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After attending this session, you will be able to:
o Apply practical onboarding activities to help your aides and interns feel welcome,
establish their responsibilities, and successfully acclimate them to your legislative offices
o Utilize tools to create a performance-based culture, including delegation tips, and
managing across generations
o Build respect without micro managing
o Create a positive and motivating work environment for your staff through building
relationships, effective communication, coaching, and building an effective team
o Take action steps that will help you model service excellence as a leader to your session
and permanent staff
What is your biggest challenge in your supervisory role or as you consider stepping into your
supervisory role?

Table Discussion:
Describe the qualities of your favorite supervisor(s). Compile a list of the top twelve qualities.

What top 3 actions from the Supervisor Checklist on page 5 did you circle that would make the
biggest impact?
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Do you identify with any of these 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 get substantive
answers to my job
questions so I can be a
proactive employee

Encouraging people to
inform you proactively
of problems

How to deal with two
people who don’t like
each other and it
impacts the work

Balancing supervising
with my own job
responsibilities

Manage staff who think
they are performing
better than they are

How to make feedback
a normal part of a work
environment

Supervising people
whose jobs I don’t
know very well

Making sure
expectations are clear
across the board

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

Effective discipline
steps

Supervising those who
resist new ideas

Inappropriate behavior,
speech, conduct or
dress of Intern/Staff

How do I prioritize my
staff when we all are
busy serving members?

Working with a wide
spectrum of experience
and generations

Working as a team
rather than individually

New to supervision
and/or to the Senate

How to properly
delegate

How to make sure I’m
not a micro manager

Leading effectively
with a new boss

Separating personal life
issues from workrelated issues

How to deal with
resistant and/or
irrational people

How to diffuse a
situation with someone
in a defensive posture

Effective team building
when staff are located
across the state

Getting people to
cooperate with you

Engaging unmotivated
employees

Setting and keeping
boundaries

Treating all equally and
fairly

Working with difficult
people

Building a cohesive
team

Changing from peer to
manager

Managing up

I don’t have a lot of
supervisory experience

Implementing new
ways of managing

Dealing with employee
conflict

How do I manage
people I don’t like?

How do I monitor
completion of assigned
work?

Office not assigning
intern substantive work

Office assigning
inappropriate work to
intern

Office making intern
feel unwelcome

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

4

Supervisor Checklist
Read the checklist below and checkmark those items that you have already done as a
supervisor. Put a circle around those areas where you have not completed. Put a “?” next to
those areas you have a question.
1.

Facilitate a team discussion around team charter, goals, processes, and norms.

2.

Orient each new staff member to your team. (Job duties, team mission, processes, norms).

3.

Serve as an example of servant-leadership by asking, “How can I serve you better?”

4.

Ensure staff members know what is expected of them with clear performance standards.

5.

Meet with each staff member on a regular, consistent basis.

6.

Provide on-the-spot and on-going coaching and feedback for staff members.

7.

Ensure every staff member knows the goals and how they fit into the wider mission.

8.

Identify team processes and standard ways of doing things (and ask your staff what could
make things better).

9.

Establish what is acceptable and unacceptable ways of relating to others. (team norms).

10. Rotate leadership by allowing staff members to facilitate staff meetings.
11. Create a positive work environment with frequent recognition and positive feedback.
12. Tailor recognition methods to each individual team member.
13. Set up frequent “huddle” or team meetings to communicate important team information.
14. Identify HR Do’s and Don’ts & maintain a good relationship with your HR rep.
15. Incorporate the tool of coaching with your team members by engaging them in solutions.
16. Continually ask for feedback from others on your supervision/leadership.
17. Share with your staff the results of the feedback and strive to close the gaps.
18. Provide professional development opportunities to your staff and ask “How can I help you
implement what you learned?”
19. Practice effective meeting management and encourage input from every staff member.
20. Engage in assertive communication and maintain effective boundaries.
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Definitions
Supervisors get things done through people and in turn help employees succeed at their jobs.
- The Supervisor’s Companion by Jeanne Thomas Hugg
Supervisor:
Person on the first-line management who monitors and regulates employees in their performance
of assigned or delegated tasks. Supervisors are usually authorized to recommend and/or affect
hiring, discipline, promotion, rewards, and other associated activities regarding the employees in
their departments. www.businessdictionary.com
Manager:
An individual who is charge of a certain group or tasks, or a certain subset of a company. A manager
often has a staff of people who report to him or her.
www.businessdictionary.com
Leader:
“Leadership is not about titles, positions or flowcharts. It is about one life influencing another.” John Maxwell
As a supervisor, it is your responsibility to make sure the work of your work unit gets carried out
and that your team performs to the highest level. You also are asked to promote effective
teamwork, increase employee engagement and morale, plan and schedule work, and evaluate
performance.
You are also responsible for creating and building effective relationships with each person in your
unit and for providing each person what they need to be effective.
Here are the seven elements that all employees need to know to be successful:
1. The team mission and how their job fits into the wider organization mission.
2. The duties and tasks to be performed.
3. The accepted methods of accomplishing tasks.
4. The performance standards by which they will be evaluated.
5. How and what can be improved and developed.
6. The laws that govern work (policies and rules)
7. What is considered proper working conduct in the group.
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7 Elements Every Employee Needs to Know to be Successful:
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Employee Life Cycle
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MANAGEMENT ACTIVITIES

