personal greatness, as wel! as the
potential in those around tham. This sense of possibility makes them more aftractive to

others and gets people aligned toward a common goal.

Vulnerability in ways that allow them to bypass othear leaders. It is not easy to actually learn
the truth about how we come across to others compared with how we hope to come across

to others. Itis not easy to hear feedback from our colieagues and then resoive to improve.

It is not easy to allow give-and-take whean pushing an idea forward rather than win at all
costs. This vulnerability u'timataly leads to improved results, relationships, and success. By
being able to have just enough vulnerability, effective leaders are able tolearn, grow, and get

batter.

Flexibility in how they get resuits, which gives tham more options. Coaching can often heip
g .

leaders develan new approaches to handle different situations.

leaders who are ccachable understand the need to be flexible and have a range of stvies and

approachsas for different peopia ang different situations. This allows them to lead more
naturally and authentically, rather than relying on long-standing patterns that make them

rigid.

What Coaching Can Accomplish

From the perspective of the routine and daily work environment, coaching can help a leader:

Reduce the feeling of being overwhe!meda£"by workload, by compiicated and !engthy
assignments, by difficult emplioyees, and by power-hungry supervisors.

Be able to deal with the frustrations that occur in the workplace with other supervisors and
with emnloyees.

Manage the sometimes lack of clarity that is provided by the governing board or a supervisor.
Get things donzs effectively and efficiently, in a timely manner, and meet the expectations of
the participants and the recipiants.

Have some measure of success in a new role that will enhance the work envirocnment and have
some measure of future success.

lLook good in his or her role, have fewer headaches in arole, and advance a career with

matching compensation growth.
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Coaching Employees

Disciplining an employee who has engaged in improper conduct should be different from
dealing with an employee who is not performing work duties well. In fact, most business
people prefer to refer to the latter as coaching, rather than discipline.

In a situation where there are performance problems, employees may not be willfully doing
something that violates your policies and may just need some guidance. Some performance
problems may even be the result of morale problems.

Effective coaching and giving constructive feedback can be difficult and challenging, but
have their advantages:

W Employees learn more about their jobs and perform better.

® Employees develop a sense of loyalty toward you and the business.
& Working conditions are improved.

B Productivity is enhanced and maximized.

The charagcteristics of a good coach are that he or she is:

confident in the abilities of individuals
enthusiastic

caring

supportive

goal-oriented

knowledgeable

a good communicator

patient

responsive

an excellent listener

The coaching process has certain perspectives and behaviors that can be duplicated in the
workplace. They are:

B Mutual respect. Both you and your employees must accept the mutual dependence
each has on the other in order for each of you to succeed. From that relationship,
respect can grow based on the contributions of each party.

B Supportive environment. Where there is respect, it follows that the working
environment will be supportive. The opposite is true where there is distrust or conflict.

A& Trust. Where there is fear, there can be no trust. The workplace must encourage an
atmosphere of trust, which includes candor and an acceptance of an initial level of
failure.

In order to counsel employees, you must focus your attention on the goals that you are

1 of 2 10727797 15:02:42



The S0HO Guidebook =-- Coaching Employees http://www.toolkit.cch.com/text/pos_7330.htn
¥

trying to get the employee to achieve. Those goals may be to increase profits, increase
market share, create new products, reduce error rates, or achieve other business-reiated
objectives. In order for employees to know Aow their work can contribute to the goal, they
must be taught:

B what the goal is
® how it is achieved
A what p