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Group Exercises



Supervisory situation 13-1

The manager of Glenview County has just announced that the county will begin a
countywide citizen-service campaign with the county’s work teams, departmental
managers, and supervisors reviewing county services from customers’ perspectives.
The manager has announced that she expects many changes in the way the county
performs its operations and delivers its services.

George is a supervisor in the finance department. His work unit is responsible
for processing tax bills. When George announced the pending campaign to his staff,
a look of alarm passed across the faces of several staff members. After the nieeting,
Sue and Tom approached George. Both asked him whether the changes would mean
layoffs. Sue was also concerned that her system for filing receipts would change. “I
have a really good system that works for me, and I don’t like the idea of changing
it,” she said. George wasn't quite sure how to respond to Sue and Tom.

1. What are some of the reasons that Sue and Tom might be resistant to possible
changes in their work processes?

2. What steps might George follow to analyze his unit’s work processes?

3. What suggestions would you give to George for reducing the potential negative
effects of change?
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Case Study: The Reorganization

Gloria Phillips has worked in the finance department for slightly more than ten years. After
graduating from a local business school Gloria started working for the city as a clerk-typist, and
through hard work and good performance, she moved up slowly and steadily to her current
position as senior secretary. As one of the department’s two senior secretaties, Gloria reports
directly to Regina Schuster, the assistant director of finance. Her responsibilities are to
provide administrative support for the department director and assistant director.

Three months ago, the city employed a consultant who spent some time in the finance office
asking questions and taking notes. About a month later, Gloria read in the local newspaper

that the city council had approved a general reorganization plan for the city. Included in the

plan was the consolidation of several offices in the finance department. The report indicated
that administrative support services were among those to be streamlined, which would save

the organization money.

When Gloria asked a friend in personnel about the change, she leamed that the plan was to
hire someone to spearhead a newly created administrative support pool that included Giloria.
They had begun the interviewing process and were expected to choose between two
candidates: a young man who had just graduated from college and a woman with two years’
experience in the county government. She also learned that reorganization plan was to
include raises for the two senior secretaries in lieu of hiring an entry-level clerk.

Under the reorganization, the administrative and clerical duties would be channeled through
the office head, who would then distribute the work among the support staff. The consultant’s
report showed that this would be more efficient and less costly because the cyclical flow of
work meant that several suppott positions were without work at certain times of the month.
Furthermore, according to the consultant, there were several instances in which support staff
were frustrated by conflicting demands put on them by working for several different bosses.
Since under the new plan all support staff would report to one office director, the
reorganization was expected to reduce these interpersonal conflicts.

When she heard about the reorganization plans, Gloria was anxious and upset. She liked her
senior position and felt that she had worked hard to get there. When she protested that she
knew more about running the office that any new employee, Regina suggested that she look at
it as an opportunity to make more money for doing less work. She added, “You know you
wouldn't want to be in charge of the pool, Gloria.”

1. What impact has the reorganization had on Gloria? How has it affected her motivation?

2. What should the city have done differently in planning and 'implementing the change?

3. What should Regina have done differently?



Supervisory situation 14-1
Joan is part way through her interview with Deborah. Deborah just said that “Bob
took my face in his hands and tried to kiss me. “ Joan asked, “When he did that,
what did you do?” Deborah replied, “I left.” Then Deborah asked, “That’s sexual
harassment, isn’t it?”

Which of these responses would be the most appropriate?
1. You're right. Bob does not have the right to treat you this way.

2. Let me explain the factors that would make this a case of sexual harassment, and
see if they apply.

3. Tknow you don’t like being treated this way, but until I have more information, I
can’t decide what this is or how to resolve it.

Supervisory situation guidance The third response is most effective because it
acknowledges how Deborah feels while making it clear that Joan needs more details
before she can determine what her next steps will be.

Supervisory situation 14-2

Joan’s employee, Deborah, has just told her that her co-worker, Baob, has been
repeatedly asking her out. During their meeting Joan asked Deborah for more detail
and documented their conversation. Joan is now explaining that she is going to con-
tact the HR department about this situation.

Deborah asks Joan not to do anything because she does not want to get Bob in
trouble and she is afraid of getting a reputation as a troublemaker. Based on your
employer’s complaint process, what should Joan do?

L. Tell Deborah “I understand, but I must notify HR.”

2. Tell Deborah “I won’t do anything now, but if it happens again, I'll have to talk
with HR.”

3. Tell Deborah that you'll “respect her request but that you must document their
conversation.”

Supervisory situation gunidance The most appropriate response is number one
because the supervisor has knowledge of alleged behavior that is prohibited by the
employer’s harassment policy which must be reported and investigated. The second
response is less appropriate because if Bob is doing the alleged behavior, it cre-

ates a hostile work environment for Deborah or other employees which establishes
a potential legal lability for Joan and the organization. Number three is not quite
right. Though Joan should document their meeting she should also contact the HR
department.
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- @ .Eff;ective Supervisory Practices .~

Supervisorv situation 14-3
- .Pam, who is Ivan’s superv1sor saw him point his cell phone at a co- -worker’s but-
5 tocks and. tal;e a pigture, Pam immediately asked Ivan to come to her office, When
she explamed the purpose of her meeting and talked about his prohibited behavior,
Tvan becanx defenswe Here is a suromary of their conversation,

Paiﬁ Ivan., the reason I asked you to join me is that I want to talk with you about
What just happened
Tvan: What do you mean?

Ensuring a Harassment-Free

Pamn: Before I start, [ want you to know that I'll be documenting our conversation.
Ivan: Why?

Pam: Because it’s my responsibility to document these types of discussions,
which I then submit to HR.

Tvan: Ok, but I still don’t know why I'm here,

Pam:: The purpose of this meeting is to discuss what I observed, to address your
behavior, and to make sure it does not happen again. I'll be talking with Tom
about the same issues later today. I observed vou and Tom stop your conversa-
tion as Wendy walked by. I then saw you look her slowly up and down and take
a picture of her buttocks with your cell phene.

Ivan: No 1 didn't!

How should Pam respond?

1. Ivan, I saw you, so why are you denying it?

2. Ivan, please don’t get upset, that will only make this intervention meeting more
difficult.

3. What do you mean, ‘no, I didn’t™?

4..Do you believe I am making up what 1 ]ust said™?

Supermsory sztuataon guldance Pam’s nmst effeciive respﬂnse is “What do you .
meat, ‘no, [ didn't’2” because it is a neutral open-ended quesnon that asks Ivan to
provide more information and clarify what fre neant, -

_ Ask “Why are you denymg 1t? ” s 1ess EffGCUVE because 1t is a:_combatwe

tbe next tnne Plus, because these types of questlons and assumptlons an

"11kely t0o inerease the harasser’s defensweness and hinder open communi"
-you should not use ihem




Supervisory situation 14-4

As Pam continues her intervention meeting with Ivan, he gets Very upset. Here is a
summary of their continuing conversation.

Pam: What do you mean, “No I didn’t?”

Ivan: How could I take a picture of her when I don’t even know how to work my
phone yet!

Pam: OK. Then what [ saw was, you looked Wendy slowly up and down and
then you pointed your phone at Wendy as she passed.

Tvan: Where I come from, in my culture, that is how a man shows his apprecia-
tion for a pretty woman. If you don’t notice, a woman gets offended.

Parn: This is not about where you came from or your culture, [van. Looking a
woman up and down and pretending to take a picture of her buttocks is unac-
ceptable. And it’s prohibited by our policy against harassment. After this meeting
I want you to go to our website...

Ivan: So to work here [irritated, disbelief], T have to give up my culture! Well, I'm
[raises voice] not going to do that, I'm out of here! [Stands up].

What is an effective way for Pam to respond?

1.

2
3.
4.

Ivan, unless you want to be disciplined, please sit down.
Ivan, please listen to me before you decide what to do next.
[van, please stop being defensive and listen to me.

Ivan, if you want to continue working here you must stop those types of behavior.

Supervisory situation guidance Pam'’s most effective response is to ask Ivan to
“Jisten to me before you decide what to do next” because she is focusing on getting
[van to listen and to think about what he is doing, and Pam is maintaining control of
her own emotions by not reacting defensively.

Ensuring a Harassment-Free and Respectful W




Individual Exercises



Lesson outcomes:
When you finish this lesson, you should

« Understand why an openness to change in policies, pracedures, equipment, and more is
important to woerk unit success

Be familiar with strategies for assessing the patential benefits of work improvements and changes
Know your rale in intreducing and leading necessary changes
' Be aware of the potential challenges of and obstacles to introducing changes in your work unit

Know the'three-step pracess for building commitment to change.

Lesson overview

This lesson is designed to increase your understanding of the value of organizational change and enhance
your skill in introducing new approaches in your work unit from initial idea to long-term commitment. It
explores how to deal with the range of emotions that often accompany the idea of change and provides
activities to help you manage the change process.

Review questions

1. What types of changes might you consider in your work unit? What factors might lead you to consider
making changes in your work unit?

2. What should you take into account when thinking through a change and its implications for your
work unit?

3. What makes implementing change in a work unit difficult or stressful?

4. What is a “pilot project,” and how might a pilot project be used when
intreducing a new idea or new approach to your team?

5. What questions should you ask yourself before launching a change process to fix
a troublesome operation?

6. Identify the six stages that people move through in responding to change.

7. What is the difference between a commitment to change and compliance with an
implemented change?

8. Describe the three steps of change leadership that will help you build
commitment to a change among your team members. Based on your experience,
what is the most important step to take to gain employee commitment?

9. What are the benefits of involving employees in the change process?

10. Have you ever been involved in a change process that didn't go well? What went
wrong? What could have been done differently?