CYCLE PHASE
Recruitment

Selection

Onboarding

Performance
Development
Retention
Succession
Separation
































Update job description
Work with HR to determine recruitment strategies
Find candidates who have performed well in core competencies in
previous jobs (have a track record of success)
Clearly outline the job expectations
Create behavioral-based interview questions
Identify diverse panel members
Create interview matrix to effectively evaluate candidates
Consider how you “sell” the job, role, legislature to candidates
Consider your new employee as a long-term investment and plan
an effective onboarding plan (see onboarding best practices)
Tie employee’s job role to your organization’s mission
Help employee add value immediately
Clearly communicate your management style
Introduce your new employee to one-on-one meetings
Clarify performance objectives
Evaluate employee on regular basis
Provide frequent positive feedback
Provide coaching, training, mentoring
Create SMART* goals for development
Provide leadership opportunities
Ask for frequent feedback from your employee
Find out what motivates your employee
Ask for feedback on how to increase employee engagement
Ask your employee about future career goals
Build leadership capacity within each employee
Provide promotional opportunities
Discuss current projects
Schedule a handover meeting
Per exit interview, find out why employee is leaving
Appraise how you enhanced the employee’s skills and performance
while he/she worked for you
End on a positive note, if possible

*SMART Goals = S= Specific/M=Measurable/A=Attainable/R=Realistic/T=Time-Bound

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

9

Onboarding
Onboarding is a process that helps your new employee effectively transition to a new job.
The Society for Human Resources Management (SHRM) reports that turnover can be as
high as 50% in the first eighteen months of employment.
Onboarding…
o Reduces costs associated with learning on the job
o Saves co-workers and supervisors time training the new employee, thereby increasing
productivity
o Increases morale and reduces turnover by showing the employee that he/she is valued
Some of the elements to be shared to an employee during this process include:
Your mission
and values

How their job is tied to the
mission

Job expectations

Performance management

Team norms

Culture

Key policies and
procedures

Laws and regulations

Professional development

Training and
Development

Mentoring

Safety

In short, onboarding includes any tool for the employee to help him/her successfully
assimilate into his or her position and add value as soon as they can.
"Employee onboarding, the orientation or mainstreaming process of a new position, is a
crucial element in both individual and organizational development and establishes a
foundation for future success."
-The First 90 Days, Michael Watkins

What best practices from the Onboarding Best Practices will you be
integrating into your process?
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One-on-One Meetings
As a supervisor, it is your responsibility to make sure the work of your work unit gets carried out and that
your team performs to the highest level. You also are asked to promote effective teamwork, increase
employee engagement and morale, plan and schedule work, and evaluate performance.
You are also responsible for creating and building effective relationships with each person in your unit
and for providing each person what they need to be effective. One of the most effective ways to build
relationships with every one of your employees is through regularly scheduled one-on-one meetings.

“There is no other way to create a relationship with your direct report than to sit down and talk
with them.”
- Michael Auzenne and Mark Horstman, www.manager-tools.

