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REPORT FOR Sample Report
Introduction

This Management Effectiveness Feedback Report consists of six components, which are
described below.

1. Overall Summary

The summary results chart provides a quick visual representation of your scores in the twelve
competencies that make up the Management Effectiveness profile. The areas to concentrate on
are those scores above 3.5 (strong) and below 2.75 (need further development). Please note that
these competency scores are averages; individual question scores can be viewed by clicking on
the individual competency link.

2. Category Descriptions

There are three sections for each of the twelve competencies. The first of these three sections
explains the competency, lists average scores, and then provides high and low score interpretation
notes. The second section provides a graphical representation of individual question scores. The
third section provides broadly-based improvement actions for those individuals wanting to develop
their competencies.

3. 10/10 Report
The "10/10" Report page provides the raw scores for the 10 highest scoring questions and the 10
lowest-scoring questions out of the 84. It also identifies which competency each question is from.

4. Course and Reading Suggestions

Development suggestions for the two lowest scoring competencies, including specific
recommendations regarding training courses and books that will provide useful information on the
topic are included.

5. Development Plan

The development plan lists questions with the five lowest scores from the assessment and puts
them into a one-page template. Individuals can use this template to record the specific actions they
plan to take over the next twelve months based on the general guidance offered in their feedback
report and the coaching tips.

6. Coaching Tips

Detailed coaching tips for the five lowest-scoring questions are provided in this section. They
offer specific advice on what individuals might do to improve their skills in this competency and
learn new behaviors.

Note on 360 Degree Feedback

If you received feedback from your supervisor, direct reports or peers using this assessment,
please note the following: Ratings responses from all persons who completed the assessment are
averaged to produce the results in the 10/10 Report, Course and Reading Suggestions,
Development Plan, and Coaching Tips.
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Management Effectiveness

Managing and Prioritizing Time

Managing and Prioritizing Time refers to an individual's ability to manage time, negotiate priorities, exercise
self-discipline, control interruptions by shaping the behavior of others whose priorities are different, and
become time-effective, rather than time-efficient.

12345
AGGREGATE SCORE (3.60) I+ | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you spend little
or no time systematically organizing your workload or thinking about the next tasks before starting to work on them. A
low scorer is likely to feel that he or she has more tasks than time to do them. As a result, this person tends to take on
whatever comes next or seems to be the most urgent, failing to develop an organized approach beforehand that
everyone will follow.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you are
able to organize yourself and others in order to adjust to significant changes in your workload and re-prioritize them
when necessary. A high scorer is likely to think of personal organization as a critical part of overall time
management. High scorers understand the importance of thinking about the ongoing fluctuations in workload and
changes in deadlines, and will reorganize themselves and others in order to achieve the best result.
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Management Effectiveness

Managing and Prioritizing Time

Managing and Prioritizing Time refers to an individual's ability to manage time, negotiate priorities, exercise
self-discipline, control interruptions by shaping the behavior of others whose priorities are different, and
become time-effective, rather than time-efficient.

Recommendations for Overall Improvement

Low scorers need to organize people, resources, goals, deadlines, and available time in order to achieve the right
results, rather than float through each day adrift on a sea of changing priorities. Low scorers need to take charge of
their personal priorities and learn that there is always an optimal sequence for tackling a series of future tasks or
projects.

Ways to Strengthen or Improve Managing and Prioritizing Time

® Make sure that all your planned and unplanned activities of the day and week are always scheduled and
rescheduled as necessary.

® Set up a system to make sure that you can find things you need regularly, and think carefully about targets and
deadlines for tasks or projects.

® Try not to make commitments until you have looked at your overall workload and worked out what is possible
and how much reorganization will be necessary.

e Realistically recognize your own limitations and the limitations of others around you, (upon whom you will need
to depend to meet your targets and deadlines).

® List the main interruptions that you are likely to encounter (i.e. phone calls, mail, drop-in visitors etc).

® Design "spare" time into your daily or weekly schedule to allow for some interruptions (but be clear about how
you will manage them when they occur).

e Commit to managing casual interruptions by clearly telling people who drop in that you have important priorities
that must be attended to first.
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Management Effectiveness

Setting Goals and Standards

Setting Goals and Standards refers to an individual's ability to manage activities and projects using
measurable goals and standards and working with others to set goals and standards to develop
understanding and build commitment. This competency looks at one's ability to evaluate and prioritize goals,
intentions, and action standards; eliminate barriers to the goal-setting process; evaluate goals against criteria
and standards; and use goals to motivate.

12 3 4 5
AGGREGATE SCORE (3.63) l:::llj | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you may have
trouble identifying and prioritizing intentions, goals, and standards. Those with whom you work need to know which
specific goals and standards you expect of them. You tend to focus more on activities than goals and are likely to give
assignments without first collaborating with others to determine the goals and standards to be met. A low scorer is
likely to find it difficult to translate idle thoughts or dreams about the future into specific directional steps that he or she
and others can take in the short term. Low scorers tend to come across as indecisive, deliberately vague, and
"aimless," and are prone to causing confusion in others because they identify more than one possible direction to take.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you are
adept at converting broad, vague, or general intentions into goals; setting standards by which these should be
achieved; and identifying the path to achieve them. A high scorer is likely to enjoy developing concrete and practical
standards of performance and action plans that can be quickly and easily followed. This person can remain focused on
one overall direction or course, and will see that people are not distracted or side-tracked unless absolutely necessary,
in which case he or she will adjust the course and keep everybody informed.
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Management Effectiveness

Setting Goals and Standards

Setting Goals and Standards refers to an individual's ability to manage activities and projects using
measurable goals and standards and working with others to set goals and standards to develop
understanding and build commitment. This competency looks at one's ability to evaluate and prioritize goals,
intentions, and action standards; eliminate barriers to the goal-setting process; evaluate goals against criteria
and standards; and use goals to motivate.

Recommendations for Overall Improvement

Low scorers need to weigh alternative courses of action to achieve a particular result more effectively, as well as
decide on the general direction and communicate it clearly, spelling out appropriate standards to achieve the result.
Low scorers should try to get one or two other people to help them stay on track and consistently remind everyone of
the goals and targets they are working toward.

Ways to Strengthen or Improve Setting Goals and Standards

e Start setting clear goals for yourself, and use the experience to set broader targets that are concise and action-
oriented.

e Make sure that others find targets clear and easy to follow.

e Keep reviewing your written goals to ensure that they remain realistic and that you stay on track.

® Use a structured process to evaluate the different courses of action that are open to you to achieve a particular
goal or target.

® Ask your subordinates for feedback on how you use power, authority, and influence: Are you fair? Do you back
down too quickly? Do you avoid conflict? Do you come across too strongly? Use the information you gather to
make adjustments.