11. What are the three most important ideas you gained from reading this chapter
that you believe will help you become a better supervisor?

Learning activities

Activity 13,1 Attitudes toward change

Read each of the following statements and indicate whether you agree (A) or dis-
agree (D) with each, based on both your work for this lesson and your experience,

by putting an A or D in the space preceding each statement.
1. Most employees don’t like change.

2. Most organizational changes are designed to increase efficiency or
productivity.
3. The best way to introduce change is to get it over all at once.

4. If employees are uncomfortable with change, they will tell their
supervisors about it.

5. Most employees either reject or accept all changes, regardless of
what the changes are.



Preparing for Change

Not At
All

Not
Much

Some
-what

Yes
Definitely

Do I view changes as an opportunity?

Have I come to terms with the fact that change is
continuous?

Do I prepare myself for change as soon as I spot it on
the horizon?

Do I actively seek out information about the change
and what it means to me?

Do I recognize what is “ending” for me and what 1
need to let go of?

Do T understand that I need to enter a neutral transition
phase?

Do I allow myself a time for “mourning” the past?

Do I look for what is continuous in my life?

Have I created support systems to help me through the
transition?

Do [ have someone as a sounding board to share my
thoughts and feelings about the present change?

Do I have a personal stress management plan?

Am I using the neutral zone as an opportunity to take
stock of my life?




Articles and Materials



THE CHANGE CYCLE

“Often, people facing change resemble a couple packing their car for a vacation to a

specific destination, yet with no idea about how to get there and no map to assist them.

You can imagine what must be happening in the brain in order to prepare for the trip.
Since there is no route, no plan, no map, then the logical conclusion of the brain is to look
through its memories for past vacations and by using association skills and schema, to
retrieve historical information. This can be very cumbersome. If you have been on a
camping trip in the mountains and a vacation on the beach, then your brain pulls up all
“vacation” information and you will find yourself putting everything from suntan lotion

and a beach ball to a down jacket and wool socks in your suitcase.

Our journey through change often resembles this. We begin it with no map, very few
skills, and a file clerk in our brain who is retrieving our historical change experiences. If
that history happens to be saved as negative (and often is), then we’re also predisposed to

perceiving the journey as not being any fun or bad.

Now that you have learned how your filing system works, you need a good, clean,
accurate, and easy-to-use change map. The Change Cycle™ is that map. It exisis within
you, and now is the time to learn how it will help you determine where you are and in
what direction to move, anticipate possible problems or sloW-downS, and measure the
distance from where you are to where you want to be. Basically, it enables you to plot the

guickest, casiest, lowest risk way to get through any change.

The Change Cycle™ map is depicted as a circle to show the continuous and cyclical
nature of change in our lives. The first humans noticed cycles in the days and nights, the
weather and their own bodies. These observations led to the need for and the
development of time to mark the seasons and cycles. Clearly, everything in nature is
process-driven and therefore cyclical. The migration south of some birds during the

winter months or the hibernation of bears follows cycles that are predictable and are



designed to assist them in responding to the changing seasons. Because we are a part of

the same forces of nature that created other animals, we too operate on cycles in some

o’

When a change enters your life, (shown as the blue triangle at the top centre), the Change

parts of our lives.

Cycle™ begins. Because all change affects you at the emotional, behavioural, and mental
levels, understanding your feelings, behaviours, and thoughts becomes the vital tool in
assisting you to take personal responsibility for the changes you face. In the centre, there
is an image of the brain, because the unconscious mind works in a sequential way (with

or without the conscious mind’s awareness), to sort out the new experience.

Stage 5
g abeys

Danger Zone




The Change Cycle™ model represents the series of six “Stages™ you will pass through in
dealing with any change. The outside ring, Loss, Doubt, Discomfort, Discovery,
Understanding, and Integration, indicates what the primary experience is for each stage.
Each of the six Stages is shaped like a pie piece and the colours, red, yellow, and green,
are used to symbolically indicate a traffic light. The first two Stages and The Danger
Zone are the colour red to warn you to stop and be observant of potential danger coming
from other directions. Stages 3 and 4 are yellow to signal the need for some amount of
caution. Your responses in the yellow Stage will probably be similar to what you do
when faced with a yellow light when driving. Do you immediately slow down to stop,
knowing that the red light is next, or do you hit the gas and get through the intersection

quickly? Stages 5 and 6 are green to indicate freedom of forward movement.

~“Feelings of: | Feelings of:
SATISE CT!ON% - FEAR
' 'Thnulghts are; | Thoughts are:
. FOCUSED |  CAUTIOUS
Behaviour is: ' Behaviour is:
GENEROUS | | PARALYZED
Feelings of: | Feelings of:
CONFIDENCE T, RESENTMENT
' Thoughts are: 1 Y Thoughts are:
PRAGMATIC " SKEPTICAL

Behaviouris: ; Behaviour is:
RESISTANT

Stage 5
Z obejis

#Feelings of:
ANTICIPATION

Thoughts are:
CREATIVE

Behaviour is:

Behaviour is:
UNPRODUCTIVE

Danger Zone

In each Stage, the primary feeling, behaviour, and mental aspects of your response to
change are listed. Remember, each characteristic is representative of a wide range of
possible thoughts, feelings, or behaviours and, of course, all three are happening

simultaneously.
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During the red Stages, 1, Loss and 2, Doubt, your thoughts, feelings, and behaviours are
consistently converse or opposite to what you need to accomplish in order to move

forward. Moving through your fears to find safety is the foundation for the successful

completion of any change.
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Stage 3, Discomfort, and Stage 4, Discovery, are yellow to symbolise the need for
caution. During Stage 3, forward motion is critical in order to create the momentum to
“turn the corner” through The Danger Zone and move toward the green Stages. Stages 3

and 4 are the beginning of your shift to assimilating new information and working with it

to formulate viable options.




Looming at the bottom of the Change Cycle™, and between Stages 3 and 4, is The
Danger Zone. Beware. The Danger Zone is where your inability or unwillingness to
continue forward progress (because of confusion, lethargic behaviour, or anxiety)
recreates fear and a lack of safety, thus looping you back to Stage 1. This typical pattern
of looping you back to Stage 1 is one of the reasons your long-term memory has encoded
negative experiences with change. This coding can be updated by adding successfully

completed change experiences.

Feelings of:

Feelings of: SATISFACTION

CONHDENCE

Thoughts are:

FOCUSED

Thoughts are:
PRAGMATIC

Behaviour is:
ey GENEROUS
Behaviour is:
PRODUCTIVE

Stage 5

The final Stages. 5. Understanding, and 6, Integration, are green. At this point, the
original change has become such a part of the individual that it is unlikely to be labelled

as a change at all.

By using the Change Cycle™ as your navigation map, you will be able to identify your
needs and utilise your skills to complete your change processes in a healthier and more
positive way.”
Excerpt from: “The Secret to Getting Through Life’s Difficult Changes.”
Lillie R. Brock and Mary Ann Salemo, 1994




Reason

Reasons People Resist Change

Description

Antidote

Toss of Control

A feeling of powerless comes when change is
done to us rather than by us. Powerlessness can
result in pettiness, territorial behavior, rules-
mindedness, and over-control.

Active involvement in the
process.

Excess Uncertainty

Simply not knowing enough about the next step
makes comfort impossible. “It’s safer to stay with
the devil you know than to commit yourself to the
devil you don’t.

Complete information.

Surprise, Surprise

People are easily shocked by decisions or requests
suddenly sprung on them without groundwork or
preparation. Lack of warning can be seen as a
sign that the organization doesn’t trust or value the
individuals involved.

Share the “vision’”” and concrete
change steps as early as
possible.

The “Difference “ Effect

Radical change makes people become conscious
of and to questions familiar routines and habits.
The need to reprogram habits will add extra stress.
Asking people to completely “renounce the past”
can cause too much stress,

Minimize the number of
“differences” introduced;
present change as continuous
with tradition; break large,
complex changes into
manageable “bite-sized” bits.

Loss of Face

If accepting a change means admitting that the
way things were done in the past was wrong,
people are certain to resist. Minimize loss of face
or feelings of embarrassment (“jerkophobia”).

Put past actions in positive
perspective; celebrate actions of
the past, then create excitement
about future changes.

Concerns about Future

People who have personal concerns about their

Reassure people of their

Competence ability to be effective after the change may resist competence and place in the
the change. These concerns are rarely expressed new organization and supply
directly; but are expressed by finding many adequate training.
reasons why the change should be avoided.

Ripple Effects Change often disrupts plans, projects, or personal | Flexibility.
and family activities of individuals. The
inadvertent “ripples” sent out by the change may
be the source of much of the resistance generated
to it,

More Work Change almost always means that extra effort will | Recognize, support and reward
be required. the extra effort required.

Past Resentments Past unresolved grievances are likely to resurface | Deal with critical past issues.
during the change process. These unresolved
grievances have been seething “just below the
surface” of the old organization.

The Threat is Real Sometimes the threat represented by change Avoid creating “losers,” but if

(especially to specific individuals) is real;
confronting and dealing with peoples’ fears is
more effective than minimizing them.

some people are going to lose
in the change, they should learn
about it early; take actions to
ease their loss in a fair/sensitive
way.




CAREER TRACK

Is Over—
WHAT'S
NEXT?

PATRICK IBARRA
and his consulting firm,
the Mejorando Group,
are passionate about
unleashing human
potential (patrick@
gettingbetterallthetime.

cam).

Reimagining Your Community

This is the third of my four-part
series in which I focus on the numerous
changes impacting local government. In
this edition, T share why shifting conditions
are prompting leaders to reimagine the
future of their community. Instead of relying
on strategic planning, they are utilizing 2
Futures Planning approach.

