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After attending this session, you will be able to:
 Increase your communication skills
 Employ strategies to navigate difficult conversations in a respectful and
engaging manner
 Create a positive and motivating work environment for your staff
What is your current communication challenge? What is your desired outcome?

Think about a recent communication challenge that you experienced. Describe the impact.
What were the costs (hidden and unhidden?)

Basic Principles for using words well – whether writing or speaking:
o Be direct
o Be clear
o Be human
o Be flexible
We communicate our attitudes and feelings by our:
o Voice (engaged and warm vs. apathetic and aloof)
o Eye contact (direct vs. indirect)
o Body Language (Facial expression/gestures)
o Words
Question: Are your words, vocal tone, and body language all communicating the
same message? Think ‘Congruency’.
Voice:
o
o
o
o
o

Tone – Expresses feeling or emotion
Inflection – Emphasizing words and syllables
Pitch – How high or deep voice sounds
Rate – How many words spoken per minute
Volume – How loud or soft voice sounds
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What is your biggest challenge as it relates to communication?
Do you identify with any of these communication challenges as a supervisor? Circle all the
challenges that you are currently experiencing (or write in your own) and then asterisk your most
pressing challenge.

Legislative Assistant and
Intern Coordinator sharing
supervision of same intern

How to communicate to an
intern who is not following
through on assignments or
isn’t doing satisfactory work

How to communicate clearly
and collaboratively with
interns and supervising staff
about shared expectations

Personality conflicts between
interns or between interns and
office staff

How to get substantive
answers to my job questions
so I can be proactive

How to diffuse a situation
with someone in a defensive
posture

Communicating about
performance issues to
underperforming interns/aides

How to encourage staff to ask
questions about work so they
can do it right

Dealing with two interns who
are complaining about each
other

Inappropriate behavior,
speech, dress, or conduct of
an Intern

How to make feedback a
normal part of a work
environment

Working with a wide
spectrum of experience and
generations

Encouraging people to inform
you proactively of problems

Getting people to cooperate
with you

How to deal with resistant
and/or irrational people

Setting and keeping
boundaries
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Communication: 5-Step Model
One of your daily tools as an LA is your ability to communicate effectively. Anytime you are
initiating a conversation, sharing an idea or opinion, providing coaching, mentoring, giving
feedback, clarifying expectations, and supporting others, you are communicating.
Here are 5 steps to remember when communicating:
1. Look inward. (Self-assessment/*Story vs. Fact). Is this the best time for this
communication? Remember HALT (Never get too Hungry, Angry, Lonely, or Tired) in
order to allow ample time for looking inward. Consider how much of what you think of
a situation is based on true fact or the story you have created. This self-reflection can
help you get in a more objective frame of mind and provide you with a better ability to
listen to the other person.
*=Read short excerpt from “Crucial Conversations” and the “Reality-Based Rules of the Workplace”
on page 9 in this document.