® Before presenting options or solutions, look for diverse opinions and share information in advance, so that those
who need to "buy in" are not surprised.

e Hold regular progress review meetings so that everyone working on large-scale goals will develop better overall
team spirit.

Copyright © 2022 All rights reserved
HRD Press 800-822-2801




Management Effectiveness

Planning and Scheduling Work

Planning and Scheduling Work refers to an individual's ability to manage projects (one-time programs) and
processes (ongoing workflow) by applying the major tools and techniques of management. This competency
looks at one's ability to analyze complex tasks and break them into manageable units; select and manage
resources appropriate to the tasks; use systems and techniques to plan and schedule work; and set
checkpoints and controls for monitoring progress.

12 3 4 5
AGGREGATE SCORE (3.38) l::::] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you find it
difficult to exert much influence over the planning and scheduling of activities at work. Such interruptions as "rush"
projects, unscheduled delays, and non-productive activities make it very difficult to plan ahead. You are often forced to
manage reactively by putting out fires instead of preventing them, which can be very frustrating. Low scorers are likely
to find that not being prepared and organized at the outset will keep them from reaching even their first milestones
successfully, unless they are extremely lucky. Goals and targets are likely to be pursued randomly and without much
effort.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you engage
in quiet and reflective planning about how you will go about achieving your goals before you waste time jumping the
gun. You are likely to carefully assess available time and resources and organize yourself and others to achieve the
best result you can in a planned and ordered way. A high scorer is likely to prioritize the time and the resources
needed to achieve the objective, and assemble the individuals who need to help. A person who scores high in this
area will understand the risks and potential problems, and therefore develop contingency plans and alternative
strategies.
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Management Effectiveness

Planning and Scheduling Work

Planning and Scheduling Work refers to an individual's ability to manage projects (one-time programs) and
processes (ongoing workflow) by applying the major tools and techniques of management. This competency
looks at one's ability to analyze complex tasks and break them into manageable units; select and manage
resources appropriate to the tasks; use systems and techniques to plan and schedule work; and set
checkpoints and controls for monitoring progress.

Recommendations for Overall Improvement

Low scorers need to take more time to plan and organize—well before they jump in trying to achieve their objectives.
They must look for balance and coordination among objectives and be absolutely sure that they can meet deadlines or
targets. If not, they must change the plan or the goal.

Ways to Strengthen or Improve Planning and Scheduling Work

e Talk to people about their priorities and commitments before estimating how much time, effort, and
resources will be necessary to achieve particular goals.

® Use your experience to build appropriate lead-times into your goals, and line up people to help where this is
necessary and appropriate.

e Carefully estimate how much time and resources will be required to achieve each goal before committing to any
deadlines upon which others might depend.

o After drafting your goals, identify any skill or resource gaps that might exist and plan in detail how you are going
to deal with them.

® Force yourself to spend at least a few minutes each day writing out what is important to achieve in the day or
the week ahead.

® Make a list and prioritize it into Must Do, Should Do, and Nice to Do and If There Is Time categories.

® Assign time estimates for each activity. Use the formula that assigns weights to the optimistic, most-likely, and
most-pessimistic estimates.
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Management Effectiveness

Listening and Organizing

Listening and Organizing refers to an individual's ability to understand, organize, and analyze what is heard in
order to make appropriate decisions about what to think and do in response to the message. This competency
examines one's ability to identify and test inferences and assumptions; overcome barriers to effective
listening; summarize and reorganize a message for recall; and withhold any judgment that can bias a
response message.

12 3 4 5
AGGREGATE SCORE (3.42) l::::] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that when others
are talking, you tend to make inferences and assumptions based on your own experiences and needs, rather than
consider the speaker's frame of reference. You tend to allow your mind to wander and your attention to go
unfocused. A low scorer is likely to pay little attention to the person with whom he or she is communicating and tends
to ask few questions for clarification (having neither the time nor the inclination). As a result, they become confused
about what is being said and misunderstand the message. Suspend judgment and listen carefully to what people are
saying so you can analyze and organize the information and respond effectively.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you well
understand the need to ask questions for clarity, as well as paraphrase what is being said to keep the discussion
focused and on track. High scorers put themselves in the best position for attentive listening, and ask questions for
clarity. They try to summarize what they have understood so there will be ho confusion or misunderstanding about
what the speaker said.
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Management Effectiveness

Listening and Organizing

Listening and organizing refers to an individual's ability to understand, organize and analyze what is heard in
order to make appropriate decisions about what to think in response to the message. This competency
examines an individual's ability to identify and test inferences and assumptions; overcome barriers to
effective listening; summarize and reorganize a message for recall and withhold judgment that can bias a
response message.

Recommendations for Overall Improvement

Low scorers need to carefully think about how they can ask a range of questions in various conversations to help them
to concentrate and pay close attention to what is being said. These questions need to be asked as often as necessary,
taking care to listen for the response. You greatly improve your ability to listen effectively if you withhold judgment and
summarize the message every so often to confirm your understanding.

Ways to Strengthen or Improve Listening and Organizing

e Concentrate as much as possible on the speaker. Do not think about your next response while the other person
is talking.

o [f necessary, take notes on what you hear. Use "affirming" body language to show the speaker that you are
focused on what he or she is saying.

® Be as patient as you can when people are speaking (and especially if they need time to explain something that
is not easy to convey).

® Avoid 'drifting off' into your own mental world, or you run the risk of missing important points.

® Maintain as much direct eye contact as you can and show genuine and focused interest in the communication.
Avoid generally showing any sign of distraction, physical or mental.

® Try to smile at people more often, and be as friendly and sincere as you can when they are talking to you.

® Make a strong effort to put yourself in the other person's position and to imagine what they might be feeling or
where they might be coming from in sending their message.
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Management Effectiveness

Giving Clear Information

Giving Clear Information refers to an individual's ability to assess a situation; determine the objectives; and
give clear, concise, well-organized, and convincing messages that will best meet the objective. This
competency examines one's ability to overcome physical, psychological, and semantic barriers when
interacting with others; keep on target and avoid digressions; use persuasion effectively; and maintain a
climate of mutual benefit and trust.