Tips for Effective Meetings with Direct Reports

















Weekly is the preferred schedule.
Educate your team on what one-on-ones are.
Hold your private one-on-one’s in a public setting.
Create a schedule and stick to it.
Make the meeting conversational.
Give your direct report undivided attention.
Take notes so that you can follow-up on discussions.
Listen with the intent to be interested.
Tailor your one-on-one’s to the style and personality of each direct report.
1st 10 minutes: Have a standard question that you can ask your direct report, such as:
o “How’s it going?”
o “What do you want to talk about?”
o “How are you doing?”
nd
2 10 minutes: You talk about what you would like to talk about. Use follow-up notes as a guide.
3rd 10 minutes: (if you have time): This is reserved for future/career planning. Consider such
questions as “where do you see yourself in a year?” Consider integrating a short coaching session for
your direct report during this time.
Some managers follow up their one-on-one meetings with a short summary.
Consider phone, skype, web cam as an alternative to face to face.

Adapted from “The Secret to Effective One-on-One Meetings with Direct Reports by Kristi Hedges, Forbes
11/11/2013 http://www.forbes.com/sites/work-in-progress/2013/11/11/the-secret-to-effective-one-on-one-meetingswith-direct-reports and the podcasts on www.manager-tools. (Parts 1, 2, 3).
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Team Meetings
In addition to the one-on-one meetings, holding frequent and regular team meetings is another
essential ingredient that can increase your effectiveness as a manager.

Tips for Effective Team Meetings



















Similar to the one-on-one meetings, create a schedule and stick to it.
Create an agenda and send it to your team before the meeting so they can prepare and know what to
expect.
Your agenda should have the following items: Topic, time allocation, and person responsible.
Tie meeting discussions to broader strategic goals.
Consider rotating leadership of staff meetings.
Consider incorporating an educational portion to your team meeting.
For effective meeting management, facilitate a discussion of team norms (sample team meeting
norms in Appendix).
Consider this meeting requirement: if data will be presented during the meeting, it needs to be
shared in advance.
Engage everyone in the discussion.
Actively listen so you set the example for everyone.
Manage challenging behaviors.
Incorporate discussion in your team meetings so your meetings are not a monologue.
Add some fun and excitement to your meetings.
End every meeting with the following:
o Summary of what was decided
o Action items, deadlines and people responsible
o Next steps
o Evaluation of the meeting (What went well/what didn’t go well/ideas for future meeting)
Consider the attendee list carefully.
Start on time – don’t wait for latecomers.
Consider holding a stand-up meeting.

Adapted from “5 Tips for Running Productive Team Meeting” by Rhett Power; “5 Tips for Effective Team
Meetings” by David Chait; “5 Simple Steps to More Efficient, Effective Meetings” by Victor Lipman, Forbes
http://onforb.es/YGbCWP ; “Seven Rules for More Effective meetings” by Michael Hyatt
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Delegation
Managers are judged by the results they deliver--and more than anything else, those results
hinge on the ability to delegate and supervise.
-Brian Tracy, Delegation and Supervision

Delegation is not “dumping work on others” nor is it assigning work to an employee. Delegation
is giving a task or responsibility of yours (something you own as a manager) and delegating the
responsibility (duties of the task), authority (power to make decisions, take action, and give
orders) and accountability (having to answer for results) to an employee you supervise.

Steps to Delegation:
1. Select the task or responsibility you wish to delegate.
2. Match employee with task.
3. Communicate clearly the task purpose and desired result.
4. Delegate authority and responsibility.
5. Ask the employee what support they need. Leave them alone.
6. Follow up – as agreed – on assigned delegated task or responsibilities.

Some tips from other managers:
“Weekly check-ins on projects (have helped) … to hold employees accountable for their tasks.”
“One tool that works for me is time. When the proper time is given and directions are also
included then it makes it easier to finish the project/task …”
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A Process to Delegate:
1. State your desire to get help from one of your direct reports. “Robert, I need your help.”
2. Tell the direct why you are specifically asking them. “Robert, you are my best project
manager.”
3. Ask for specific acceptance of the responsibility. “Will you please take over the Johnson
project for this member?”
4. Share what is involved in the responsibility. “Let me explain the details of what is
involved and we can address your concerns, if any.”
5. Discuss deadline, quality standard, and what reporting has to be done.
6. Ask the direct report “What do you need from me?”
From www.manager-tools.com Podcasts on Delegation Parts 1 and 2

Discussion questions
What do you need to delegate right now?