Local government directly affects
the daily existence and quality of life for
residents within the community. Local
government leadership is about making
things happen that might not otherwise
happen and preventing things from
happening that ordinarily might happen. It
is a process that helps transform intentions
into positive actions, visions into reality.
The role of government is evolving, but the
question is, in what direction is it moving?

As a result of recent events—economic
volatility, shifting political winds, the
COVID-19 pandemic, and disruptive
innovation—I am experiencing an
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increased interest in strategic planning
services by government leaders. In my
initial discussion, we determine that
instead of tying their community’s
future to a strategy geared to a single
set of events, smart management
benefits from a deeper understanding
of the present possibilities offered from
multiple views about possible futures.
During periods of Turbulence,
Uncertainty, Novelty, and Ambiguity
(what the Oxford scenario planning
approach refers to as TUNA
conditions), communities and
organizations frequently experience
serious challenges that disrupt
continuity of operations, financial
stability, and community expectations.
Such conditions can be unsettling and
destabilizing on many different levels.
But they also present opportunities for
organizations to reframe their strategies
and innovate. I refer to TUNA forces as




headwinds and the purpose of Futures Planning is to convert those
headwinds into a tailwind helping to accelerate your community
toward realizing its potential. Navigating the path forward requires
a disciplined balance of three actions: managing your present
business, creating your future, and selectively unlearning the past.

The best strategic leaders anticipate where their business/
community/organization is headed and see changes before others
do. Far from being magicians, instead they shine at “outside-in
thinking” that sharpens their ability to anticipate what is to come.
They know their customers extremely well, foresee emerging trends,
and understand changing dynamics. The headwinds for public
sector agencies are daunting indeed, yet increasingly leaders are
participating in strategic thinking processes that lead to planning for
anumber of futures,

The actions that position your community for the future differ
from a “we’ve always done it that way” approach. Maintaining a
healthy balance between the status quo and innovation is hard
work. Striking the right balance between sustaining a legacy
organization and building for the future requires judgment.

Increasingly, local governments are reconsidering their approach
to strategic planning by referencing the following shift in mindset:

More and better budget planning is not the solitary factor
available to you to mitigate the changes impacting your
community and organization. I argue that people who lose
weight are not always healthier because of it. The phrase
“tighten your belt” is a cliché, and it has returned with vigor to
local governments throughout the world. I offer that it’s time
to “change your pants,” because you cannot cut your way to a
better future.

Similarly, making across-the-board uniform budget cuts
makes absolutely no sense. Some people might believe that it’s
a fair and equitable approach, but in reality, the impacts in some
operations can be enormous while in others negligible. Trying to
decide priorities while you are trying to reconcile your budget is
nearly impossible.

Healthier budgets do not guarantee better government
nor does the opposite hold true—smaller budgets leading to
ineffective government. I contend money/budget is not your
organization’s most precious resource; time is—on what are
elected officials and agency staff investing their time? In fact,
increasing the number of employees does not always translate
into improved productivity.

OLD MINDSET MODERN MINDSET

e Adoption of the plan is the strategy.
e Change is dangerous.

e Anevent.

e Wish list—the longer the better.

e Community is static.

o Tell residents.

e Alinear process with one particular
scenario for the future.

e Arithmetic—sequential

e Reductions to public safety (fire and
police) are off-limits.

e Assumption that existing advantages
will persist.

¢ Deficit-closing strategy.

e Conversations that reinforce
existing perspectives.

e Relatively few and homogenous people
involved in strategy process.

e Precise but slow.
e Prediction oriented.
e Seeking confirmation.

s Extending a trajectory.

e Execution is the strategy.

e Stability is dangerous.

e Aprocess.

e Prioritized list—less is more.
¢ Community is dynamic

e Involve residents.

e Non-linear process with several possible
future scenarios.

e Calculus—Ilots of moving parts

e Nothing is sacred for potential budget
reductions, including public safety.

e Assumption that existing advantages will
come under pressure.

e Capitalize on strengths.

e Conversations that candidly question
the status quo.

e Broader constituencies involved in
strategy process, with divergent input.

e Fast and roughly right.
o Discovery driven.
e Seeking disconfirmation.

e Promoting continual shifts.
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The most effective
leaders anticipate
where their
community is
headed and see
changes before
others do.

I have dedicated my
entire career to advocating
for high-quality responsive
government, and I can also
be one of its toughest critics.
Accordingly, government does
many things well, but knowing
what to stop doing isn't one
of them. There are employees
right now as you read this article, in your organization, working
on assignments that really don’t matter in the scheme of what's
important, like producing reports no one reads. It's not only a
waste of time; it’s demotivating to those staff members.

Tam a huge fan of Lewis and Clark, whose intent was to
explore unknown spaces in their pursuit of building a nation.
The Corps of Discovery, as they called themselves, had to
continually create a new map as they reperceived their future,
relying on a learn-it-all approach, teamwork, and cooperation
to achieve theirvision. The next chapter for your community is
how it reimagines itself. Forwarding-looking leaders recognize
linear strategic planning is a relic of the past. Similar to the Lewis
and Clark expedition, a passionate curiosity and relentlessly
inquisitive mind are the hallmarks of success in interpreting the
changes occurring,

‘Whenever you face high uncertainty, you need to be creative
as you navigate uncharted waters. But you also need to prepare
your mind. Way more than polishing up your vision, modifying
your mission statement, refreshing your values, revising goals, and
setting new objectives, the value of the Futures Planning approach
is that it's less of a focus on identifying projects or getting to the
“right” scenario, and more about discussing purpose and helping
leadership understand that the future can be dramatically different
from the present, while fostering a deeper understanding of the
forces driving potential changes and uncertainties. The approach
gives leaders the ability to reperceive reality. The dividend is to
sharpen their capability to toggle between present reality and
future possibility.

Recommended Approach for Futures Planning

There are three types of communities: First are those who set the
bar low and take a roof shot; second are the ones who are reckless
and take 2 wild shot; and the third are those who are ambitious and
take a moon shot! Which of these describes yours? Moon shots do
not begin with brainstorming clever answers. They start with the
hard work of finding the right questions.

Have you ever noticed that the front windshield of your car or
truck is larger than your rearview mirror? That is because it's more
important about where you're going than where you've been. And
that is why I refer to convening your elected and appointed officials
as an advance instead of retreat. Few forums can have as powerful
an effect on building a stronger community, increasing a shared
understanding among key stakeholders, and overall enhancing
relationships as well-executed Advance Sessions that focus on
Futures Planning for the short- and long-term. Continually
stimulating your thinking and self-reflection is a critical aspect of
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building and maintaining your advantage. You have to moisten your

mind and have thoughtful, prudent discussions about the present

and the future.

An Advance Session provides elected and appointed officials
the opportunity to discuss topics and exchange ideas in a manner
they normally don't get to, in a way they often don't get to, and
while not an efficient discussion, it is productive. Keep in mind “no
one washes a rental car” so enlisting elected officials in this type of
discussion ensures they have “skin in the game,” which is crucial.

In exploring various futures, conversations among policy makers
deal with two worlds—the world of facts and data, and the world
of ideas and perceptions. Dialogue, conversation quality, and
engagement allow people to experiment with ideas and perceptions
by taking facts and data into imagined or speculative worlds for the
future of your community.

The types of questions that may be asked during the Advance
Session may include:

« What profound trends are or will influence our future?

« What is our direction and response to these shifts?

« How can we be both responsive and proactive?

« What aspects of the current strategic plan need to be modified?

« Are any changes to the strategic initiatives needed?

« How will we enlist residents in our journey?

« What types of services will residents require in the future that are
not already provided? What might be required to fund and staff
these services?

« How will we describe our desired results in measurable terms?

« What are the best ways and means to get there?

» What are the potential impacts from growth?

« Which of our processes and practices might need to change to
serve a larger population?

« What types of infrastructure additions or expansions will be
required to handle our anticipated growth? What financial
resources are required to fund this work?

« What can we do to make our community more attractive for
business expansion or development opportunities? )

The outcome of these Futures Planning discussions is to help you
construct and evaluate an array of options that offer a broader

view of the landscape and possibilities for success. Exploring your
community through various lenses helps build your capacity to be
agile—possessing the balance and capability that enable you to shift
focus, priorities, and resources to meeting changing circumstances.

Local governments must operate in alegacy world, meaning that
you must be able to keep doing the nuts-and-bolts work at the core
of the mission. But you also must be ready to succeed in a fast-
changing environment, one that is difficult to predict.

The advantage now goes to those who don't just learn to live with
change, but who create change and fashion themselves as catalysts.
The most effective leaders anticipate where their community is
headed and see changes before others do.

Your community has tremendous untapped potential. Speaking
of which, what is your community’s potential? It’s only limited by
your collective imagination because the best days for your
community are in front of it! PV
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CHANGE MANAGEMENT

Change Management Needs
to Change

by Ron Ashkenas

APRIL 16, 2013

As arecognized discipline, change management has been in existence for over half a
century. Yet despite the huge investment that companies have made in tools,
training, and thousands of books (over 83,000 on Amazon), most studies still show a
60-70% failure rate for organizational change projects — a statistic that has stayed

constant from the 1970’s to the present.

Given this evidence, is it possible that everything we know about change
management is wrong and that we need to go back to the drawing board? Should we
abandon Kotter’s eight success factors, Blanchard’s moving cheese, and everything
else we know about engagement, communication, small wins, building the business

case, and all of the other elements of the change management framework?