2. Share the purpose of your message. What is the 1 sentence description of your
message? If you were to bottom-line the main topic of your message – what would it be?
“Joe – I would like to talk with you about our team project.”
3. Send your message. Pay attention to body language, voice, facial expressions and
words. Anytime there is a difference between our words and our body language and
tone, our listener is going to believe the message of what is seen and observed more
than the actual words. Make sure that as you are sending the message, there is
“congruency” – that is, your body language, facial expression, vocal tone and words are
“all saying the same thing.” As you can identify the particular style of your listener,
tailor your communication to the person and audience.
4. Make sure your message was heard. Often times we send a message and think
that just because we communicated, the message was heard. When we paraphrase, ask
clarifying questions, or ask the person to repeat back what we heard, we have a better
chance of making sure that the message received is the message we sent. Remember
that the listener is filtering what he/she hears through their own perceptions, biases,
personality, and experience.
5. Follow up. As appropriate, negotiate a day and time to follow up to track progress.
This is especially important for those more difficult conversations that relate to
performance issues. For performance issues, any agreements and commitments need
to be written down so as to make sure you and your direct report have the same
understanding of the message. Consider following up your communication with a short
summary email. Consider scheduling a follow-up meeting to keep you both on track.
These steps can be especially helpful to remember when you are preparing yourself for
a difficult conversation.
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SCENARIO EXAMPLE
Over the last few weeks, you have noticed that one of your interns, Sabastian, has
frequently turned in assignments late and with a number of mistakes. These
assignments cover critical research and important correspondence with constituents
and state agencies. He doesn’t seem to care about the quality of his work or put his best
effort into these projects. Due to time constraints, you have habitually corrected the
mistakes yourself before turning them in.
This morning, as you just came back from an especially stressful meeting with a
member, you pass Sabastian’s cubicle. He is not there, but his latest report due this
morning is on his desk with your name and a note on it. The report is due in 15
minutes. As you read the report, it appears to be incomplete and you see numerous
grammatical errors. You are frustrated that you once again have to deal with this
situation and don’t have much time to make all the changes to your satisfaction. As you
sit down, Sebastian shows up. You decide that you need to talk with him.
1. Look inward. Take a few moments and step back. Is this really the best time for
this difficult communication? This report is due in a few moments. This becomes
the priority. In addition, what kind of mood are you in? You just came back from a
stressful meeting that may have impacted your energy for this conversation. How
much of this situation is based upon facts or your interpretation of the facts? Are his
errors due to his lack of care for the quality of the work? Is he not putting his best
effort? Or could there be other reasons for these errors? Are you sure that this
report is his final report copy? What other assumptions have you made in this
situation? Could there be a reason why Sebastian stepped away from his office?
Perhaps he was looking for you? As you look inward, you realize that the emotions
you feel may not be based on the reality of the situation. You decide to have this
conversation later this afternoon and, for now, work with Sebastian to get a
corrected report turned in.
2. Share the purpose of your message. Here is an example of your 1-sentence
purpose statement:
Sebastian, I would like to talk with you about the timeliness and accuracy of
your projects… How does 1 pm this afternoon work for you to talk?
3.

Send your message. As you reflect on what you would like to say to Sebastian,
here are some of the main points of your message: You want to make sure he knows
the critical nature of this report, the pattern of errors that you have been seeing, as
well as the consequences that are occurring when these errors need to be corrected.
This report is critically important to be correct since members are basing their
decisions on the data.
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As you consider your message, you also need to ask yourself – what kind of issues
may be hindering Sebastian from meeting this assignment? Did he get enough
training? Have you been providing the support and guidance he needs? Does
Sebastian know what a finalized, corrected report even looks like? Is he clear on the
performance standards? And how much have you been helping him when you are
correcting the mistakes yourself? Another consideration is to ask yourself, what
kind of tone do you want to convey to Sebastian? A tone of frustration or anger
would not be the best tone for him to hear what you are saying. In addition, what
kind of communication style does Sebastian have? You’ll want to adapt your style to
his style to increase the chances of his gaining an understanding.
Here’s an example of what you could say to Sebastian:
I am concerned about the amount of errors I am seeing in your reports. It is
vitally important for the success of our team that these reports be accurate –
with the correct information as well as clear, concise communication that
explains your research and that is grammatically correct. As you know, every
project has a critical deadline. For the last 3 weeks, I have seen at least 3-4
errors per report and, in order to make deadline, I changed them myself. Can
you share with me your perspective and what is the reason why you cannot get
your reports done in time with no errors?

4. Make sure your message was heard.
Sebastian, I am so glad we talked about this project. This is such a critical
responsibility for your job role that I want to make sure that you heard what
we discussed and also agreed to. Would you be willing to share with me your
understanding of our conversation and the agreements we have both made?
5. Follow up.
I will be following up this conversation later on today with a short email just to
make sure we have a mutual understanding. In addition, how does Friday look
for us to get together and see how your progress is going?
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Written Assignment
Reflect upon a recent communication interaction you have had with one of your direct
reports that did not go well. Review each one of the 5 steps and think about how each
element could have been a factor in the success of the outcome. Then do a “reboot” and see
how going through these steps could have make a more effective result. Using the example
as a guide, go through each of these steps.
Step 1: Look inward.

Step 2: Purpose of the
message.

Step 3: Send the
message.