What does or could get in the way of delegating?
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Ethical Leadership
A leader is to act with integrity. Leading ethically is doing not just what is legal, but what is right.
Employees need to know they can trust you to do the right thing even when it isn’t easy. A “do as I
say, not as I do” philosophy can destroy your credibility and the trust of your most valued resource:
your people. No issue is more essential to good government than trust and respect. To gain those
requires public servants of the people to embrace ethics in creative, responsive, and positive ways.

Ethics: “Of or relating to moral action, conduct, motive, or character …
professionally right or befitting.”
Ethics is knowing the difference between what you have the right to do and
what is the right thing to do.
Unfortunately, ethics violations occur every day at every level of government. Regardless if the violation
was unintentional, public trust can be eroded. (Adapted from Managing Ethical Dilemmas: A

Response Guide to Administrators, June 23, 2010, Frank Shafroth, Professor George Mason
University).
Promoting ethical behavior can:







Earn and keep the trust of the people served.
Help attract and keep good workers.
Make the work environment more productive when there are no caches of hidden trouble,
internal gossip, or sketchy practices.
Increase work satisfaction as trust and respect grow.
Promote effective decision-making because of the ethical examples and ethical guidance in
place.
Promote greater harmony between the work itself and the organization’s vision and
mission.

The Rotary Motto: The Four-Way Test
1. Is it the Truth?
2. Is it Fair to all concerned?
3. Will it build Goodwill and Better Friendships?
4. Will it be beneficial to all concerned?
“Talent is a gift, but character is a choice.”
-John C. Maxwell
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What is a Team?
A team is a small number of people with complementary skills who are committed to a
common purpose, performance goals, and approach for which they hold themselves
mutually accountable.
- Katzenbach and Smith, The Wisdom of Teams

A Highly Effective team is..."the unstoppable dynamic of individuals with a
common purpose in sync with one another."

Team Charter Elements
Team Charter:
A document that defines the purpose of the team, how it will work and what the expected
outcomes are. A team charter is a “road map” that helps each team member know where
the team is headed and why the team exists. Ideally, the team charter is created when a
team is formed. If there isn’t one now, today is a great day to start creating it. Charter
sections should include:
 Purpose (Mission)
 Vision
 Team Values
 Team Operating Guidelines (Norms)
 Recognition Guidelines
Other Elements:
 Key Objectives and Goals
 Composition and roles
 Boundaries within which team members work and make decisions
 Processes for sharing information
 Clear team expectations
 Shared team responsibilities
 Authority and empowerment
 Resources and support available
Team charters can also be created for project teams. When a project charter is created for
a team, everyone understands why the project needs to be carried out, what the objectives
and measures of success are, and who is doing what.
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Team Norms
Definition: Team norms are a set of rules or guidelines that a team establishes to shape
the interaction of team members with each other and with others who are external to the
team. Once developed, team norms are used to guide team member behavior. Team norms
are used to assess how well team members are interacting. Team norms enable team
members to call each other out on any behavior that is negatively impacting the success of
the team.

Purpose: Through a well-defined process, everyone is aware of what is and is not
acceptable behavior of all team members.
Background: For team success, team members must focus on two components:
(1) The goals or outcomes expected
(2) The team process, that includes:
 How team members interact with and communicate with each other,
 How the team members communicate with employees not on the team, and
 How team members will be responsible and accountable for moving the project
forward and accomplishing the goals.
Team norms cover the "process" of the team. Elements include: how does a team make
decisions? Assign work? Hold members accountable? Most team members won't
intentionally harm the project or the team's success. But, the lack of an agreed-upon
framework for interaction creates the potential for misunderstanding and negative conflict.
Adapted from http://humanresources.about.com/od/teambuilding/qt/norms.htm

SAMPLE GROUND RULES (Team Norms)
Be a good listener

Keep an open mind

Loyalty to the absent

No cheap shots

Participate in the
discussion

One idea at a time

Ask for clarification

Give everyone a chance to
speak

All meetings will have an
Agenda & Action Items

No cell phones/texting
during meetings

Deal with specific rather
than general problems

Assume positive
intentions

See additional team norm examples in the Appendix
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Servant Leadership
The servant-leader is servant first…it begins with the natural feeling that one wants to
serve, to serve first…. A servant-leader focuses primarily on the growth and well-being of
people and the communities to which they belong…the servant-leader shares power, puts
the needs of others first and helps people develop and perform as highly as possible.
Do those served grow as persons? Do they, while being served, become healthier, wiser,
freer, more autonomous, more likely themselves to become servants?
- Robert K. Greenleaf, Servant as Leader

Servant leaders believe that...
1. Every person has value and deserves civility, trust, and respect
2. People can accomplish much when inspired by a purpose beyond themselves

Servant Leaders engage in five practices:
1.
2.
3.
4.
5.