While it might be plausible to conclude that we should rethink the basics, let me
suggest an alternative explanation: The content of change management is reasonably
correct, but the managerial capacity to implement it has been woefully

underdeveloped. In fact, instead of strengthening managers’ ability to manage

https://hbr.org/2013/04/change-management-needs-to-cha 5/16/2019
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change, we’ve instead allowed managers to outsource change management to HR
specialists and consultants instead of taking accountability themselves — an approach

that often doesn’t work,

Here’s an example of this pattern: Over the course of several years, a major healthcare
company introduced thousands of managers to a particular change management
approach, while providing more intensive training in specific tools and techniques.to
six sigma and HR experts. As a result, managers became familiar with the concepts,
but depended on the “experts” to actually put together the plans, Eventually, change
management just became one more work-stream for every project, instead of a new

way of thinking about how to get something accomplished.

Obviously, not every company lets its managers off the hook in this way. But if your
organization (or your piece of it) struggles with effectively implementing change, you

might want to ask yourself the following three questions:

1. Do you have a‘common framework, language, and set of tools for managing
significant change? There are plenty to choose from, and many of them have the
same set of ingredients, just explained and parsed differently. The key is to have a
common set of definitions, approaches, and simple checklists that everyone is
familiar with.,

2. To what extent are your plans for change integrated into your overall project plans,
and not put together separately or in parallel? The challenge is to make change
management part and parcel of the business plan, and not an add-on that is
managed independently.

3. Finally, who is accountable for effective change management in your organization:
Managers or “experts” (whether from staff groups or outside the company)? Unless
your managers are accountable for making sure that change happens
systematically and rigorously — and certain behaviors are rewarded or punished

accordingly — they won’t develop their skills.

https://hbr.org/2013/04/change-management-needs-to-cha 5/16/2019
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Everyone agrees that change management is important. Making it happen effectively,
however, needs to be a core competence of managers and not something that they

can pass off to others.

Ron Ashkenas isa coauthor of the Harvard Business Review Leader’s
Handbook and a Partner Emeritus at Schaffer Consulting. His previous books

include The Boundaryless Organization, The GE Work-0Out, and Simply Effective.

This article is about CHANGE MANAGEMENT

@ Follow This Topic

Related Topics: Strategy Execution

Comments
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Parag Bibekar 9 daysago
Hi Ron, Very interesting article to read. My point of view is that definitely the Managers need to learn

the change management and should be accountable for it but given the focus that Managers have on
the project or technical aspects they might not be able to focus on people aspect and hence a
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Retooling our Organizational
Culture

Creating more innovative local governments means changing your
culture.

BLOG POST | Oct 3, 2017

by Dan Singer, ICMA member, Poway, CA

Government cultures have been described as sterile, if
not stale; unexciting, if not stodgy. Local government

cultures are perceived to lack innovation and

creativity or that entrepreneurial spirit often found in

the private sector.

Bureaucracies are slow to adapt and change if they change at all. And as Ford Foundation’s
Lou Winnick once said: “In government, all of the incentives are in the direction of not

making mistakes.” It is no wonder government moves and learns slowly and lacks innovation.

Understandably, organizations are driven by rules, procedures, policies, and laws meant to
minimize risk, create certainty in the work environment, and prevent discrimination and
harassment. All laudable goals. But sometimes policies are so encompassing and rigid they

work to stymie creativity, risk-taking and individual expression.

Today's younger employees, aka the Millennials (but soon to include the post-Millennials,
also labeled the iGeneration or Generation Z), aren't turning to the public sector for a career.
They are accustomed to thinking about innovation and entrepreneurship and environments

that are flexible, adaptable and exciting. And for them, a job in government does not fit that

https://icma.org/blog-posts/retooling-our-organizational-culture 9/18/2018
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bill. They seek greater autonomy and individualism and they want to participate in decision-
making at an early stage because they are driven to “make a difference” in what they do.

That is where Cal-tCMA’s new Talent initiative comes in. This is the latest response to the
dwindling interest in public service by studying how we can attract, retain and grow more
quality talent at the local level. Through extensive input and data gathering - including a
statewide survey and numerous focus groups - the Talent Initiative is exploring the challenges
we face in the public sector and how to become more attractive, especially to a changing
workforce.

From the local level, it is clear we need to take a fresh look at how dynamic and flexible our
organizations are (or are not). We need to ask: Is it possible to change our organizational
cultures in the face of existing rules and practices and public expectations? Is it possible to
atlow our organizations to be more fluid and adaptable while still creating a safe
environment in which to thrive?

I suggest the answer is absolute yes. Here are a few simple examples of how we can get
there.

o Qur job descriptions have the capacity to be dynamic and purpose-driven, not simply
focused on the functions we require, but rather the talent and qualities we are seeking and
the opportunities employees have to contribute to the community.

«What if employees wishing to expand their understanding and experience and learn and
grow in an organization were provided an opportunity to spend time in a different
department or on a project outside of their discipline or attend conferences normally

reserved for senior managers.

einstead of the usual Dress Codes, our organizations all maintain, why couldnt employees
create their own dress code within certain safety and sensitivity parameters.

e And what if employees were allowed to create their own work title that better describes
their function in addition to the formal classification they hold.

These are achievable, and one could argue necessary considerations if our organizations are
going to continue to become more creative and effective in meeting the needs of tomorrow's

hitps://ficma.org/blog-posts/retooling-our-organizational-culture 9/18/2018
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residents and customers and, as significantly, in attracting young women and men to the

otherwise sterile halls of government employment.

Local government must find a way to be more attractive, since it is culture, not money, that

ultimately brings meaning to the work we do in the field of public service.
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Turning a Commitment to Outcomes Into
Practice

A vision for results-driven government isn't enough. The way business is
conducted needs to change.

BY: Lisa Morrison Butler, Danielle Cerny | January 8, 2019

In recent years, more and more jurisdictions have been working to redefine success in the public

sector, changing their focus from how many people receive services to how those services impact
the residents who receive them. Often, such shifts start with strategic planning -- departmentwide
visioning of the future mapped against broad goals for achieving that vision. '

But declaring a commitment to outcomes is rarely enough to change outcomes. Instead,
governments need to translate this planning into practice.

This was the challenge Chicago's Department of Family and Support Services (DFSS) faced in
2017. DFSS had spent two years creating a strategic framework to shift the focus of its $420 million
budget from outputs to outcomes. Next, the department needed to connect its results-driven vision to
how it actually conducted business across 13 divisions, 350 full-time staff and 400 community-based
grantees.

Managing public-sector change at this scale is never easy. Tight budgets, entrenched interests and
the natural caution of those in elected positions all tend to favor the status quo. Yet DFSS's
experience provides an example of a multi-pronged approach that a wide range of agencies can use
to translate a commitment to outcomes into methods for engaging grantees, making funding
decisions and managing contracts.

To begin, DFSS needed to connect its high-level goals to day-to-day programming. As is true in
social-services agencies across the country, the majority of DFSS programming is provided through
contracted community-based organizations. So DFSS started by using procurements and contracts
as strategic tools to translate outcomes goals into the documents that govern service delivery. To do
so, the department leveraged a scheduled cycle of requests for proposals to issue $55 million in
results-driven RFPs that elevated program priorities and outcome metrics; identified target
populations and their needs; and increased flexibility for grantees to offer innovative, evidence-
based solutions. To lock in these changes, DFSS changed its default RFP templates to include the
core elements of results-driven RFPs. By late this year, DFSS anticipates that every program
division will complete a major RFP cycle using results-driven approaches.

Implementing change at this scale also required an investment in the front-line staff who design and
manage contracted services. With assistance from the Harvard Kennedy School's Gavernment
Performance Lab, DFSS trained more than 80 team members in strategies for executing results-
driven RFPs and actively managing contracts with data. Implementing these new approaches on
tight deadlines was difficult, and many staff members voiced the need for more time and additional
RFP cycles to continue honing these skills. Still, over 85 percent of staff involved in the department's
last contracting cycle said they felt "very ready" or "somewhat ready" to build on this experience and
use similar results-driven approaches in the future.

With this foundation in place, DFSS worked to align contract incentives with desired outcomes
through targeted performance payments. While governments often view performance payments as
something of a holy grail, they can produce unintended consequences in human services and are
rarely enough, on their own, to improve outcomes. Targeted performance payments can, however,

http://www.governing.com/templates/gov_print article?id=503860661 1/8/2019
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improve data quality and reinforce agency priorities. Beginning with its workforce-development
contracts, DFSS developed new performance payments for serving priority populations and helping
participants retain tonger-term employment. While payments are small - under 5 percent of total
contract value -- they are designed to improve reporting and strengthen DFSS's ability to understand
and manage toward longer-term improvements.

Finally, to infuse outcomes inte ongoing grantee engagemsnts, DFSS built on its recént $18 million
results-driven homeless-shelter RFP to pilot monthly active contract management mestings with a
select group of shelter grantees. These meetings were designed to help the department coliaborate
with grantees in the use of data to monitor trends and to act on real-time opportunities to
troubleshoot problems and share best practices. DFSS plans to use what it learns from this pilot to
expand active contract management strategies to all shelter grantees when new contracts begin this
year,

Two years into these efforts, DFSS' work is far from done. To keep improving, the department has
had to adapt to evolving needs and learning while sustaining its focus on outcomes. The department
has, for example, implemented procedures for continuously revising its priorities and engaging staff
and grantees to surface opportunities for growth. Acting on one such opportunity, DFSS is
developing a process, adapted from Louisville, Ky.'s strategic procurement system, for identifying
and resourcing plriority programs for improvement across its portfolio.