Step 4: Make sure the
message was heard.

Step 5: Follow-up.
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Telling Ourselves a Story
See/hear -> TELL A STORY -> Feel -> Act
Emotions just don’t happen. You create your emotions.
There is an intermediate step between what others do and how we feel. When faced with
the same circumstance, people may have a whole array of emotional responses. Just after
we observe what others do and just before we feel some emotion about it, we tell ourselves
a story. Telling ourselves a story means that we add our own interpretation, judgment or
meaning to the action we observed.
Stories are our interpretation of the facts. They help explain what we see and hear. Our
stories help explain the why and the how and the what.
Storytelling happens very fast – especially when we have not built a relationship with the
person. Or when we don’t have trust, don’t feel safe or feel that we are at risk. We tell
ourselves a story so quickly that we don’t even know we are doing it. Since we’re the ones
telling ourselves a story – we can take control back of our own emotions by telling
ourselves a different story.
One of the ways we can take control of our story – and our emotions – is to separate fact
from story by focusing on behavior. Get back to the genuine source of your feelings. Test
your ideas against this question, “Can you see or hear this thing you’re calling a fact? Was it
an actual behavior?” The statement “he doesn’t trust me” – is a conclusion, not a fact. But
“he came into the room and answered one question from the team and then left.” is a fact –
multiple people watching this would make the same observation. Watch out for “hot”
words such as “sarcastic” – these express judgments and attributions – not facts.
Any time you begin to experience stressful thoughts and feelings about an event or another
person, PAUSE. Ask yourself:
1. What story am I telling myself right now?
2. What do I know for sure? (only the facts).
3. How do I act when I believe my story?
4. Without my story, what would I be doing to help?
5. What is the very next thing I can do to add value right now?
(Adapted from Crucial Conversations: Tools for Talking when the Stakes are High by Kerry Patterson, Joseph Grenny, Ron McMillan, Al
Switzler and The Reality-Based Rules of the Workplace by Cy Wakeman)
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Effective and Ineffective Communication
Another aspect of communication relates to assertiveness. As a supervisor or manager your
goal is to be respectful in communication. The most effective way to demonstrate mutual
respect is to communicate assertively. Below is a definition of assertive communication, as
well as two ineffective approaches: passive communication and aggressive communication.
As you read the definitions, see if you can identify situations where you have been
assertive, aggressive, or passive. Identify examples of each.

Effective Communication
Assertive - Behavior in which you stand up for yourself in a way that does not disrespect
someone else. It is “give and take” and is based on mutual respect. You give your opinion,
and you also take in or listen to the opinions of other people. It is a direct, honest, and
appropriate expression of one’s feelings, opinions, and beliefs.
The goal is to achieve win-win in communication.
Examples of Assertive communication:

Ineffective Communication
Passive – You avoid expressing your opinions or feelings. When you are passive, you
choose to disrespect yourself.
The goal is to avoid conflict at all costs.
Examples of Passive communication:

Aggressive – You stand up for yourself in a manner that disrespects others. Your
expression of your needs or desires does not take into account the welfare of others. The
goal is to win at all costs.
Examples of Aggressive communication:
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Effective/Ineffective Communication Case Scenarios
Review the definitions on the previous page and with your table team, read the following
scenarios and discuss the following:
1. Describe what you would do if you were aggressive and passive.
2. Now describe an assertive response to each scenario.
Scenario 1
You have a great idea for a new way to create a process within your department. You’re
pretty excited about this idea and enthusiastically share it with your boss. As you lay out
your idea, you notice that your boss isn’t responding positively or negatively. You haven’t
worked very long with this person and would really like to get their thoughts—after all,
your boss has had years of experience within the state with what works and doesn’t work.

Scenario 2
Your intern reports both to you and to someone else. Your intern generally completes the
tasks you assign, but with two managers handing down assignments that compete for his
time, your work sometimes gets dropped. The problem is that you don’t know about it until
after the deadline has been missed. Indeed, this has happened three times in the past 3
weeks. You’ve decided to say something.