12 3 4 5
AGGREGATE SCORE (3.19) l::::] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you sometimes
have difficulty organizing and communicating information in a clear, concise, complete, and convincing manner. The
meaning of what you want to say is probably clear to you, but the other person has trouble getting the message. There
might be barriers or language problems that keep others from completely understanding what you are trying to say. A
low scorer tends to find communication somewhat challenging and wants to get it over and done with as quickly as
possible. Providing clear information might well be regarded as a chore to the low scorer whose experiences with good
communicators and listeners who act appropriately on what they have heard might be negative or limited.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you think
carefully about the channels through which you transmit your message, and the communication style that you adopt in
order to be successful. To do this, you try hard to always be clear, concise, and consistent in what you say and do. A
high scorer is likely to be acutely aware of the power to communicate and influence people by understanding what the
audience needs and by preparing and using a variety of transmission methods so that every individual is given the
best opportunity to understand the message.
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Management Effectiveness

Giving Clear Information

Giving Clear Information refers to an individual's ability to assess a situation; determine the objectives;

and communicate clear, concise, well-organized, and convincing messages that will best meet the objective.
This competency examines one's ability to overcome physical, psychological, and semantic barriers when
interacting with others; keep on target and avoid digressions; use persuasion effectively; and maintain a
climate of mutual benefit and trust.

Recommendations for Overall Improvement

Low scorers need to take more time to think about how each audience will best understand the message, and select a
channel, style, and pace that will maximize that understanding.

Ways to Strengthen or Improve Giving Clear Information

® Recognize that your actions are likely to speak most loudly when you are communicating to others.

® Do things to support or backup your verbal messages to help people understand where you are coming from.

® Practice varying your personal communication styles or approaches to suit the various situations that you
encounter.

® Avoid complex, jargon-based, or overly technical words or phrasing when you think your audience will find it
hard to understand or act upon your message.

e Deliver all of your messages in a slow and measured way, taking into account the particular needs of the
subject and the audience.

® Make a strong effort to put yourself in the other person's position, and to imagine what they might be feeling or
where they might be coming from in sending the message.

® Find out what interests you have in common with each person with whom you regularly communicate, and use
this to help build your relationship with them.
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Management Effectiveness

Getting Unbiased Information

Getting Unbiased Information refers to an individual's ability to use questions, probes, and interviewing
techniques to obtain unbiased information, and then interpret it appropriately. This competency examines
one's ability to use directive, non-directive, and reflective questions effectively; use probes to elicit additional
information; recognize latent and manifest meaning; confirm understanding; and obtain agreement.

12 3 4 5
AGGREGATE SCORE (3.29) l::::] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you have
trouble phrasing questions so that you get unbiased responses and accurate information. People tend to say what they
believe will please or impress you. A low scorer tends to selectively listen or only pay attention to parts of the
conversation, and therefore does not have enough information to summarize well. The quality of the conversation
consequently suffers, and in the end, neither party is entirely clear as to whether or not you have reached a common
understanding.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you work
hard at interpreting and evaluating what a speaker is really trying to say, and you repeat it back to them in summary
form so that a mutual understanding can be reached. A high scorer does not generally let a lengthy discourse go by
without offering a quick summary or reflecting back the message before moving on. His or her communications are
often more effective and focused because of this practice.

n 1 2 3 4
I I I I I

61. Avoids mentally dwelling for too long oh a previous point made by
the speaker.
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63. Avoids guessing what is on the other person’s mind until they have
a complete picture.
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64. Prioritizes the key message when the speaker communicates several

points.
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65. Regularly feeds back what was heard to testthat his or her
understanding is accurate.
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or she has forgotten.

Self
Supernisar
Peer

Direct Repart
Cther

67. Tries to understand what the other person is feeling as well as
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68. Uses different phrasing to ensure thattheir interpretation of
what was said is correct.
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69. Listens for the overall message or Keytheme behind the speaker's

words.
I
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70. Confirms that he or she has understood the message properly by
paraphrasing often.
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71. Tries to close any conversation by reflecting back the major
things discussed.
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72. At the end of the conversation, summarizes the main points that
havebeen covered.
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Management Effectiveness

Getting Unbiased Information

Getting Unbiased Information refers to an individual's ability to use questions, probes, and interviewing
techniques to obtain unbiased information, and then interpret it appropriately. This competency examines
one's ability to use directive, non-directive, and reflective questions effectively; use probes to elicit additional
information; recognize latent and manifest meaning; confirm understanding; and obtain agreement.

Recommendations for Overall Improvement

Low scorers need to take the time to develop a range of generic questions that can be asked to help them pay close
attention to what is being said in any given conversation and get unbiased information. These questions need to be
asked as often as possible, and the individual must pay close attention to the responses they are given.

Ways to Strengthen or Improve Getting Unbiased Information

® Try to slow down your thinking during conversations and concentrate on the whole message from the speaker,
including the emotions that are transmitted.

® As a direct test of your ability, look to paraphrase what you hear from time to time and directly check your

understanding.

As soon as the discussion or meeting is over, make notes that capture the facts you've just uncovered.

Ask open-ended questions that require more than a "yes" or "no" answer.

Do not think about your next question while your respondent is speaking. Pay full attention to what is being said.

Be pleasant, positive, and non-judgmental (adult-to-adult, not parent-to-child).

If you work on your ability to use non-directive, neutral questions and probes, you can greatly improve the

quality and depth of information you receive from others.

o Employ the "funnel technique” (i.e., start with non-directive questions, then use self-appraisal questions, and
then use directive questions to complete the picture)

Copyright © 2022 All rights reserved
HRD Press 800-822-2801




Management Effectiveness

Training, Coaching and Delegating

Training, Coaching, and Delegating refers to an individual's ability to select the right people and develop
them; reach agreement on plans for action; keep a balance between input and output; transfer responsibility
to the employee; provide feedback effectively; and appropriately reward good performance.

12 3 4 5
AGGREGATE SCORE (3.27) l::::] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you have
trouble helping others complete tasks and take on more responsibility and not delegate as much as you should,
preferring to handle assignments yourself rather than train and coach others to handle them. A low scorer tends to
take on too much by themselves and usually offers low-level or "safe" tasks to others that can be supervised or that
carry low risk. Low scorers tend to also impose their opinions on others too regularly, and even take tasks and projects
back from people who are not performing to their exacting standards.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you enjoy
seeing people take on new and stretching tasks and personally grow because they are given the room to take
reasonable risks and new approaches. You tend to delegate a lot of responsibility to people you believe are capable,
and you encourage people to take on personal challenges and goals. A high scorer tends to actively look for ways to
empower individuals to take on responsibility and even move the limits of their comfort zone in handling new or
different tasks. High scorers rarely feel uncomfortable about giving their authority to others and will generally give
people as much support as they need, even when mistakes or less-than-optimal paths are chosen.
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75. Gently guides people, without imposing own views.
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76. Looks for specific projects that can provide new challenges for
people.
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others.
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80. Invites people to take as much responsibility as they think they
can handle.
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81. Avoids jumping intoo quiclfly, even when people make mistakes.
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82. Offers broad direction on atask and lets people design their own
approach.
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83. Asks people to make suggelstions andlgenerate i?eas of their own.
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84. Rewards individuals when they push or stretch their own personal
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Management Effectiveness

Training, Coaching and Delegating

Training, Coaching, and Delegating refers to an individual's ability to select the right people and develop
them; reach agreement on plans for action; keep a balance between input and output; transfer responsibility
to the employee; provide feedback effectively; and appropriately reward good performance.