Ultimately, there's no silver bullet for creating and maintaining a focus on outcomes. Taken alone,
none of the above approaches is likely to change how a department - or even a single program --
operates. Together, however, they create a foundation of knowledge, practices and tools upon which
an agency can start turning a commitment to outcomes info a practice of performance improvement,

This article was printed from: http:/iwww.governing.com/blogs/bfc/col-turning-
commitment-outcomes-practice-results-driven-government.html
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Ask an ICMA Manager: How Do
You Increase Your Likelihood of
Success?

In this edition of Ask an ICMA Manager, Kate Fitzpatrick, town manager,
Needham, Massachusetts, argues that managers need to remember Step
Zero when starting a new project.

BLOG POST | Jul 23,2018

Editor's Note: Ask an ICMA Manager is a monthly blog
series where ICMA asks a current or former local

government manager or local government professional to . ¥

————— ASKAN ———

government. ICMA MANAGER

answer a question on a management issue facing local

Ask an ICMA Manager: How
Do You Increase Your Likelihood of Success?

by Kate Fitzpatrick, town manager, Needham, Massachusetts

- W | have the unfortunate (but correctable) habit of wading into projects—even my

own—at step four or five and expecting the world to catch up with me. | have
learned fairly recently that starting at step one oftenisn’t early enough, and that

starting at Step Zero is the best predictor of success.

https://icma.org/blog-posts/ask-icma-manager-how-do-you-increase-your-likelihood-success ~ 1/8/2019
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Labeled by our Department of Public Works management team, Step Zero is too often seen
through the rearview mirror, as in “We really should have done more research, planning, and

outreach before we started down this path...." Sound familiar?

Step Zero played or should have played a role in two important projects in Needham this
year: the town-wide group health insurance conversion and the approval and

implementation of & stormwater bylaw.

When planning the health insurance conversion for approximately 1,800 active and retired
employees, we held dozens of planning meetings; engaged consultants for their expert
advice; involved employees and union officials in the decision making; communicated with ali
stakeholders, including elected officials; and crafted a formal implementation plan, which we
used as a guide for regular status meetings. The health insurance conversion was highly
successful, with more than 60 percent of eligible employees electing a new, complicated,
qualified, and high-deductible plan because they were given the time and information to

make the best decisions for their famities. This project started at Step Zero.

Sadly, im'gpiem‘entati()n of the sf_brmwater bylaw did not go as smoothly. Staff developed
several drafts of the byl_a-_w modeled after comparable communities and reviewed them with
I_é_;_g::_al'c.ouﬁs_e,!. At th_iié'bdint, | waded into the project and immediately moved it to the
Iég._i-_sléﬁi\-/é"'apprc')val stage'-.; | should have taken the time to look back to Step Zero and run the
draft by stakeholders, elected officials, and subject-matter experts, all of whom, predictably
and apprbpfiately, raised concerns at the {ast minute when they finally had a chance to
review it. | was forced to pull the bylaw from consideration and start over at Step -

Zero, Happily, that project is now on pace for consideration in early fall.

This experience led me to challenge the town's management staff to consider Step Zero in
developing their own work ptans. More importantly, [ gave all staff permission to challenge

me when they see me skipping that critical step.

Do you have projects still in the early stages or foundering at steps three or four? Try takin.g'

them back to Step Zero, developing an implementation plan, and hitting restart.

Related Resources

https://icma.org/blog-posts/ask-icma-manager-how-do-you-increase-your-likelihood-success ~ 1/8/2019
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The Problem With One-Stop Government

It was a big improvement for permitting and other forms of service delivery, but
it's already outdated. The new goal should be no-stop government.

BY: Stephen Goldsmith | August 19, 2019

Several years ago, | wrote an article in the Harvard Business Review in which | suggested that if
McDonald's emulated government it would have customers order their buns at one store, their meat
at a second, and so on for the drink and fries. Since that time, service delivery at the local-
government level has improved greatly, and one-stop permit centers have in many places replaced
confusing, geographically dispersed approval processes. So the new analogy would be a
McDonalds where in one restaurant you could move easily from counter to counter ordering your
bun, then ordering your meat, then giving your credit card, and so on.

One-stop represented a major breakthrough, but one that's now badly outdated.

If we peer behind the private-sector curtain, we'll see that both online and brick-and-mortar retailers
have learned how to take data from a number of different sources, aggregate that information into a
single repository, and use it to both complete an order and recommend products when they
anticipate we'll need them. The approach has disrupted the one-stop, big-box retail model that in the
1980s and '90s had already upended mom-and-pop shops.

A local government that reduces forms or doors that an applicant must make their way through is on
the right path. But forms and doors are both analog -- not digital -- concepts. Residents should not
be forced to complete even online forms in order to accomplish a regulated activity. Instead they
should be responsible for insuring that government has all the necessary information it needs to
make a decision, so government can in turn make forms and doors obsolete.

Recently, researchers from Queensland University of Technology in Australia and the University of
Munster in Germany explored the concept in detail in an article in Government Information Quarterly.
"Where a one-stop shop reduces the number of forms by integrating the front end," they wrote, "a
no-stop shop omits information exchange from the citizen to the government altogether in the course
of service delivery and its subsequent operational execution."

Let's imagine that a family moves into a city that's recently adopted a no-stop-shop service-delivery
model. Behind the scenes, agency integration means that information related to their address is
already accessible within their local government's databases and -- should they opt in -- even more
data can be assembled for them. The most pertinent information is disseminated to the family
immediately so they can make their move-in as easy as possible: how trash pickup works, street
sweeping schedules and parking restrictions in their immediate area, transit options, and how to
apply for alarm and dog licenses. Families also would be screened for benefit eligibility.

Within a year, the family grows by one and they provide just a little new information to complete the
official registration and birth certificate at the hospital. As new parents, the no-stop shop is a
welcome model that understands how pressed for time and overwhelmed they've become.
Information about postpartum support, children's recreation opportunities, child-safety product recalls
and school enrollment are sent to the family at appropriate times, saving time and stress. In
accordance with nudge theory, government sets a series of opt-out and opt-in service-delivery
models that mean that a family -- even if they are not paying attention -- will do well.

Of course, there are a number of steps that need to be taken to realize the no-stop shop.
Government must eliminate paper, personalize its services, and understand when opt-in permission

https://www.governing.com/templates/gov_print_article?id=539636281 8/22/2019
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is required. Behind the scenes, government must push to eliminate agency silos, bringing their data
together in a fluid fashion so information is no longer isolated between agencies.

The private sector has paved the way for much of this technology. It also has uncovered some of the
flaws with it: When service delivery becomes predictive rather than just proactive, we run the risk of
getting things wrong and doing harm in the process. In addition, officials must be sensitive to privacy
and work to protect their constituents' data.

Still, all signs point toward the adoption of a no-stop-shop model in government. The forces pushing
in that direction are simply too powerful to ignore. Data siloing and antiquated, redundant
government forms are costly sources of inefficiency. That's why Austria, Estonia, Poland and other
countries have already begun to implement a "once-only principal" for data collection. Their
aspiration is that data should be collected, stored and shared so effectively among agencies that
basic information should never have to be asked for twice.

A hundred years ago, government regulatory reform created the need for multiple forms and
reviews. Today, with the achievability of no-stop, no-form governance, we have the opportunity to
deliver public services efficiently while reducing red tape and frustration. Governments at all levels
should be moving in that direction as quickly as they can.

Cities across America and around the world are working to find new ways to discover and address
civic problems and improve public services through the integration of data into governance. Best
practices, promising case studies and the work of top innovators from government, industry and
academia are the focus of Data-Smart City Solutions (htips./datasmart.ash.harvard.edu/), a
continuing project of the Harvard Kennedy School's Ash Center for Democratic Governance and
Innovation. And for more on the subject from Stephen Goldsmith, follow him on Twitter at
@GoldsmithOnGov.

This article was printed from: https://www.governing.com/blogs/bfc/col-new-goal-no-
stop-shop-government.html
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6 Tips for Piloting New Programs

Small test-runs can help an entity avoid big mistakes, but there's an art to
getting meaningful results.

BY: Katherine Barrett & Richard Greene | August 28, 2019

Pilot programs are a terrific way for states and localities to test-run new or experimental programs
before implementing them entity-wide. But there's one caveat: If the pilot isn't set up right, the
results, as we explored in another column, may be skewed, or even worse, misleading.

To make sure it's done right, we compiled six time-tested precepts that will guarantee the pilot
produces useful results.

Avoid the Piecemeal

Each individual component of a system -- particularly a technology system -- may get through a pilot
OK, but if the individual pieces don't work well together, then you could still have a failure on your
hands.

For example, about a decade ago, Minnesota embarked on a $100 million license and registration
system. Joel Alter, a director in the state's legislative auditor office, reports that although each
component of the system was tested independently, "you have to do end-to-end testing to make
sure they work together. That wasn't done."

Unfortunately, the system as a whole failed. The state is continuing to use the previous system while
it begins work on an alternative. It has little to show for the $100 million spent.

Keep an Eye on the Big Picture

Pilot programs can be used to help begin major initiatives with minimal expense. Public
administrators can be risk adverse, notes Bill Leighty, former chief of staff to Gov. Mark Warner.
Pilots, he says, allow incremental "decision-making, which can be far more appealing to decision-
makers, as they are far less risky to their careers than big bold programs.”

Spread the Wealth.

Pilots should be staged so that they are reflect all the populations and regions that might use the
program.

While a pilot program limited to Utah's densely populated Salt Lake City area may prove to be
successful, for instance, there's no reason to have confidence that it will work well in sparsely
populated portions of the state if it isn't piloted there as well. "Pilots fail because they fail to take into
account the differentiation between where the pilot was done and full application,” says Leighty.

https://www.governing.com/templates/gov_print article?id=558004211 8/28/2019
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A sUbsection of this point has te do with who is chosen to run the pilot. One particular hazard is that
the departments or the communities that are used for pilots may simply be the first ones to raise
their hands. As a result, they may not have the infrastructure or environment in place to give the pilot
a fair chance, and so a perfectly good notion is discarded.