Scenario 3
You are a manager who has been working with one of your aides for the last couple of
months on a number of projects. Recently, you have noticed her becoming “snippy” during
her interactions with members or other staff members. You have provided feedback and
she has done better – but after a few weeks, she falls back into the same behaviors. You
would like to discuss this with her and fix this problem once and for all.
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Communication Styles
General Instructions:
1. Identify your communication and leadership style with this quick method. On the next
page is a list of words. Circle the words that you seem to resonate with the most as you
think about how you normally operate in the workplace. Most people will find that
there will be a column that has the majority of words circled. Some may find 2 columns
that have a similar high number of words circled. Note: The key is located at the
bottom of the page.

2. Answer the following questions:
a. What are the strengths of your style as you think about your leadership?

b. What could be the possible blind spots of your style in your leadership?

c. What styles do you find represented in your team?

d. How might an understanding of styles help you in your leadership and also in
your team communication?
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1

2

3

4

Generous

Courteous

Stable

Adventuresome

Sociable

Analytical

Good listener

Daring

Gregarious

Accurate

Sincere

Risk Taker

Persuasive

High
Standards

Loyal

Forceful

Enthusiastic

Fact-Finder

Relaxed

Decisive

Influential

Diplomatic

Team player

Self-Assured

Confident

Systematic

Amiable

Competitive

Trusting

Thorough

Patient

Direct

Optimistic

Logical

Calm

Problem-solver

Key:
1 Column = i or Influence Style
2 Column = C or Conscientiousness Style
3 Column = S or Steadiness Style
4 Column = D or Dominance Style
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DiSC® Styles in the Workplace

Look at this Everything DiSC Map and the eight words around the map. These are called
priorities, or the primary areas where people focus their energy. Everyone has three
priorities and sometimes people have four or five.
What priorities around the map do you most identify with?

D

Dominance

C

Conscientiousness

i

Influence

S

Steadiness

The Everything DiSC workplace assessment, a purchased product, does a more
thorough analysis than the quick method we did on page 13. The Everything DiSC
workplace assessment provides a 20-page report, with in-depth information, including
tips, strategies, and action plans to help learners become more effective. All Everything
DiSC profiles include access to unlimited free Comparison reports.
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Four Communication Styles
Active
Fast Paced
Assertive
Dynamic
Bold

D
Dominance

i

Influence

Questioning
Logic Focused
Objective
Skeptical
Challenging

Accepting
People Focused
Empathizing
Receptive
Agreeable

C
Conscientiousness

Thoughtful
Moderate Paced
Calm
Methodical
Careful

S
Steadiness

Strengths and Stress Responses
Style/ Strength

Stress Response

D – Dominance
Directing and deciding

May become autocratic

I – Influence
Promoting and persuading

May oversell and manipulate

S – Steadiness
Steady and agreeable

May give in despite their needs

C – Conscientiousness
Analyzing and checking

May become perfectionistic and indecisive
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D — DOMINANCE

Emphasize:

shaping the environment by overcoming
opposition and challenge

Tendencies:

getting immediate results, taking action,
accepting challenges

Motivated by: challenge, power and authority,
direct answers
Fears:

loss of control in their environment; being
taken advantage of

You will
notice:

self-confidence, decisiveness, and risk-taking

Limitations:

lack of concern for others, impatience

NOTES:
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i — INFLUENCE

Emphasize:

shaping the environment by persuading and
influencing others

Tendencies:

involvement with people, making a favorable
impression

Motivated by: social recognition, group activities,
relationships
Fears:

social rejection, disapproval, loss
of influence

You will
notice:

enthusiasm, charm, sociability

Limitations:

impulsiveness, disorganization, and lack of
follow through

NOTES:
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S — STEADINESS

Emphasize:

achieving stability, accomplishing tasks by
cooperating with others

Tendencies:

calm, patient, loyal, good listener

Motivated by: infrequent change, stability, sincere
appreciation, cooperation
Fears:

loss of stability, the unknown, change,
unpredictability

You will
notice:

patience, a team player, stability, methodical
approach, calm

Limitations:

overly willing to give, putting
their needs last

NOTES:
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C — CONSCIENTIOUSNESS