Clarify and reinforce the need for service to others
Listen intently and observe closely
Act as selfless mentors
Demonstrate persistence
Lovingly hold themselves and others accountable to their commitments

Adapted from 7 Secrets of Servant Leadership that will Lead you to Success by Peter Economy http://www.inc.com/peter-economy/7-secrets-of-servant-leadership-that-will-lead-you-to-success.html

Servant leaders ask, “What could I have done differently that would have permitted these people to be
as great as they could be?”
- Jim Collins, Good to Great
"As a leader...your principal job is to create an operating environment where others can do great
things."
- Richard Teerlink
“Leadership is not so much the exercise of power itself as the empowerment of others.” – Warren
Bennis
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Trends
 Wearing multiple hats
 Fiscal/budgetary constraints
 Compliance with rigorous state
regulations
 Public records requests
 Electronic records management
 Records retention
 Sophisticated customer base
 Serving diverse customers
 Unfunded mandates
 Staff development

and

local

What other trends have impacted your ability to lead and serve others?

Moments of Truth
Every interaction that any person makes with any part of the Washington State Legislature is a
moment of truth. Whatever hat you or your staff member wears: Legislative Assistant, Intern for
Member’s Office, Session Aide for Member’s Office, Office Coordinator, or supervisor, all of these
interactions provides opportunities for your service to be on display.
Moments of Truth also applies to your staff member’s perceptions of working with you and your
team. Are you treating your staff members as well as or better than your best customers?

“It is almost impossible to provide good external customer service if the organization is not
providing good internal service!”
–Benjamin Schneider, Professor of Business Management, University of Maryland

How would your Staff members rate their current service experience in your
organization?
How would you go about finding out what your staff members think about their
working with you? (See sample survey on the next page).
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TEAM MEASUREMENT SURVEY

The most objective way to measure your team's effectiveness is to ask the team members
themselves. Many organizations refer to this type of survey as a climate survey. All team members
respond to the same survey and after the scores are tabulated, you as a leader can know the overall
team climate score.
The survey, along with your conversations with each team member and the entire team itself, can
provide important data for you to strengthen your strong areas and work to find ways to improve
the low scores. Team members can play an active part in discussing and suggesting ways that the
team can improve. Below are some example questions that you can use for your own team survey.

Sample Team Climate Survey
1 = not at all 2 = to a small degree 3 = to a moderate degree 4 = to a great degree 5 = to a very great degree

1. The team mission is understood & committed to by team members.

1

2

3

4

5

2. Team goals are understood and committed to by team members.

1

2

3

4

5

3. Team members feel a part of the team.

1

2

3

4

5

4. Leadership roles are shared by members.

1

2

3

4

5

5. There are effective norms to guide team behaviors.

1

2

3

4

5

6. Team members support these norms and regulate themselves.

1

2

3

4

5

7. There are clear processes and procedures for work tasks.

1

2

3

4

5

8. The team takes pride in their work.

1

2

3

4

5

9. Team members are clear about what they should be doing on the job.

1

2

3

4

5

10. People freely express themselves about their role on the team.

1

2

3

4

5

11. Our team has a clear process in resolving conflict.

1

2

3

4

5

12. Our team has a clear process in making decisions.
13. Our team meetings are effective with a clear agenda, outcomes,
participation, and next steps.
14. We all know each other’s jobs and roles on the team.