Get Buy-In from Lawmakers.

tf legislators aren't informed and onboard before the test run, a pilot's findings can be ovenwhelmed
by political considerations. "The analysis doesn't always carry the day at the legislature,” says Larry
Jacobs, director for the Study of Politics and Governance at the University of Minnesota.

This point isn't a surprise to us, given the frequency with which good solid information doesn't go far
to inform policy decisions. This is especially true when the program or policy may be politically
unpopular.,

Be Scalable.

Those in charge of running the pilot need to make sure that - if it works well -- the project can grow
to cover the entirety of an entity. That is, if you just have a pilot without a plan for scaling it, the
program is unlikely to be widely utilized.

Go With Piloting Experience.

Several experts we talked to told us that sometimes the people who are running the pilot haven't
done so before. There is a science to it. Although individuals may be well-intentioned, they may be
unqualified to run a pilot effectively.

This article was printed from: hitps:/iwww.governing.com/columns/smart-mgmt/gov-six-
tips-piloting-new-programs.html

https://www.governing.com/templates/gov_print_article?id=558004211 8/28/2019
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Testing Period

Pilot programs don’t always fly right.

BY: Katherine Barrett & Richard Greene | September 2019

Many cities have a common problem: the metal grates put around trees to protect them. As tree
roots grow, they can shove up the protective material and create tripping hazards on surrounding
sidewalks, opening cities to lawsuits.

Recently, Stamford, Conn., went looking for a fix to this problem. City leaders decided to try
replacing the grates with a more flexible material. They found one made from recycled tires and
other materials bound with moisture-cured polyurethane.

The new grates sounded like a good idea, but Erin McKenna, associate planner of Stamford’s Land
Use Bureau, was concerned that the new material might not hold up for more than a year or two and
could wind up failing a cost-benefit test. She, as well as others in the city, decided to establish a pilot
program for the project. With some 200 trees with metal grates throughout the city, officials wanted
to avoid putting in an unproven material at a total cost of nearly $160,000. The pilot started with one
tree and has now expanded to four more, at a cost of about $250 apiece (the vendor is sharing the
expense). Not only was the pilot set up to help preclude overspending and safety hazards, it was
also established to allow the city time to gauge the reaction of store and restaurant owners whose
businesses fronted these trees.

Pilots—for programs ranging from a new model of fire engine to teen pregnancy prevention
efforts—are an accepted management technique almost everywhere. Unfortunately, there are lots of
ways to get tripped up by them.

One such way is when a portion of a town's residents are given access to the benefits of the pilot
program. As officials await results on the program'’s efficacy, those residents can become
accustomed to the idea that they will have these new goods or services forever. “| don't think citizens
are aware that they’re getting support from a pilot,” says Marv Weidner, founder and CEO of
Managing Results LLC. So, if the ultimate decision is made that permanently implementing the pilot
program would be too expensive, those who've enjoyed the benefits of the new service will lose it.
“This can be cruel,” says Weidner, “if people are getting healthier or more self-sufficient with a pilot
and then the money goes away.”

In some cases, even though the pilots may be intended to help save money, they may end up being
costly or set up in a way that makes it difficult to measure how well they are performing. As far back
as 2008, North Carolina’s Fiscal Research Division reported that the state’s pilot programs had
“flaws in evaluation design.” These drawbacks included such managerial no-no's as a lack of
controls and inadequate time frames for measuring outcomes.

Although legislation was passed in 2017 to improve the way pilots are constructed and managed,
North Carolina legislators have never seemed keen to use pilots to guide action. “If they got bad
news about something they wanted to try, they'd tell the assessor to go away for a while, and then
they’d try it out anyhow,” says John Turcotte, director of program evaluation for the state.

Many observers are particularly concerned that a pilot program that is very successful for a portion
of the city, county or state—geographically or demographically—may not be scalable to the entire
entity, especially if the pilot program isn’t truly representative. Too often the pilot locations aren’t
thought through thoroughly.

https://www.governing.com/templates/gov_print_article?id=554550121 8/26/2019
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It might sound like we're condemning pilot programs, That's certainly not our intent. Rather, it's to
offer a series of cautionary notes. With the right planning and parameters, pilot programs can
be designed in a solid way that leads to successful results.

This article was printed from; https://www.governing.com/columns/smart-mgmt/gov-
testing-period.html

https://www.governing.com/templates/gov_print_article?id=554550121 8/26/2019
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Three elements, combined with passion and wisdom, are critical to a
workplace where employees willingly exert discretionary effort to help
the organization succeed.

BLOG POST | Aug 1,2019

by Valorie Waldon, SPHR, SHRM-SCP, human resource Q’
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In parts one and two of this three-part series, we |
discussed how creating a great workplace is important to organizational success. There are
three components of creating a workplace where people want to do their best work and they
center on the people, the communication, and the leadership within the organization. Today

we will look at leadership.

It's about great leaders.

While the need for great leadership may seem obvious, it is not always easy to satisfy.
Organizations cannot be great places to work without leaders that intentionally exemplify
the characteristics and behaviors that people want to follow. According to Gallup, managers

alone determine if you have a “lousy, good, or great” culture. In other words, 70 percent of
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the variance between the “lousy, good, or great” workplace cultures is found in the

capabilities of the team leader.

In addition to credibility, three leadership essentials to creating and maintaining a great
workplace include a future focus, prioritization of employee engagement, and creating a
culture of accountability. These three elements, combined with passion and wisdom, are
critical to a workplace where employees willingly exert discretionary effort to help the

organization succeed.

Embrace “Future Focus.”

“Future focus” requires leaders to concentrate on more than the day-to-day tactical
transactions that so easily bog us down. Engaging leaders have the ability to imagine and
communicate the possibilities of the future in an exciting and captivating way. These leaders
not only help others see what is possible, they help them believe that it can become real, for
both the organization and the individual. This can only be accomplished if the leader has
credibility and passion. Once the leader is clear about the direction that the organization is
headed and has articulated that vision, it is important to take stock of where the
organization is now, develop a plan to address any gaps, and execute the plan. This requires
the leader to capitalize on two important competencies, strategy and execution, in order to

shape the future and to make things happen toward achieving that future.

Gallup research tells us that great leaders communicate where the organization has been
and where it is going in a clear manner and on a consistent basis. In his book, The Invisible
Organization, Mitch Russo explains that having a clear vision is critical for a leader who wants

to achieve great things.

Prioritize employee engagement as an organizational strategy.

This does not mean that management determines the engagement program from behind the
closed doors of an executive team meeting. The best engagement strategy begins at the
front lines, i.e., from the bottom up, not the top down. First, find out how engaged your
employees are. Since team leaders are the great variable in engagement, break the results
down by manager so that each one has his or her own “team score.” Managers should
demonstrate transparency and share the results with the team. Then, with input from the

team, develop a plan of action to move forward with team members.
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Factors to work on within the context of engagement as a strategy include:

Building employee trust in leadership. This is dependent upon manager credibility and being
transparent and honest with employees, as well as being inspirational and passionate about
the future.

Ensuring growth and development opportunities. Development and growth are not
synonymous with promotions. They have everything to do with listening to what your
employees value and seek in their work lives and then, together, discovering opportunities for
them.

Making work meaningful. By creating alignment between the employee’s role and the goals
and objectives of the organization, employees are able to see how their individual work ties
into the important work of the organization.

Thinking in terms of the employee experience. Consider adopting a more holistic view of the
workplace. This requires actively seeking and providing feedback, taking action on that

feedback, and monitoring the results of your actions.

Create a culture of accountability from the top down.

Accountability is not just about identifying someone to take the blame when things go
wrong. It is about fulfilling a commitment and delivering on a promise. It is about making sure
employees clearly understand what is expected of them and that they understand the impact
of either fulfilling their commitment or failing to do so. The impact of meeting the
commitment might be positive for the organization and for the individual, whereas failure

will have less desirable outcomes.

Pulling it all together.

To make this culture a part of everyday life, the first step is to make sure that there is clarity
about what is expected. Often, employees have a more stringent expectation of themselves
than leaders might have of them. The more collaborative this part of the process is, the more
likely the employee will be willing to commit and, moreover, will be successful in meeting
that commitment. Also be sure to explicitly ask the employee to commit to meeting the

expectation.

In establishing expectations, it is important to make sure that the employee has the skills,
ability, and resources to meet those expectations. If one of those elements is missing, it

needs to be addressed early on. Otherwise, we are setting the individual up for failure.
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Determine how you will know whether the commitment has been met. What are the
measures of success? Are there deadlines, milestones, or other measurable results? What is
the plan for regular check-ins and feedback regarding progress? Lay these things out at the

beginning when expectations are being established.

Be clear about what the impact of successfully meeting the commitment will be on the
organization. You also want the individual to understand how failing to meet the

commitment will affect not only them, but also the organization, the team, or the customer.

Ask for the employee’s commitment to the expectation. If they aren't able to commit, return
to previous parts of the process. Is there a clear understanding about the desired outcomes?
Does the employee have the needed resources and skills to be successful? Do the
measurements make sense to the employee and are they realistic? Once these questions are

cleared up, ask again for the employee's commitment.

Provide feedback regularly, and ask the employee for feedback regarding progress toward

meeting the expectations.

Follow through with the employee whether they meet or fail to meet the commitment. If
they met the commitment, reward them appropriately. If they have not, address the reasons
why. [t might mean they need additional training or that the assignment was not appropriate

for their role. This is not punishment. It is recalibration.