Emphasize:

working within circumstances to ensure
quality and accuracy

Tendencies:

attention to standards and details, analytical
thinking

Motivated by: clearly defined performance expectations,
quality and accuracy being valued
Fears:

criticism of their work, slipshod methods

You will
notice:

behavior that is cautious, precise, diplomatic,
restrained

Limitations:

overly critical of self and others, indecision
because of desire to collect and analyze data

NOTES:
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Communication Styles and Team Communication
Styles of Communication
D= Dominance

i = Influence

S = Steadiness

C = Conscientiousness

Goals:
results/control

Goals: people
involvement/recognition

Goals:
Security/stability

Goals: Accuracy/Order

Decision Style:
Quick

Decision Style:
Emotional/Gut feel

Decision Style:
Deliberate

Decision Style: Analytical

Dislikes: being
controlled by others;
lack of results

Dislikes: Handling
complex details; working
alone

Dislikes: Hostility;
conflict,
unpredictability

Dislikes: Disorganization;
unclear expectations

Ways to better adapt your style to the style of others:
Dominance

Influence

Steadiness

Conscientiousness

Talk in terms of
results

Engage the person

Cooperate with the
person

Be prepared

Be concise and
direct

Give recognition

Provide stability
(especially in change)

Be quality-minded

Focus on “what”

Focus on the “who”

Focus on the “how”

Be results-oriented

Involve the person in
the discussion

Limit social chitchat, details, and
feelings

Place a priority on
people and giving
approval

Place a priority on
cooperation and
stability

(Be formal)

(Be casual)

Jan Dwyer Bang, Jan@JanDwyerBang.com.
All rights reserved
9/28/2016

Focus on the “why”

Place a priority on quality
and analysis

Emphasize loyalty

Emphasize accuracy

(Be casual)

(Be formal)
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Styles Discussions
Questions

Responses

1. What are the strengths of your style?

2. What are the weaknesses of your style?

3. What is one thing you can do to
improve upon one of your weaknesses?

4. How do you prefer to be communicated
with?

5. How do you like to be managed?

6. What do you need from the team to be
effective?

7. What is one thing that others don't
know about your style?
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PREFERRED WORK ENVIRONMENTS

STYLE

D

i

S

C
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GOALS






Wants to get results
Likes “do it and do it now” approaches
Wants to be in charge
Likes new opportunities and challenges
Wants a wide scope of operations






Wants to be involved with people
Wants to have fun while getting things done
Likes to help people talk things out
Wants freedom from responsibility of following
through on detail







Likes to be involved with people
Wants everyone to do his or her share
Likes things to run smoothly
Wants stability and security
Wants a conflict-free environment







Wants specific criteria for performance
Likes accuracy
Likes setting and meeting high standards
Wants opportunities to analyze and assess
Likes logical, systematic approaches to work
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FOUR RESPONSES TO CONFLICT

Tends to:

DEMAND

ASSERT

Goal: Victory

Goal: Acknowledgement

 Becomes aggressive





 Wants to be heard
 Glosses over tension

and autocratic
Creates win/lose
outcomes
Refuses to bend
Overpowers with force

Focus on:

EXPRESS




D i

initially
Verbalizes feelings
impulsively
Personally attacks

Focus on:

LOGIC

FEELINGS

C S
 Becomes defensive
 Strategizes in



 Avoids aggression
 Tries to save

controlled fashion
Resists passiveaggressively
Overpowers with logic
and facts




WITHDRAW

relationships
Accommodates or
gives in
Simmers beneath the
surface

COMPLY

Goal: Justice

Goal: Harmony
Tends to:

SUPPRESS
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Conflict Management Guidelines


Before approaching another person, assess yourself first.



Ask yourself these questions: What do I want? What do I want for others? What
do I want for the relationship? And lastly, how would I behave if I really wanted
these results?



Attempt to separate fact from story.



Identify and gain information from your emotions, but don’t become a hostage to
your emotions.



Apologize when appropriate.



When you do share your perspective, share your side with humility.



Seek the truth by using the skills of clarifying and paraphrasing.



Create mutually agreed-upon ground rules.



Think about the situation from the other person’s standpoint.