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

15. I trust that other team members have my back.

1

2

3

4

5
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Team Leader Report Card
As a team leader I am always looking for ways that I can better support your work and your
success. To that end I have put together some criteria that I would like you to rate me on, using a
1-5 scale (with 1 as the lowest and 5 as the highest).
Please also provide some constructive feedback to explain your rating. You do not need to put
your name on this document. However, I am happy to discuss this feedback!
My team leader knows how my work supports the work of our team goals.
My team leader encourages me to provide ideas and feedback, and actively listens to
my suggestions and concerns.
My team leader provides the information, tools and support I need to be successful
in accomplishing my work and meeting customer expectations.
My team leader coaches me in a positive way to further my job performance and
strengthen my skills.
My team leader sets a positive example while demonstrating the courage to address
difficult issues promptly.
My team leader encourages a positive, fun approach to completing our work.
My team leader provides the trust I need, and I know he/she will maintain my
confidentiality.
Additional comments:

Human and Business Element
The foundational skill in dealing with challenging “moments of truth” involves connecting
with the customer on two levels – the task and the “human” level. Every service interaction
has two elements:
1. Business (Task) Level- address person’s needs (the problem, the request, the
task desired)
2. Human Level – address person’s unique reactions, thoughts and feelings
(connecting with the person’s emotions)
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How do you respond to the “Human” Needs?
Strive to identify the other person’s style and respond accordingly
Consider the situation from the person’s point of view
Acquire knowledge by encouraging the person to talk
Attentively listen; Let the person know that you understand
Project your willingness to help
Assure the person that this problem will be handled; be positive.

We tend to “give out” what we want instead of what the “customer” wants!

KEY POINTS:
Most person service interactions have both elements: task and human
Most persons remember how they feel long after the interaction is over
Your ability to create emotional deposits in a person’s account is an indication of the
amount of trust you have with the person
Research shows that people are three times more likely to recall the human element in a
service interaction
We can gain competitive edge when connecting with the human element – especially
true when “things go wrong.”
Our actions and attitudes can influence the “emotional climate” of our team

SERVICE LEADERSHIP TIP:
Begin and end each interaction on the human level
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The Seven Dynamics of Change
1.

People will feel awkward, ill-at-ease and self–conscious during a change.
Key Strategy: Communicate the change.
Common Wonder: “I wonder if I’ll ever get used to the new way.”

2.

People will think about what they have to give up.
Key Strategy: Don’t try to sell the benefits of the change effort initially. Legitimize the
losses, and allow them to mourn.
Common Wonder: I wonder how I’ll get along without _________.”

3.

People will feel alone even if everyone else is going through the change.
Key Strategy: Structure activities that create involvement. Encourage them to share
ideas and work together to help each other through the change.
Common Wonder: I wonder why I’m the only one in this mess.

4.

People can handle only so much change.
Key Strategy: Set priorities, and go for the long run.
Common Wonder: I wonder when they’ll stop changing the rules on me.

5.

People are at different levels of readiness for change.
Key Strategy: Don’t label or pick on people. Recognize that some people are risk-takers
and others take longer to feel secure.
Common Wonder: I wonder if I’ll ever catch up.

6.

People will be concerned that they don’t have enough resources (time, money, skills,
etc.)
Key Strategy: Encourage creative problem solving.
Common Wonder: I wonder where I’ll ever find what I need

7.

If you take the pressure off, people will revert back to old behaviors.
Key Strategy: Keep a focus on maintaining the change, and manage the journey.
Common Wonder: I wonder what that was all about.
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The Four-Step Change Model
Phase 1: Denial

Phase 2: Resistance

Change “shocks”
People express various
people and is
reactions – anger,
perceived as a threat. depression, withdrawal.
People become
paralyzed and deny
change is happening.
Productivity may
decrease.
Seek more
information about the
change

People tend to hold on
and maintain familiar
ways of doing things.
Identify and explore
your concerns with the
change (What are you
afraid of? What will you
be giving up? Is this
change a violation of
your own values?

Talk with others who
will be affected by the Bring your losses out in
change
the open
Understand the
proposed change
and try to understand
the real impact on
you

Talk with others who
can listen to your
feelings thoughts and
perspectives

Phase 3: Exploration

Phase 4: Commitment

Although people
express grief/sadness
over loss, they begin to
acknowledge the good
things about the
change and may even
see some value in the
change.

People are ready to
establish new routines,
adapt to new systems
and policies, and even
help others get on
board.

People are willing to
listen and be open to
new possibilities.
Get feedback on your
ideas
Seek people who have
experienced similar
changes. What did
they do to realize their
dreams?