Recommendations for Overall Improvement

Low scorers must develop the ability to analyze human behavior, as well as use positive and negative reinforcement to
influence others. These things are critical to success in this competency. Low scorers also need to become less
structured and more trusting that others can achieve results that stand up to their standards. They should offer only
broad directional guidance when delegating (or assigning a task), and should avoid intervening unless it is absolutely
critical or the individual asks for help.

Ways to Strengthen or Improve Training, Coaching, and Delegation

® ook for a variety of new learning opportunities for those you are helping to develop.

® Describe possible courses of action, but leave enough room for people to decide on their own approaches and
goals.

® Develop a set of general questions that you can ask to help individuals assess whether or not their current
approach or actions represent the best they can achieve.

® Encourage individuals you coach to look at the deeper root causes of their challenges, problems, or concerns.

o |dentify specific tasks or projects that can challenge and stretch people's skills, or get them thinking in new
directions.

® Support people when they make minor or understandable mistakes.

e Reward hard work, innovation, and effort to stretch personal boundaries.
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Appraising People and Performance

Appraising People and Performance refers to an individual's ability to carry out a constructive performance
appraisal by providing ongoing feedback, jointly evaluating past performance, coming to agreement on future
expectations, and developing a plan to see that these expectations are met.

12 3 4 5
AGGREGATESCORE(S.OO)l:::| | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that assessing the
performance strengths and weaknesses of others and their root causes (the analysis of human behavior) does not
come easily for you. Giving constructive, corrective feedback might be even more difficult. A low scorer tends to set
few goals, and even when they do, the goals lack focus and clarity. This makes it difficult to measure general progress.
The team will likely suffer from this weakness. Low scorers tend to operate quite independently within a team, and any
negative comments about their performance at the end of any appraisal period will consequently come as a surprise.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that this
individual recognizes the importance of setting clear and unequivocal goals for him- or herself and others, and knows
that reviewing performance on a regular basis is critical to keeping people on track. This person also tries to be
consistent in quickly addressing performance shortfalls and in celebrating performance successes. A high scorer tends
to be clear and focused about personal work objectives and takes an interest in improving his or her own performance
and that of the team as a whole. High scorers are also likely to quickly recognize personal or team shortfalls (and act
to correct the situation), as well as applaud performance successes.
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88. Engagesin progressive performance discussionsto prevent
end-of-year surprises.
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92. Makes sure that performance shortfalls are quickly recognized and
acted upon.
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93. Tries to ensure consistenc'yl' when mealsuring overall performance.
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94. Identifies performance indicators that might apply more
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Appraising People and Performance

Appraising People and Performance refers to an individual's ability to carry out a constructive performance
appraisal by providing ongoing feedback, jointly evaluating past performance, coming to agreement on future
expectations, and developing a plan to see that these expectations are met.

Recommendations for Overall Improvement

Low scorers need to identify the overall goals of the organization and the team before developing their own personal
set of linked, clearly written, and measurable performance objectives. Low scorers should also spend more time
tracking overall team and individual performance on a regular basis, and respond to relative success and failure in
positive ways, on a shared basis. They should practice giving feedback to others and get them to spell out the actions
they will take to improve performance.

Ways to Strengthen or Improve Appraising People and Performance

e Go out of your way to recognize outstanding performance, and do it publicly to encourage others to do
something similar.

® Be consistent in evaluating performance and in providing feedback; apply the same standards to all employees.

e Before conducting a performance-feedback session, take notes on the key items of information that will be
passed along to the employee. Stick to these items during the feedback session; do not wander off the topic.

o Document and remember the positive and the negative aspects of individual performance. We have a tendency
to remember and place too much importance on negative performance. Be sure to acknowledge and praise
the good things.

e [f you provide negative feedback, provide it promptly and factually. Explain or describe the defect, the desired
level of performance, and suggested solutions to the performance problem. Do not engage in emotional
arguments over the issue with the employee.

® |n giving negative feedback, separate the person from the performance. Do not personalize negative feedback
or say things like "You are lazy". Rather, talk about the behaviors that are wrong (e.g., "This is the third time you
are late with a report").

e Work with employees to help them prepare an individual development plan for the next year that lists activities
and goals for their personal growth and development.
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Counseling and Disciplining

Counseling and Disciplining refers to an individual's ability to counsel and discipline in a positive manner to
restore the employee's performance to an accepted standard or norm without any loss of dignity. This
competency examines one's ability to get the employee to accept responsibility for correcting a deviation
within an agreed-upon time frame, as well as reinforce the employee's behavior when it results in improved
performance (or take the appropriate action if no improvement occurs).

12 3 4 5
AGGREGATE SCORE (3.42) l::::] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you are
unlikely to set clear enough performance standards for the people you manage and might not spend enough time
reviewing progress to ensure that targets are met. As a result, mediocre or poor performance goes unchecked for long
periods of time, and counseling and discipline are either avoided or applied far too late. A low scorer is not likely to pay
much attention to the day-to-day performance of his or her employees, and is seriously out of touch with his or her
responsibilities as a leader.

HIGH (greater than 3.5)
Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you set
clear performance standards for the people you manage and regularly review progress to ensure that targets are met
and each individual stays on track. You are likely to firmly but fairly counsel or discipline individuals when there is a
need to do so. A high scorer is likely to see counseling and discipline as a positive way to help people recognize a
shortfall and get performance back to the standards expected.
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99. Clearly describes the specific behavior that is expected of people.
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100. Is quick to spot performance slippage and bring it to the

individual's attention.
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104. Offers direct and genuine assistance to individuals needing

performance support.
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Counseling and Disciplining

Counseling and Disciplining refers to an individual's ability to counsel and discipline in a positive manner to
restore the employee's performance to an accepted standard or norm without any loss of dignity. This
competency examines one's ability to get the employee to accept responsibility for correcting a deviation
within an agreed-upon time frame, as well as reinforce the employee's behavior when it results in improved
performance (or take the appropriate action if no improvement occurs).

Recommendations for Overall Improvement

Low scorers need to work with people collaboratively to establish and clarify goals and standards at the outset. They
must establish a regular monitoring process and step in with help and support where needed. If performance starts to
slip, low scorers need to step in immediately and deal with the situation firmly, using counseling and discipline as much
as necessary to get performance back on track.

Ways to Strengthen or Improve Counseling and Disciplining

e [f you provide counseling or disciplinary feedback, provide it promptly and factually. Explain or describe the
defect, the desired level of performance, and suggested solutions to the performance problem.