Adapted from Crucial Conversations: Tools for Talking when the Stakes are High by Kerry
Patterson, Joseph Grenny, Ron McMillan, and Al Switzler
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Communication Guidelines


Spend some time thinking about the situation from the other person’s standpoint.



Stick to the issue.



Use “I” vs. “You” Language.



Avoid labels and judgmental statements.



Keep what’s said in the room, in the room.



Listen first and then share your perspective.



Speak for yourself, not “everyone”.



Build on others’ ideas.

The Speaker-Listener Technique
Rules for Both of you:
 The Speaker has the floor.
 Share the floor
 No problem solving
Rules for the Speaker
 Speak for yourself.
 Talk in small chunks.
 Stop and let the listener paraphrase.
Rules for the Listener
 Paraphrase what you hear.
 Don’t rebut. Focus on the speaker’s message
Adapted from A Lasting Promise, Scott Stanley, Daniel Trathen, Savanna McCain, and Milt Bryan
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Listening:
o Acknowledge and validate emotion (Empathetic Listening)
o Acknowledge and validate content by:
 Paraphrasing
 Restating
 Mirroring/Parroting

How do we show we are listening?




Empathetic listening – Listening for the emotions of the message






Restatement – Summarize what you think the person is saying.





Eye contact – direct but not intimidating

Paraphrasing – Giving the other person periodically the “gist” of what he or she is
saying
Mirroring/Parroting – Repeating exactly what the other person is saying
Body Language – open, leaning forward slightly, remaining calm, not fidgeting
Vocal and words – let them know you understand with verbal cues. (I see…
Yes… Let me be sure I have everything)
Facial expressions – appropriate
Silence –Let the other person finish and don’t interrupt

Tips to Improve Listening:
o
o
o
o
o

Focus attention on speaker
Keep an open mind
Identify key points
Use listening skills (Clarifying and paraphrasing)
Ask questions

With the gift of listening comes the gift of healing.
—Catherine de Hueck
Most of the successful people I've known are the ones who do more listening than
talking.
- Bernard M. Baruch
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The Skill of Asking Questions
o Open-Ended Questioning for getting details or explanations.
 What happened?
 How did … ?
o Closed-Ended Questioning for getting specific information and to help you go
through a lot of data. Also helpful when you need a quick confirmation and “closing
down” the conversation.
 Did you get the report?
 Is that right?
 Is there anything else I can help you with?
 Do you have any additional questions?

o Use questions to test assumptions (When you say that you need the report
immediately, do you mean by the end of the day? Do you mean for me to drop
everything I am doing now and give you the report?)
o Use questions or paraphrasing to help facilitate or manage the conversation. (So the
problem is with the schedule…. Tell me what you heard me say concerning your role
in the project.)
o Use clarifying questions to help make sure you understood the message. (So you
are upset that the team didn’t follow through on its decision. Did I understand you
correctly?)
o Use probing questions to go deeper with the meaning. (So you are upset that the
team didn’t follow through on its decision. What else are you frustrated about?)
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Team Charter Worksheet
Vision: Desired Future State:

Purpose: Why the team exists:

Key Objectives:

Boundaries:

Team Goals:

Team Communication Guidelines:

Team Norms:

Shared Team Member Responsibilities

Processes:

Conflict Resolution and Decision Making Processes:
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TEAM ASSESSMENT
Assess your work group (team, project team), based on your level of agreement with the statement and then
on the importance of each item to your team
Rate your AGREEMENT
with each statement

Rate the IMPORTANCE
of each statement

Strongly
Disagree

Strongly
Agree

Not
Important

Very
Important

Clear Team Purpose
1. The purpose of the team is clear to all team members.