Without a doubt, leaders make the difference in whether a workplace is great, good, or lousy.
Credible leaders demonstrate passion, look to the future, and prioritize creating a workplace
where employees want to contribute and make a difference. Employees are watching their

leaders and listening to the messages that they send. Take time to make sure that the actions

that you take drive the culture that you desire.

Established in 1939, Employers Council provides professional services to over 4,000

employers, helping them develop and maintain effective, successful organizations.

About the author
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UPS ships case of supervisor harassment to jury

Excerpted from Qhio Employment {aw Letter, written by attorneys at the law firm Denlinger, Rosenthal &
Greenbera, LPA

April 22, 2005

A UPS supervisor's sexually harassing conduct went unreported by fellow supervisors who saw him harass other
employees. Even though the harassed employees didn't report the conduct according to the company's sexual
harassment policy, the Sixth U.S. Circuit Court of Appeals (which covers KY, TN, OH, and MI) sent the case to a jury
trial based on the facts that the harassment was by a supervisor and other supervisors should have reported the
conduct. Read on to find out how employers may be held liable if their supervisors don't follow the rules.

Facts

Sandra Clark and Rhonda Knoop worked for United Parcel Service (UPS) in the claims department. Eli Brock was
the department manager.

Both Knoop and Clark claimed that Brock behaved inappropriately toward them as follows:

e Brock asked Clark if she wanted some chips. When she said yes, he held the bag in front of his crotch. This
happened in front of a supervisor.

» Clark was talking to her immediate supervisor over a wall partition. Brock walked up behind the supervisor
and scratched the wall where Clark's breasts were on the other side. Brock and the supervisor laughed.

e On a"dress down" day, Knoop wore overalls. When Brock asked her what she was wearing underneath
them, she relied, "A thong." He then grabbed her overalls in an attempt to look inside. This incident took
place in front of a supervisor.

UPS began investigating Brock for making unauthorized promises to a contractor on the company's behalf. Knoop
was interviewed and told the investigator about Brock's inappropriate behavior. Both Knoop and Clark then
submitted written statements about Brock to the investigator. Brock resigned under threat of discharge.

A couple of months later, Knoop and Clark filed a sexual harassment claim against the company in federal district
court. The district court threw out the case, and they appealed to the Sixth Circuit.

The Sixth Circuit focused on whether UPS should be held accountable for its supervisors' action. To escape that
liability, the company would have to show that the employees complaining about sexual harassment didn't take
advantage of the opportunity to report the conduct as outlined in the harassment policy. The court, however, said
that once the employer is aware of the harassment, it must take steps to stop it:

Regardless of whether the victimized employee actively complained ... an employer will not escape vicarious liability
if it was aware of the harassment but did nothing to correct it or prevent it from occurring in the future.

UPS argued that because the employees who witnessed Brock's behavior were low-level supervisors and not
Brock's superiors, they weren't required to take any action to stop it.

The Sixth Circuit rejected the company's argument. The court concluded that the company's sexual harassment
policy "placed a duty on all supervisors and managers" to report sexual harassment to the appropriate management
people. The court said it was up to a jury to decide if the supervisors should have reported Brock's behavior under
the policy and sent the case back to the district court. Clark v. United Parcel Service, No. 03-6393 (6th Cir.).

Bottom line

The effectiveness of your harassment policy depends on your supervisors and managers. Train them to report all
harassment claims so your company can investigate them. If they don't report the harassment, you might be liable
even if the employee who sues for harassment doesn't formally report it.
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Public administrators need to not only assess their
organization’s level of diversity and inclusion, but also

be equipped to align such efforts with their strategic

goals. A recent article by a group of academic scholars

(Fisk, Silvera, and Haun) has provided a framework to

map and understand organizational efforts aimed at diversity and inclusion. In addition to a
brief description of this framework, local government administrators (Downes and Smith-
Hanes) have provided commentary on the usefulness of this framework in practice and their

own strategies for improving diversity and inclusion.

Defining Diversity and Inclusion

For current purposes, diversity management can be considered a set of surface-level and
deeper-level tools, rules, and policies that encourage diversity based on the presumed
performance benefits associated with an inclusive workforce. In short, diversity
management includes a range of voluntary actions that address diversity both in long-term
strategic planning and in the more short-term activities of managers and employees.?

Organizations opt to pursue diversity and inclusion for a number of reasons® :

1. Todeepen employees’ and other stakeholders’ knowledge of the backgrounds, beliefs, and
values of their employees and stakeholders. Equipped with this knowledge, they can then
modify their policies, practices, and programs to improve how they deliver goods and services.
To satisfy goals and priorities outlined in their mission statements or strategic plans.*

https://icma.org/articles/pm-magazine/managing-diversity-and-inclusion 9/12/2019
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2. Tosatisfy applicable employment laws.

3. Toincrease employee engagement within the organization.?

4. Torespond to a diversifying population of customers/residents and other stakeholders.

5. Tocreate organizations that capitalize on the diverse collection of employees’ backgrounds,
knowledge, and experiences to develop greater problem-solving capacity.?

Thinking About Diversity in Organizations

In an article in Public Integrity,we described a typology of diversity and inclusion efforts in
organizations.” The typology is intentionally nonprescriptive and does not suggest that all
organizations should seek to be inclusive of all groups at all times, as organizations have
various needs and goals with regard to diversity management. Instead, the typology offers
administrators a tool by which to evaluate their current practices and assess whether they
are appropriate to achieve their desired organizational outcomes. The typology uses the
management theory of institutionalization® to assess the degree to which the diversity

management practices become incorporated within the organization.

Figure 1illustrates the typology of diversity and inclusion efforts by placing them in four
quadrants, based on the degree of institutionalization and the degree of diversity
managemeant.

Figure 1. Mapping Diversity and Inclusion Efforts

[ B S a0 S R A R B AR S R S S R A R A e SRR R SRS

DEGREE OF INSTITUTIONALIZATION

A D T e S AR

LOW HIGH
- 4
GEJ Disengaged
o Compliance-based (e.g. full integration
= LOW (e.g. efforts aimed at across organization
- legal compliance) but do not address all
S groups or stakeholders)
2
g Ad Hoc Inclusive
E HIGH (e.g. lack of permanent (e.g. long-standing
changes; efforts are episodic pro-active efforts
but pro-active) internally and externally)

Acknowledgment: This figure is derived in part from an article published in Public Integrity 21:3, 286-300, June 27, 2018, by Taylor and
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Francis. available online: httvs:/ /wwwtandfondine.com/doi/full/10.1080/ 10999922.2018.1471324.

Compliance-based efforts are characterized by low commitment or ability to support and/or
engage with the voluntary programs associated with diversity and a low degree of
institutionalization. The reason may be limited financial or human capital that impedes efforts
to diversify the workforce. In short, organizational efforts target legal compliance rather than
efforts that go beyond compliance.”

Ad-hoc efforts depend on a particular employee, group of employees, or organizational unit
that demonstrates a significant commitment to supporting diversity. However, because these
actions are not enshrined in official organizational policy or practice, they are likely to possess
alow degree of institutionalization or utilization across the organization. In other words,
efforts in this quadrant are likely to be voluntary, siloed, short term, and/or temporary rather
than long term, sustainable, and permanent.

Disengaged efforts are characterized by low commitment to diversity in organizations that do
have well-established programs. These programs, however, are few in number and are likely
operating as silos, meaning that they have very little integration across the organization
despite having access to resources. For example, an organization may have an employee
recruitment program for one stakeholder group, but fail to engage with other groups that itis
likely to serve, or is otherwise neglected by organizational leadership.

Inclusive efforts define an organization that dedicates resources so that its efforts to improve

diversity are widespread, sustainable, and designed to empower employees.'®

Developing Diversity and Inclusion: So What?

As afirst step in looking at the diversity and inclusion practices in your own organization,
you can use Figure 1 to place your organization in the quadrant you feel best describes the
organization as a whole. You might also use the tool to “map” administrative subunits or
organizational functions as recruitment, development, performance management, and

service delivery. It may also be helpful to ask these important questions:

1. Where is my organization in Figure 17 Do all members of my team feel this way?
2. Is this where we want our organization to be?
3. If not, how can we get to where we want to be?

Table 1 provides a way of organizing answers to these questions to begin the conversation

and organizational self-reflection.

Table 1. Self-Assessment and Goals: Add Your Answers from Your Own Organization
e e e T T e e TR
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Action plan:
How do we get there?

Goal: Where do we
want to be?

Status quo:
Where are we now?

Employee Recruitment

Employee Retention
and Development

Employee Performance
Appraisal

Service Delivery

Goal Identified: Now What?

A variety of mechanisms are available to organizations that seek to implement diversity
programs or to move their efforts into a different quadrant in Figure 1. These mechanisms
can be high-cost or low-cost, strategic or tactical, preventive or reactive. Moving from “so
what” to “now what” offers organizations the opportunity to examine and consider tools that
reflect their specific needs, strengths, weaknesses, and opportunities. Table 2 shows some
options.