® |n giving counseling feedback, be sure you comment on the performance itself, not the person. Talk about
unacceptable behavior.

® et employees know that you are willing to provide feedback, so that they will come to you for advice before
mistakes are made.

® Recognize what the person has done well, and encourage him or her to build on these strengths.

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

® Always set a date for a follow-up session to review progress.

® To learn to give good feedback, observe and practice the behavior of others. Concentrate on providing a
description instead of an evaluation or judgment. Give the employee a chance to explain his or her side.
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Identifying and Solving Problems

Identifying and Solving Problems refers to an individual's ability to identify barriers that interfere with the
achievement of goals and apply a systematic set of procedures to eliminate or reduce the causes. This
competency examines one's ability to distinguish between symptoms and problems; collect and weigh
evidence relating to causes; and implement the most appropriate course(s) of action.

12 3 4 5
AGGREGATE SCORE (3.23) l::::] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you need to
improve your overall problem-solving skills. You tend to confuse symptoms with problems and have shown difficulty in
identifying root causes, which must be dealt with. A low scorer does not generally understand the entire situation, but
nevertheless tends to make decisions and try to solve a problem without first gathering all the necessary facts and
opinions. Low scorers are likely to willingly accept information without giving it full scrutiny, automatically assuming that
the data or the source of data is credible and reasonable.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you are an
efficient assembler, organizer, and categorizer of the information you need to identify a problem and then make a
decision to solve it. You tend to be generally aware of what you are looking for and are able to spot gaps that require
further research. A high scorer tends to adopt a systematic process for gathering and sifting through information about
an issue or a problem, challenging the source of the data as well as the information itself for relevance and reliability. A
high scorer is quick to ask questions to gain understanding and will keep the overall goals at the forefront of their

thinking.
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Identifying and Solving Problems

Identifying and Solving Problems refers to an individual's ability to identify barriers that interfere with the
achievement of goals and apply a systematic set of procedures to eliminate or reduce the causes. This
competency examines one's ability to distinguish between symptoms and problems; collect and weigh
evidence relating to causes; and implement the most appropriate course(s) of action.

Recommendations for Overall Improvement

Low scorers need to first think about how they will gather and process data before actually doing so. They should
make sure that the information they use is complete, reliable, and clearly organized. Facts should be separated from
opinions, and hard evidence from supposition.

Ways to Strengthen or Improve Identifying and Solving Problems

® Develop your own step-by-step process for gathering and organizing data logically and in an ordered fashion.

® Generate or standardize a set of questions that will help you to collect all the information you need without any
obvious gaps.

e Openly admit when there are gaps in the information you need, and ask questions whenever you are unsure.

e Guard against making assumptions or guessing about data or information if you have little or no factual
evidence to back it up.

e Think longer and harder about the alternatives presented to you.

e Evaluate the reasoning processes that have been used to reach particular conclusions, and ask whether they
have been sound, reasonable, and comprehensive.

e Avoid making hasty assessments or arriving at the easiest or most convenient conclusions when the issue is
important or sensitive.
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Making Decisions and Weighing Risks

Making Decisions and Weighing Risk refers to an individual's ability to systematically examine options;
identify limits, outcomes, and risks to be considered; assign weights to each possible alternative; and then
select the option that best meets the desired goals and standards.

12 3 4 5
AGGREGATE SCORE (3.35) l:::ll] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that although you
make dozens of small decisions with ease every day, you have difficulty with larger decisions that require the
evaluation of many factors. A low scorer is likely to ignore consequential risk or impact or heavily underestimate any
adverse consequences that might arise from a particular course of action. This person tends to start implementing a
solution without adequate planning, and will either make unnecessary mistakes or discover new and unforeseen
problems that will not be easily resolved.

HIGH (greater than 3.5)
Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you
automatically consider the potential risks that exist for a chosen course of action or significant decision. You generally
evaluate consequential impact as well as the likelihood of occurrence before finally deciding. A high scorer tends to
evaluate ideas and strategies in terms of their potential future impact, but will also find ways to raise awareness of
possible risks for others. This person is also likely to effectively point out any difficulties or problems that need more
focus or effort to overcome them.
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128. Uses "worst case" scenario planning where necessary and
appropriate.
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129. Has a back-up or contingency plan whenever specific solution
risks are high.
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131. Avoids guessing atthe rislk of failure.
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132. Treats own preferred solutions as "provisional” until all

consequences have beenidentified and considered.
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Making Decisions and Weighing Risks

Making Decisions and Weighing Risk refers to an individual's ability to systematically examine options;
identify limits, outcomes, and risks to be considered; assign weights to each possible alternative; and then
select the option that best meets the desired goals and standards.

Recommendations for Overall Improvement

Low scorers need to understand that all strategies carry at least some degree of risk. They should take more time
trying to measure or calculate risk in practical terms. Where the risk is not obvious, low scorers should question the
likely impact of decisions and what contingency plans have been put in place should something go wrong

Ways to Strengthen or Improve Making Decisions and Weighing Risk

® Think about the subject of risk from two perspectives: The likelihood that there will be a problem (and how
frequently it might occur), and possible consequences and their severity. First think in terms of high, medium, or
low risk, but develop this into a more discerning calculation system in due course.

® Design the criteria by which you are going to evaluate different options. Then write down all the alternative
ideas or possible courses of action on paper, side-by-side.

o L earn how to use techniques such as a decision matrix, how to assign weights to these factors, and how to
score each option (alternative) on each factor. This will help you greatly improve your performance.

® Review all of the comparisons to ensure that you make a sound decision as often as possible.

e |isten carefully and patiently until all the information being presented is complete. Then decide.

® Make sure that in all of your evaluations, you are comparing apples with apples, so that comparisons are fair
and equitable.

® Before reaching a decision, evaluate the factual data and argue in your own mind the pros and cons of multiple
courses of action. That will help you confidently reach a decision, present or propose it, and stick with it.

® To avoid "group think," require members of your work unit to research and argue the alternative viewpoint and
play devil's advocate. It will bring about more understanding of the broader consequences.
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Thinking Clearly and Analytically

Thinking Clearly and Analytically refers to an individual's ability to apply logic and think analytically in order
to accurately interpret situations and information before deciding what actions to take. This competency
examines one's ability to identify valid premises and draw logical conclusions from them; separate fact from
inference and assumption; use inductive and deductive logic effectively; and recognize fallacies, false
premises, and generalizations that are based on insufficient evidence.

12 3 4 5
AGGREGATE SCORE (3.25) l::::] | |

Interpretation

LOW (less than 2.75)

Response ratings predominantly in the ones and twos ("almost never" and "occasionally") suggest that you often
accept information that looks good on the surface but that in reality is based on flawed logic. You generally fail to
guestion statements that spring from faulty premises, inadequate information, and shaky conclusions. A low scorer
tends to approach problems with relatively fixed views, hoping that solutions can be drawn from previous experience
or practice. Low scorers are less likely to enjoy open discussions or loosely described situations or issues; they prefer
to be told what the problem is about, and even where the solution might lie.