1

2

3

4

5

1

2

3

4

5

2. The team purpose offers clarity when making decisions.

1

2

3

4

5

1

2

3

4

5

3. Team members know how the team is performing against these team
goals.

1

2

3

4

5

1

2

3

4

5

4. Recognition is based upon meeting individual, team, and district goals.

1

2

3

4

5

1

2

3

4

5

5. Team members are committed to the success of the team.

1

2

3

4

5

1

2

3

4

5

6. Team members have documented team operating guidelines.

1

2

3

4

5

1

2

3

4

5

7. Team behaviors are consistent with these team norms.

1

2

3

4

5

1

2

3

4

5

8. Team members are accountable for behavior that aligns with these norms.

1

2

3

4

5

1

2

3

4

5

9. Team member roles are clear to everyone on the team.

1

2

3

4

5

1

2

3

4

5

10. Team members hold themselves and others accountable for results.

1

2

3

4

5

1

2

3

4

5

11. There are clearly defined roles for individual and shared roles.

1

2

3

4

5

1

2

3

4

5

12. The team has created and follows SOP’s and processes.

1

2

3

4

5

1

2

3

4

5

13. Problem solving and decision making processes are in place

1

2

3

4

5

1

2

3

4

5

14. Team members know how to handle conflict constructively.

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

Clear Team Goals, Measurements

Team Norms/Operating Guidelines

Individual & Shared Team Members Roles/Responsibilities

Defined and documented operating processes

Communication
15. The team engages in open and honest communication.
16. The team members know each other’s individual communication styles
and can adapt accordingly.
17. The team has an effective process to acclimate new team members to the
team.
18. Team members give each other ongoing feedback and positive
reinforcement.
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TRUST ONE ANOTHER
When team members are genuinely transparent and honest with one another,
they are able to build vulnerability-based trust.
ENGAGE IN CONFLICT AROUND IDEAS
When there is trust, team members are able to engage in unfiltered, constructive
debate of ideas.
COMMIT TO DECISIONS
When team members are able to offer opinions and debate ideas, they will be
more likely to commit to decisions.
HOLD ONE ANOTHER ACCOUNTABLE
When everyone is committed to a clear plan of action, they will be more willing
to hold one another accountable.
FOCUS ON ACHIEVING COLLECTIVE RESULTS
The ultimate goal of building greater trust, healthy conflict, commitment,
and accountability is one thing: the achievement of results.

Adapted from Five Behaviors of a Cohesive Team, based on the book by Patrick Lencioni, The
Five Dysfunctions of a Team
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ACTION PLAN

1. How will you apply some of the tips to communicate to build mutual respect in
your job, interactions with your staff, relationships with your team members, &
communications with your manager?

2. What is one thing you will do differently as a result of this session?

Resources
Covey, Stephen R., The 7 Habits of Highly Effective People, Simon & Schuster, 2004.
Dwyer Bang, Jan, Real World Career Development Strategies that Work, (Chapter on
Finding your Passion), Insight Publishing, 2004.
Fisher, Roger and William Ury, Getting to Yes: Negotiating Agreement without Giving In,
Penguin Books, 1991.
Katzenbach, Jon R. and Douglas K. Smith, The Wisdom of Teams, HarperBusiness, 1993.
Lencioni, Patrick, The Five Dysfunctions of a Team Jossey-Bass, 2002.

Patterson, Kerry, Joseph Grenny, Ron McMillan and Al Switzler, Crucial Accountability,
McGraw-Hill, 2013.
Patterson, Kerry, Joseph Grenny, Ron McMillan and Al Switzler, Crucial Conversations,
McGraw-Hill, 2012.
Stone, Douglas, Bruce Patton, and Sheila Heen, Difficult Conversations: How to Discuss
what Matters Most, Penguin Books, 1999.
Other:
Email surveys and interviews with many employees with the Washington State Legislature
A Student Guide to the Legislature, Washington State, www.leg.wa.gov, 7/2014
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APPENDIX
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Behaviors Team Members Agree to Practice
PERSONALLY

I will ask questions and listen

I will have clear-eyed realism

I will practice personal integrity and transparency. My mission in the Board Room is the
same as in private conversations

I will maintain open communication—passion vs. attachment. Listen to others’
perspective

I will think strategically, but not lose sight of tactical implications

I will not belabor points

When I bring a problem to the table, I commit to engage with my colleagues in finding a
solution(s) to the problem