There is more flexibility,
creative problem
solving, and risk taking.
People may not even
see the change as “the
change” but rather, “the
way things are done.”
Celebrate your
movement in this
change process
Don’t expect everyone
to be where you are in
the stage



Change: Is situational and the starting point is the outcome that the change produces.



Transition: Is more psychological – and includes a three-part process that people need to
go through as they come to terms with the new change. The Starting point is the ending that
you’ll have to make to leave the old situation behind. The “letting go” part is crucial!

William Bridges talks about Transition having three Parts:
Ending

(Losing, letting go of old ways
and the old identity that people
had)
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Neutral Zone
(Critical psychological
adjustments take place – old
habits are replaced with new
ones that are better adapted to
this new world.)

Beginning

(People develop a new
identity, discover a new sense
of purpose)

24

Communication: 5-Step Model
One of your daily supervisor tools 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 30 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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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 to 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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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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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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Steps of a Coaching Conversation
1.
2.
3.
4.
5.

Establish Focus
Discover Possibilities
Plan the Action
Remove Barriers
Recap

-Adapted from the "Coaching Conversation" - authored by Drs. Lee Smith and Jeannine Sandstrom

- Coaching model from The Manager Tools (www.Manager-tools.com)

The Basic Roles of a Coach
o A coach takes an "ask" vs. "tell" approach.
o A coach guides another person through questions, not directives.
o A coach helps the person find their own answers and take action.
o The tools of a coach are listening and asking powerful questions.
o A coach helps employees provoke thought rather than giving directions.
o A coach challenges employees and offers supportive affirmation.
o A coach can include a feedback mechanism so that the employee is held accountable for his
or her goals
o

Coaching employees includes setting goals, taking action, and tracking progress.

o Coaching can help all employees - not just the top or bottom performers.
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Coaching Assessment
Read each statement and respond as honestly as possible

1.

Can you listen to someone without thinking about what you want to tell them?

2.

In a 30-minute conversation, do you spend more time listening than talking?

3.

Do you put your own agenda aside in deference to the person you are talking with?

4.

Are you able to see patterns in behavior that others may not see?

5.

Are you able to show encouragement to the other person - by your words, tone & expression?

6.

Are you able to help a person come up with their own ideas & solutions?

7.

Can you create an effective conversation that encourages dialogue, not a monologue?

8.

Do you ask more open-ended questions than closed-ended questions?

9.

Are you able to listen without asserting your own opinion?

Not quite

Already

yet

true

10. Do you have well-developed listening skills that includes reflecting back what you heard,
paraphrasing, empathizing, & rephrasing?
11. Do you adapt your communication style to the person you are talking with?
12. Do you ask genuinely curious questions for the other person's benefit, without regard to what the
answer should be?
13. Do you help a person commit to next steps?

14. Are you comfortable giving direct messages or providing feedback on a person’s performance?

Scoring:
The more questions you marked already true indicates you are already "coaching" in your daily life.
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Coaching Questions
(Adapted from Co-Active Coaching: New Skills for Coaching People to Success in Work and Life, by Laura
Whitworth, Karen Kimsey-House, Henry Kimsey-House, and Philip Sandahl)

Powerful questions are open-ended questions that invite the person to engage in self-discovery,
get some clarification on issues, and take action at a whole new level. Here are some examples
of powerful questions:
Questions at the Start of a Coaching Conversation







What do you need right now?
What's on your mind?
What would be most useful to you during this conversation?
What’s occurred since we last spoke?
Where are you right now? What seems to be the trouble?
Out of everything you said, what is the one topic you'd like to discuss in this conversation?

Questions during a Coaching Conversation


























What is the status on "x?"
What other approaches might you take next time?
How can I help you out?
Can you tell me more about that error?
What do you think is best?
How does it look to you?
What resonates for you?
What do you mean?
Can you say more?
What do you want?
What other ideas/feelings/thoughts do you have about it?
What is the challenge?
How does this fit with your values?
What have you done so far?
What other options are you considering?
What resources will you need to accomplish this task?
What other resources have you not thought of?
What would you have to do to make that happen?
So, how do we make that happen?
What obstacles do you anticipate?
How can you overcome one of those obstacles?
What does your starting point look like?
What do you want to see accomplished?
What are some of the next steps?
What is possible?
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Coaching Questions
(Continued)

Questions during a Coaching Conversation (Continued)





















What is exciting to you about this?
What if it works out exactly as you want it to?
What do you make of it?
How do you feel about it?
What do you think that means?
What would it look like?
What are your other options?
If you could do it over again, what would you do differently?
If you could do anything you wanted, what would you do?
How can you make this more fun?
What have you tried so far?
What are the possible solutions?
What will happen if you do, and what will happen if you don’t?
What options can you create?
What do you want to have happen?
What do you plan to do about it?
What resources do you need to help you decide?
What is the main obstacle?
What led up to it?
What caused it?