HIGH (greater than 3.5)

Response ratings predominantly in the fours and fives ("very frequently" and "almost always") suggest that you are
very confident about your own ability to approach difficult problems or challenges in a well-ordered and systematic
way. You are likely to be comfortable with ambiguity and do not feel the need to find a quick or simple solution to a
problem. A high scorer tends to be naturally curious and inquisitive about what makes the world tick. This kind of
person is likely to enjoy thinking about complex or difficult issues and will spend a considerable amount of analytical
and reflective time looking for clearer answers.

n 1 2 3 4 ]
I I I I I I

133. Is inquisitive.

|
Self |
Superisar
FPeer

Direct Repart
Cther

134. Suspends judgment until thoughts and data have been fully
collected and organized.

Self
Superisar
FPeer

Direct Repart
Cther
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0 1 2 3 4 5
| | | |

135. Tries to eliminate bias aum.:lI p-rejm::li-::e.I

Self
Superisar
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Direct Repart
Cther

136. Takes reflection time to adjust own thinking and increase
understanding.

l

Self )
Superisar
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Direct Repart
Cther

137. Demonstrates that "truth" can come out of open dialogue with
people.

Self
Superisar
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Direct Repart
Cther

138. Is openly willing to hear velry' differeml:, divergenr views.
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139. s curious and eagerto ar.:fiquire knowlecdge.

Self
Supernisar
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140. Spends time quietlythinkirg and refIFcting. I
Self ' ' :
Supervisar ; | |
FPeer

Direct Repart
Cther

141. Anticipates the consequeTces of own thoughts and decisions.

Self
Superisar |
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Direct Repart
Cther
142. Challenges conventional wisdom.
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143. Trusts own reasoning abillityr in all circumstances.
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Cther

144.1s good at determining relelvance.
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Copyright © 2022 All rights reserved
HRD Press 800-822-2801




Management Effectiveness

Thinking Clearly and Analytically

Thinking Clearly and Analytically refers to an individual's ability to apply logic and think analytically in order
to effectively interpret situations and information before deciding what actions to take. This competency
examines one's ability to identify valid premises and draw logical conclusions from them; separate fact from
inference and assumption; use inductive and deductive logic effectively; and recognize fallacies, false
premises, and generalizations that are based on insufficient evidence.

Recommendations for Overall Improvement

Analytical thinking is a skill not usually taught in school, but it can be improved through training and development. Low
scorers need to ask the question "Why?" much more frequently rather than accept information at face value. Low
scorers should also seek out views that are different from their own, look for the significance of these ideas, and see if
these diverse perspectives provide a more useful explanation or complete picture of what is happening.

Ways to Strengthen or Improve Thinking Clearly and Analytically

® Practice mentally challenging what you see and hear, and try generating more than one interpretation or

alternative to explain your experiences.

Try to be less dogmatic in your views, and try to become more comfortable with ambiguity.

Develop your curiosity by asking "how" and "why" as often as you sensibly can.

Check your own thinking for any undue prejudice and bias when you are evaluating ideas or suggestions.

Always consider the consequences of your ideas, opinions, judgments, and decisions, and then take time to

reflect. This will improve the overall quality of your thinking.

® Design the criteria by which you are going to evaluate different options. Then write down all the alternative
ideas or possible courses of action on paper, side-by-side, to see how they measure up.

e Listen carefully and patiently until all the information being presented is complete, before finally deciding.
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The 10/10 Report

Top 10 Strengths
Setting Goals and Standards

22. Matches broad directional goals with steps that can be taken immediately. 5.00
Counseling and Disciplining

105. Works with under-performing individuals to set improvement targets and milestones. 4.75
Managing and Prioritizing Time

5. Tends to start and finish scheduled activities or events of the day on time. 4.75
Thinking Clearly and Analytically

138. Is openly willing to hear very different, divergent views. 4.50
134. Suspends judgment until thoughts and data have been fully collected and organized. 4.50
Identifying and Solving Problems

111. Successfully sequences events or issues where appropriate. 4.25
Counseling and Disciplining

104. Offers direct and genuine assistance to individuals needing performance support. 4.25
Giving Clear Information

52. Can improve team spirit and morale through effective communication. 4.25
49. Communicates feelings as well as ideas and facts. 4.25
Planning and Scheduling Work

35. Translates his or her goals, targets, and organizational objectives into a simple written plan. 4.25

Top 10 Development Needs
Appraising People and Performance

89. Fully understands how his own and others' performance will be assessed. 1.50
90. Ensures that performance appraisal is honestly and fairly carried out within the team. 1.75
Planning and Scheduling Work

29. Calculates how much time and effort will be necessary to achieve particular goals. 2.00
Giving Clear Information

50. Uses multiple channels to get messages across to people. 2.00
58. Finds the "right" words for the circumstances. 2.00
59. Selects the most appropriate method to transmit his or her messages. 2.00
Managing and Prioritizing Time

8. Is highly organized. 2.25
Training, Coaching and Delegating

75. Gently guides people, without imposing own views. 2.25
Counseling and Disciplining

102. Works with people to discover why performance "gaps" exist and what can be done to close them. 2.25
Identifying and Solving Problems

115. Carefully specifies exactly what problem is to be solved. 2.25

Copyright © 2022 All rights reserved
HRD Press 800-822-2801




REPORT FOR Sample Report

Course and Reading Suggestions

Here is alink to a 12 page workbook that can help you further
http://assessments24x7.com/rsb/RSBIs.pdf

The following are general reading and course suggestions that may help you to better understand the two categories
in which your scores were the lowest and to assist you in writing your development plan.

Appraising People and Performance

Appraising People and Performance refers to an individual's ability to carry out a constructive performance appraisal
by providing ongoing feedback, jointly evaluating past performance, coming to agreement on future expectations, and
developing a plan to see that these expectations are met.

Course Suggestion

- Appraising Performance

- Performance Measurement

- Developing Key Performance Indicators
- Goal/Objective Setting

- Performance Alignment

Other Suggestion

- Hold an open meeting to discuss how the performance of the team will be measured and what indicators will be most
effective.

- If you feel comfortable doing so, talk to your direct supervisor/manager or a training and development specialist about
personal training, coaching, and specific projects, and other possible support they may be able to offer to improve your
skills.