I will be open to new ideas, approaches and a sense of urgency to get there

I will lead and/or manage as the situation dictates

I will be prepared for all board meetings

I will demonstrate a positive attitude

I will follow through on what I say I am going to do

AS A GROUP

We will work well as a group—understand and execute

We will practice team work—work out difficult issues

When we disagree, we treat each other with professionalism and respect

We will stay focused on important issues

We will get over defining ourselves and get on with accomplishing our goals—Get on
with it

We will practice more collaboration—More cooperation—More frank and open
communication

We will be at peace with our strategic role and not emphasize involvement in execution

We will demonstrate model behaviors for our profession

We will expect positive outcomes for all Board initiatives

We will not burn out the faithful
Adapted from the National Speakers Association Board
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Sample Team Norms or Guidelines
(From http://humanresources.about.com/od/teambuilding/qt/norms_sample.htm)


























Treat each other with dignity and respect.
Transparency: avoid hidden agendas.
Be genuine with each other about ideas, challenges, and feelings.
Trust each other. Have confidence that issues discussed will be kept in
confidence.
Managers will open up a space in which people have information and are
comfortable asking for what they need.
Team members will practice a consistent commitment to sharing all the
information they have. Share complete information you have up front.
Listen first to understand, and don’t be dismissive of the input received when we
listen.
Practice being open-minded.
Don’t be defensive with your colleagues.
Rather than searching for the guilty, give your colleagues the benefit of the
doubt; have a clean slate process.
Support each other - don't throw each other under the bus.
Avoid territoriality; think instead of the overall good for the company, our
employees, and our customers.
The discussion of issues, ideas, and direction will not become a personal attack
or return to haunt you in the future.
Managers are open, communicative, and authentic with each other and their
teams.
It's okay to not know the right answer, and to admit it. The team can find the
answer.
Problems are presented in a way that promotes discussion and resolution.
It is safe to be wrong as a manager.
Own the whole implementation of the product, not just your little piece;
recognize that you are part of something larger than yourself. Be responsible to
own the whole picture.
Practice and experience humility – no one has all the answers.
If you commit to doing something – do it. Be accountable and responsible to the
team.
It is okay to be the messenger with bad news. You can expect a problem solving
approach, not recrimination.
Promise to come prepared to your meetings and projects so that you
demonstrate value and respect for the time and convenience of others.
Strive to continuously improve and achieve the team's strategic goals. Don't let
ineffective relationships/interactions sabotage the team's work.
Expend the effort to practice all of these norms and to care enough about the
team and its work to confront each other, with care, compassion, and purpose,
when a team member fails to practice these norms.

Jan Dwyer Bang, Jan@JanDwyerBang.com.
All rights reserved
9/28/2016

34

RULES OF ENGAGEMENT
Rules of Engagement
1. Maintain a respectful body language, tone and
volume when sharing my opinion
2. Value the many different sources of knowledge;
listening to the entire message without
editorializing or interruption
3. Act in ways that edify the group’s self-esteem
4. Seek first to understand before being understood

Accountability:
How we call it out
 Ensure all know the rules
 Explain “rules of engagement” and
explain they are to be held
accountable
 Accept that you will be called outcalling out the violation of a rule is a
good thing
 Have individual courage &
accountability; be willing to be
called out

5. Be honest and explain why
6. Always assume good intentions; give people the
benefit of the doubt
7. Look for places to agree, connect and support –
it helps us to get better solutions
8. Make it a safe environment to share - no
personal attacks
9. Be willing to listen and acknowledge there are
other points of view
10. Use the “time out” gesture to call a “Time Out”

 Call out the rule, not the person
 Organize thoughts tone/words
and deliver with appropriate
emotion
 “Identify” in a way that they
can correct themselves
 Be careful about calling “tickytacky” fouls
 Talk to them in a persona,
professional, positive way
 Forward progress is the goal. Once we
call the violation, acknowledge and
move on

11. Listen to the entire message, literally & mentally
(Don’t interrupt – we are modeling respectful
behavior; our listening implies that we care, even
if we don’t agree)

 Call “time out” & table it
 Use Code gesture – Use “time
out” hand sign
 “I think we’re violating rule #..”

12. Pause/think before you speak or respond

 Ask why, don’t assume

13. Check-in before closing the conversation
A Washington State Agency’s Rules of Engagement
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