Table 2. Diversity Options

BLi P i & g

Employee Performance

Employee Recruitment

Strategic partnership building,
especially with groups that
would not normally be part

of your applicant pool (the
partnership can be highlighted
in announcing positions and
recruiting applicants)

Internships, job shadowing, and f

other partnerships, especially
with groups that would not
normally be part of your
applicant pool

Incorporating intercultural
knowledge, skills, and abilities
as part of the job description

Employee Development

Employee mentorship programs

i targeting minority, female,
i or employees from other

historically underrepresented
groups

Trainings and other educational
opportunities aimed at
improving listening skills,
identifying bias, or knowledge
of specific stakeholder groups

Specific cultural knowledge,
skills, and abilities identified in
a job analysis

https://icma.org/articles/pm-magazine/managing-diversity-and-inclusion

Appraisal

Data collection and analysis on:

* Hours spent in trainings

* Increases in knowledge, skills,
ahilities (as established in
pre- and post-tests)

+ Qverall number of trainings

Specific items/evaluative criteria
in performance appraisals about
intercultural knowledge, skills,
and abilities

Specific intercultural knowledge,
skills, and abilities included in
employee goal setting
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Barrier analysis: why applicants Barrier analysis: why employees Barrier analysis: why employees

from specific groups may from specific groups may not - from specific groups may

not be applying to your be advancing or participatingin ~ not be scoring as high

organization development programs in your during promotional exams or
organization - performance appraisal

Perspectives from the Field

It's important to note that many of the programs described in Table 2 have significant
associated costs in terms of staff time and money. While there's a business case for diversity,
it may be that some organizations do not have the time or resources to support an internship
program, conduct a barrier analysis, or build relationships with specific groups in the

community (outside of what they already do).

Recognizing that many local governments have limited resources, we are sharing two
suggestions of low- or no-cost options that are already being utilized in public sector

organizations.

The Platinum Rule (by City Manager Jeffrey Downes, Vestavia Hills, Alabama). | face daily
interactions with internal staff, elected officials, and external stakeholders that all have
different points of view. To be a successful public servant, | have to treat every situation as
unique and understand the history being brought to me on the particular interaction.
Reaching into my toolkit, one of my very favorite and most productive tools is something |

call the Platinum Rule.

The Platinum Rule was introduced to me very early in my career and in essence is a variation
of the Golden Rule: Treat others as you would like to be treated. The Platinum Rule
emphasizes that you should treat others the way theywant to be treated.!!

Everyone is different. Everyone has different motivators. If you understand your audience
and react based upon their innate needs, you can be successful building a team or working
together to accomplish many tasks. | can think of many ways exercising this rule has

produced results for my team and me.

| remember hiring a very talented economic development professional who made a move
from academia. He was not used to working in a bureaucratic environment where hierarchy

and reporting relationships were an important context to success. His theoretical basis for
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actions was accurate, but his ability to navigate the bureaucracy made for implementation
issues. Understanding his mindset was important to keeping his energy and enthusiasm
intact. | could not treat him as | do a 20-year government veteran; | had to understand how

to create an environment unigue to his needs for him to be successful.

My evaluation of the outcome of this effort was that many successful projects reached
fulfillment due to adjusting my standard management based upon the unique needs of my
employee. The Platinum Rule helped guide that particular challenge. Whether the situation
involves a citizen complainant who is especially sensitive to noise or an elected official
wanting only a concise summary of a project opportunity, | have seen success in altering my

style to accommodate their needs.

How can one become proficient in using this tool? There are several ways. Simple listening
without knee-jerk reactions is one way. Probing different means of motivation is another.
However, when dealing with your staff or teammates, the use of training environments is
most helpful. Myers-Briggs or DISC assessments completed in a nonthreatening training

environment can really help in formally learning your audience.

If that information is then actually used to inform your actions, a powerful formula can be
unleashed. 1 do not treat introverts the same way that | treat extroverts. Don't spring an idea
on an introvert and expect an immediate solution. Engage a team of extroverts on
brainstorming exercises in a fun environment and awesome ideas will be generated. The key
here, again, is that success demands that you understand the individuals with whom you are

working.

Self-Reflection and Listening (by County Administrator Phitlip Smith-Hanes, Ellis County,
Kansas). One route to becoming more aware, sensitive, and knowledgeable is through self-
reflection and listening. One low-cost and easy way to accomplish this is to ask others ahout
their experience and “then shut up.” This requirement means shutting up not only outwardly,

but silencing internal reactions as well,

Listening to others to understand their point of view can break down barriers with regard to
generational differences, as well as race or gender. Infact, | had a personal experience with
this earlier this year when a millennial broke down in tears in a class | was in because she feit
others in the class were making (unfair and incorrect) assumptions about her based on her
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age. She was genuinely hurt by the “funny” comments about millennials that those of us from

older generations sometimes let fly.

The second useful tool is to do some self-work and be aware of when your own personal
values are transgressed by the actions of others. For example, | was raised to believe that
with hard work | can achieve anything, and excuses are not acceptable. It tends to drive me
crazy when people start expressing their own victimization by an organizational

environment.

| have to acknowledge that my value system is shaped by an upper-middle-class, white,
Protestant, English-speaking upbringing by parents who were born into one of the most
upwardly mobile generations the planet has ever seen. Not everyone has had even a fraction
of the advantages | have had within the economic and political system, and | have to listen to

others’ stories from their perspective rather than my own.

Key Takeaways

The goal of this article is to provide insights into diversity and resources for the intentional
diversification of public service organizations. We have provided an assessment tool
germane to the improvement of diversity and inclusion, as well as some low- to no-cost
interventions. These are designed to precipitate difficult and honest conversations, to

promote organizational growth and development, and to reinforce the core values of public

service.

D JONATHAN (JON) M. FISK is an assistant professor in the Department of Political
b Science at Auburn University (jmfO055@auburn.edu).

GEOFFREY A.SILVERA is an assistant professor in the Department of Political
Science at Auburn University (gsilvera@auburn.edu).
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Inclusion Starts with Better Management—
Here's What Employees Say about Making
Diversity Work
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Since the death of George Floyd in May, dozens of companies

® Featured eBooks

such as Apple, Estee Lauder and Facebook have vowed to :
increase diversity and inclusion in their workplaces. COUNTY

The diversity part seems straightforward enough. But what’s GOVERNMENT IN
meant by inclusion? . A TIME OF CRISIS

SPECIAL.REPORT
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As a social work scholar, [ study how leaders create socially

just, equitable and inclusive workplaces, particularly when
they have a diverse workforce. A recent study I conducted
with social policy scholar Lawrence Palinkas examined how
employees perceive leaders who are inclusive—and those

who aren’t.

The Value of Inclusion
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Companies have long focused on trying to make their
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workforces more diverse. But research shows that simply
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backgrounds is not enough. To fully tap into the positive

inclusion.
What does this mean?

For a start, it means ensuring all employees regardless of
background feel that they are important and valued
members of the team. This improves employee job New Initl atives
satisfaction, trust, engagement, creativity, commitment and . .

B v in Public Health

performance.

Inclusion also enhances employee well-being and can lead
workers to perceive fairness in decision-making, such as
when colleagues are promoted.

The U.S. Census estimates that within a couple decades over half of all
Americans will be members of a racial or ethnic minority group, which
means creating more inclusive workplaces will be vital to keeping their
future workforces happy, engaged and productive.

So we know inclusion is good for employees and workplaces, but what is
less well understood is what leaders can do to exhibit inclusiveness—the
goal of our study.

Over a period of two years, we surveyed employees in a department of a
large nonprofit hospital located in a diverse urban city in California. We
sent them three online surveys at six-month intervals, conducted six in-
person organizational observations and confidentially interviewed 20
employees from a variety of different job positions, genders and racial and
ethnic backgrounds to ensure we captured a wide variety of emplayee
perspectives.

In the one-on-one interviews, we asked employees what they helieved
inclusive leadership was and to provide examples of what leaders do—or
do not do—to help employees feel included. Because people tend to
remember negative experiences more than positive ones, we asked them to
start by describing leaders who did not help them feel valued.

What a Less Inclusive Leader Looks Like

Less inclusive leaders were described as having talent blindness, meaning
they were unable to recognize employees’ unique strengths. They treated
all employees the same regardless of how hard they worked or whether
they needed additional training and did not seem to value employees for
their contributions.

These leaders discouraged others from sharing their ideas or excluded
employees from important meetings if they did not agree with the
manager’s views. Participants also described less inclusive leaders as
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having a tendency to blame others when things went wrong and to create
divides among employees by using “us versus them” language.

Employees described less inclusive leaders as being dishonest and unclear
in their communication. One said that less inclusive leaders often talk
ahout their values and beliefs but behaved in very different ways.

For example, employees described one less inclusive leader as always
telling everyone that they are honest and transparent. However, in day-to-
day interactions, they were neither.

One employee said, “the [leader] never tells me the truth. In my evaluations
they say all positive things but never the things I need to work on. I know
I'm not being promoted for a reason, but they just don’t want to tell me. [
trust the leader more if they are honest or transparent.”

Leading with Inclusion

The employees described inclusive leaders, on the other hand, as leaders
who act in ways that demonstrate their values and communicate openly
and honestly. They treat each employee as a unique individual, recognize
each person’s strengths and value diverse perspectives.

One employee recalled an experience where someone on their team needed
extra shifts during the holidays to afford medical care for an ill family
member. Their manager brought the team together and asked if everyone
would be willing to donate one of their shifts. This employee described this
experience as being inclusive because the leader was sensitive to the
unique needs of one of their team members, and felt that if they needed
help the leader and team would do this for them.

Inclusive leaders were also described as asking others for feedback when
making important decisions and providing everyone access to critical
information. They encourage everyone to work together as a team and go
out of their way to make sure employees of all job positions are valued and
encouraged to be involved.

As companies strive to fulfill their pledges to improve workplace inclusion
and decide whom to promote to leadership positions, they should bear in
mind what their employees actually say about what makes someone an
inclusive leader. I believe that’s one of the best ways to ensure workers feel

equally valued with a shared sense of purpose. &

This article is republished from The Conversation under a Creative Conumnons
license. Read the original article.

Kim Brimhall is an assistant professor of social work at the Binghamton University, State University of New York.
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