Reading Suggestion

- The Balanced Scorecard: Translating Strategy into Action. Robert Kaplan and David Norton

- The Basics of Peformance Measurement. Jerry Harbour

- Performance Measurement Participant Workbook. Jon Warner

- Keeping Score:Using the Right Metrics to Drive World Class Performance. Mark Graham Brown

- How to Measure the Results of Work Teams. Jack Zigon

- The Appraisal Checklist: How to Help Your Team Get the Results You Both Want. Brian Watling

- The Manager’'s Pocket Guide to Performance Management. Sharon G. Fisher: HRD Press

- Solving the People Puzzle: Practical Strategies for Optimizing Workforce Performance. Gary English: HRD Press
- Janus Performance Management System. Jon Warner, Ph.D.

- The Complete Guide to Performance Appraisal. Richard C. Grote: AMACOM

- Effective Phases for Performance Appraisals: A Guide to Successful Evaluations. James E. Neal and James A. Neal:
Jr. Neal Publications

- First Things Fast: A Handbook for Performance Analysis. Allison Rossett: Pfeiffer & Co.

Giving Clear Information

Giving Clear Information refers to an individual's ability to assess a situation; determine the objectives; and give clear,
concise, well-organized, and convincing messages that will best meet the objective. This competency examines one’s
ability to overcome physical, psychological, and semantic barriers when interacting with others; keep on target and
avoid digressions; use persuasion effectively; and maintain a climate of mutual benefit and trust.

Course Suggestion

- Effective Team Communication
- Presentation Skills

- Speaking Skills
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- Writing Skills
- Communication Channels and Vehicles

Other Suggestion
- Complete the "Communication Effectiveness Profile". HRD Press. Available as a paper-and-pencil or online
assessment

Reading Suggestion

- Basic Presentation Skills. Gary Kroehnert

- Artful Persuasion: How to Command Attention, Change Minds and Influence People. Harry Mills

- The Presentation Skills Workshop: Helping People Create and Deliver Great Presentations. Sherron Bienvenu

Other Suggestion

- If you feel comfortable doing so, talk to your direct supervisor/manager or a training and development specialist about
personal training, coaching, and specific projects, and other possible support they may be able to offer to improve your
skills.

Reading Suggestion

- Building Interpersonal Influence. Human Technology: HRD Press

- 50 Activities for Interpersonal Skills Training. Sue Bishop and David Taylor: HRD Press

- The Competent Leader. Peter Stark and Jane Flaherty: HRD Press

- SkillBuilder™ Booklets: Presentation Skills/ Effective Communication/ Meeting management. Jon Warner, Ph.D.:
HRD Press

- Secrets of Power Presentations. William Hendricks, Ph.D.: Career Press

- Effective Presentation Skills: A Practical Guide to Better Speaking. Steve Mandel: Crisp Publications

- Effective Business Writing. Marjorie Piotrowski: Harper Perennial
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Development Plan

Use the space below to write out your personal development plan for the next 12 months based on your
results. Draw upon the general improvement actions in relevant areas of the report, and ideas that are
suggested in the attached coaching tips.

Fully understands how his own and others' performance will be assessed. Score: 1.50
Action to Take:

Ensures that performance appraisal is honestly and fairly carried out within the team. Score: 1.75
Action to Take:

Calculates how much time and effort will be necessary to achieve particular goals. Score: 2.00
Action to Take:

Uses multiple channels to get messages across to people. Score: 2.00
Action to Take:

Finds the "right" words for the circumstances. Score: 2.00
Action to Take:
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Appraising People and Performance

Be sure you understand how performance will be assessed.

It's frustrating to sit down for a test and realize that there are items on the test that you hadn’t
prepared for, and perhaps even more upsetting to train for and enter a 5K road race and find out
that the judges have changed it to a marathon at the last minute. Being forewarned about
situations like these isn’t too much to ask for and it isn’t too much to expect to know, within reason,
the nature of and criteria used in performance evaluations. Effective team members need to make
it their business to fully understand how their own performance and others’ performance will be
assessed. Here’s how:

1. It's vital that you understand what criteria you will be evaluated against, and objectives and

goals are those criteria. Understanding comes from being a part of the process, so try to

participate fully in the setting of those goals and objectives. The more you participate, the more
realistic they will be, and—not incidentally—the more motivated you will be to achieve them. If yo
have helped set those goals and objectives (rather than simply resigning yourself to the idea that
others will or have set them for you), you will find them less onerous and more motivating.

2. Clarify just what the criteria mean. Do you understand all the terminology? Is any of it jargon,
rather than all in plain English? Who created these criteria? Who are the judges in this process of
judgment, and on what basis do they make their judgments? Seek clarification from those who
wrote the criteria, whether it be team members or staff specialists. Are timelines and the nature of
deliverables clearly understood? Is the whole process as transparent as it should be? Ask, inquire,
probe. There’s a proverb that goes like this: He who cannot ask, cannot live. Perhaps we should
add, “... and cannot survive all that well, either.” Use questions for self-enlightenment and
self-defense. Accept only real answers, not fake ones.

3. Determine the consequences of the process, not just for yourself, but for the team as a whole.
How does it all fit together? How does my output fit in with the output of others? Might | suffer (or
benefit) because of the actions (or inactions) of others? Might others suffer (or benefit) because of
my actions or inactions? Does everyone on the team actually understand that we are all in this
together? If not, what fall-back position do I have to protect my individual interests?
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Appraising People and Performance

Be sure that all performance appraisals are honest and fair.

“Transparency” is a piece of current jargon that is almost in danger of becoming a cliché. The term
is often used in the wider world to refer to processes such as voting, decision-making at upper
levels of government, and business—in areas where there is a suspicion that vested interests
might compromise honesty and fairness. The opposite of the word “transparent” is the word
“opaque,” and synonyms of that second word are “obscure,” “impenetrable,” “elusive,” “dark,”
“puzzling,” and “unclear.” Perhaps it is only because the world is growing increasingly more
opaque that so many people feel the need to cry out for more transparency.

Every performance appraisal process must be as transparent as possible; it should not only be
ethical, but should also preserve the best interests of all people concerned: the individuals, the
teams, and the organization. Truly effective team members make sure that performance appraisal
is honestly and fairly carried out in the team. Here’s how to do that:

1. Challenge the perception or the reality of any type of favoritism or victimization, and call
attention to any anomalies. If the perception of reality turns out to be a distortion of reality, then
that's fine: a misunderstanding can be cleared up (let's hope there is no misunderstanding in the
first place). Let justice be done and let people see that it is done.

2. Always be forthright in speaking out against favoritism or victimization—even when it is focused
on others. If you don’t point it out now, with a minimum of fuss, you can be sure that someone else
will point it out later, with a maximum of fuss! Be ethical, but be smart, too.

3. Watch for cliques within the team. Maybe they’re harmless, but then again, maybe
not—especially in the area of performance appraisal. Don't allow anyone to play mind-games or
discriminate. If special deals need to be made such as covering for a team member because s/he
is experiencing personal problems, negotiate those deals tactfully, but with the full knowledge and
approval of other members. Don't let those understandings become open-ended and bottomless;
set some type of review mechanism.

4. Seek complete openness about issues of pay and compensation to the extent that they are
linked to performance appraisal (and they always are, ultimately). What needs to be confidential?
Where does privacy end and where do coyness and deception and special deals begin? Money
can bring out all manner of hypocrisy and double-dealing in the best of us. Be alert to the signs.
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| PSW-5

Planning and Scheduling Work

Calculate how much time and effort it will take to achieve each specific goal.

If an objective is simple, straightforward, and within our power to control or influence, it won't be
hard to estimate the time and effort that is required to achieve it. However, many of our objectives
in an organizational context are relatively complex and can only be completed with the help of
others. In such circumstances, it's a bit more difficult to come up with a good estimate of how long
they will take to achieve, but nonetheless important.

Effective goal-setters take all the time they need to carefully calculate time and effort for each
major objective at the outset. They do this carefully, by reviewing all of the tasks in terms of size or
scale, complexity, number of people needed, the resources that are likely to be needed, and any
other relevant issues. You should do the same. Most importantly, be sure you consider how much
control and influence you have over the goal. If you don’t have total control, develop contingency
plans in case things don’t go as smoothly as expected.

Try the following strategies to improve your overall effectiveness in this area:

1. Review your written list of objectives one by one. Make draft notes on what you think is required
in terms of total hours needed and the resources available (particularly staff) to complete each
objective.

2. Mentally picture what each goal involves. Outline particular steps that have to be completed
and the relative difficulty or complexity of the task.

3. Avoid guessing how long it will take to achieve individual goals. Instead, try to make educated
estimates based on previous experience, other people’s opinions, or valid assumptions.

4. Talk to colleagues and other people about your goals and the team’s goals. Ask for feedback on
the time and effort they think it will involve. Compare their views with your own, and make
adjustments as necessary.

5. Build in contingency time and resources as much as you can if there is uncertainty about any
part of a significant goal or objective. This gives you calculated flexibility.
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Giving Clear Information

Use more than one channel to get information across to people.

We have learned a lot about learning in the past few decades. We now know that students can
learn the same thing in a number of different ways. Only the most ineffective educators stick with
only one way of getting the concept across. We have only begun to scratch the surface of the
world of learning styles. So too with communication: The effective communicator knows that it is
not enough to presume that everyone will get a message sent in one way only; instead, multiple
channels need to convey information. Here’'s how to do that:

1. Some people see the big picture, while others are more impressed by the details. Try to tailor
your delivery to suit the preferences of the person or persons you are talking to. Sometimes you
have to lead people to a broader understanding.

 With “big picture” people, you need to show them how some details will affect the overall view.
(Make sure that they see the trees as well as the forest.)

» With “details” people, you need to show them how the details fit into the big picture. (Make sure
that they see the forest as well as the trees.)

2. Some people see situations as technical puzzles, while others see the same situations as
networks of interpersonal relationships. Tailor your delivery to suit the preferences of the people
you are talking to, but don’t pander to the prejudices or blind spots of others. You have to
sometimes lead people to a broader understanding.

3. People process information about the world in different ways. Some people are visual in
orientation, some people are more receptive to data conveyed as sound, while some people are
more sensitive to touch. Try to cater to all of these different modes by rephrasing concepts as you

go:
« “Let’s change perspective and look at this from a different angle.”

* “ give you my word, you won't hear of a better solution.”

« “l understand how you feel, so let’s stay in touch and talk again on this.”

4. We sometimes don’t get through to people because they are threatened by what we propose.
Reframe issues and situations so you reduce or eliminate differences between your people.
Reframing means:

» Understanding the other person’s point of view and vested interests
* Putting issues and situations in context
* Anticipating the other person’s “Yes, but ...” response
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« Putting positive points before negative or “crunch” points

If a supervisor tries to persuade staff to work overtime, instead of pleading (“It'll help me clear this
backload!”) or ordering (“Do it or I'll make a note of it for your appraisal file!”), the supervisor could
reframe (“If you do it, I'll speed up the paperwork so you get the overtime pay before the end of
the month bills arrive” or “It'll boost your hours so that you get more comp time”). Always ask

yourself: What's in it for them? Proceed on that basis. To make change happen, you have to learn
to change perspective.
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Giving Clear Information

Find the right words for the right circumstances.

French novelists often wrote about finding “le mot juste”—the right word. Some writers and poets
spend an entire day searching for just one word. You don’t have that kind of time, and it probably
would be a waste of time anyway. Some situations call for extreme sensitivity and tact. Effective
communicators always manage to find the right words for the circumstances. Here are a few ideas
on how to do it:

1. Learn to collect words. Know about technically precise words, colloquial words, slang words,
regional words, the latest buzz words, or trendy jargon. Pull them out when they’re appropriate.

2. Learn about the subtleties and shades of meaning in words. A thesaurus gives the following
words as alternative words for “incompetent”: blundering, unfit, careless, inadequate, untrained,
unskilled, unqualified, negligent, sloppy, clumsy, inexpert. Notice the differences in meaning. Use
one word in one setting and it might be refreshingly blunt, cutting to the heart of the problem and
moving the situation into problem-solving mode. Use the same word in another setting and you
might have a lawsuit on your hands. The best decision might have been to use another word
entirely. There is a world of difference between “negligent” or “blundering” and “untrained” or
“unskilled.”

Hit the thesaurus. Better to put in the time beforehand than realize that you chose the wrong word
as you nurse a black eye, wipe the egg off your face, or ponder a lawyer’s letter.

3. Use the first-person pronouns of “I” and “we” instead of “you.” First-person pronouns are
inclusive. They show that you are on the side of the other person (‘Let’s look at this from another
point of view”) or have been down this path before and are a fellow traveler and sufferer (‘When |
had to learn this, | just felt despair”). “You” can sound too much like an accusation. (“You need to
get this under control, pronto.”) Second-person pronouns are not inclusive, but excluding.

4. When things go wrong, by all means, use some sensitivity. If you don'’t, the person who has
made the mistake can become defensive, and you might then get locked into a yes, you did/no, |
didn’t spiral. A useful tool for sensitivity is the passive verb. Instead of saying “You've made a
mistake here,” try “There’s a mistake here.” You can soften the impact of words even further by:

* Using qualifier or modifier words
* Placing the situation in a more general context so that a mistake becomes less prominent

Applying these rules, we get an even softer reprimand: “There appear to be some mistakes here
in the department’s forms.” To get people to change and do better, you have to help them save
face and find their own solutions.
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