Questions at the End of a Coaching Conversation














What will you do?
When will you do it?
How will you hold yourself accountable?
What is your commitment level (1-low commitment and 5 – high commitment)?
What will you take away from this?
If you had to do it over again, what would you do?
If the same thing came up again, what would you do?
What action will you take? When will you take it?
What is the action plan?
What will you have to do to get the job done?
What was the lesson?
How can you make sure you remember what you have learned?
How would you pull all this together?
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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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GENERATIONS
Traditionalists

Baby Boomers

Gen Xers

Millennials

Gen Z

Years born*

1927-1945

1946-1963

1964-1979

1980-2000

1990-1999

(Alternate)

(Born before 1943)

(1943-1960)

(1960-1980)

(1980-1995)

(Born after 1995)

Defining Events

The Great Depression
WWII
Families

Prosperity
Television
Vietnam
Civil Rights Movement

Watergate
Latchkey Kids
MTV
Fall of Berlin War

Social Media and Facebook
Reality TV
Multiculturalism

Grew up in recession
9/11
Cyberbullying Laws
Computers in high
school

Core Values

Dedication
Sacrifice
Hard work
Conformity
Respect for authority
Duty first

Optimism
Team orientation
Health & Wellness
Personal growth
Youth
Work
Involvement

Diversity
“Techno-literacy”
Fun
Informality
Self-reliance
Thinking globally

Optimism
Civic duty
Confidence
Achievement
Sociality
Diversity

Entrepreneurial
Innovative
Passionate
Realistic
Multi-Tasking
Hyper-aware
Technology-reliant

Superman
Babe Ruth
Franklin Delano
Roosevelt
Eisenhower

Gandhi
Martin Luther King, Jr.
John & Jacqueline
Kennedy

None

Captain Scully
Their parents
Firefighters at Ground Zero
Passengers on Flight 93

Nobel Prize winner
Malala Yousafzai
Bella Thorne
Jazz Jennings
Lorde

Heroes

Honest day’s work for
an honest day’s pay
Work Ethic &
Philosophy

Grateful for a job
Loyal employees
Obedience over
individualism

Your experience is
respected here
Messages that
motivate

Career focus

Wants flexibility in work
schedules

Service-oriented
Driven
Work is just a job
Willing to go the extra
mile

Believe in work life
balance, flexible hours

Good at relationships

Expect to work beyond the
standard 9 to 5
Are realistic about salaries
Believe they will have 7 jobs
by the time they are 26

Good team players

You’re important to our
success

It’s valuable to the rest
of us to hear what has
and hasn’t worked in
the past

You are valued here

Build a legacy

Build a stellar career

We would like you to
mentor…
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Latest technological
gadgets expected
Highly atavistic and
socially-conscious with
ambitions to save world
Want a robust work
experience

Help us learn
I’m not going to micro
manage you
Our team has a good
sense of humor

Tune into our technology
Connect us

We have an exciting and
fast-paced environment.
We have creative and
exciting projects.

Tell us how we are doing

Build a portable career

Build parallel careers

Personal growth
potential
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ACTION PLAN

What are the “big ideas” that you want to remember from this presentation?

What actions will you take to increase your effectiveness in serving your staff with
excellence?

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

37

RESOURCES
Books
Block, Peter. Stewardship: Choosing Service over Self-Interest, Berrett-Koehler Publishers,
1996.
Bridges, William. Managing Transitions: Making the Most of Change, Da Capo Press, 2003.
Cooper, Robert K. PH.D. Ayman Sawaf. Executive EQ – Emotional Intelligence & Leadership
in Organization, Advanced Intelligence Technologies, LLC, 1996.
Drucker, Peter F. The Effective Executive, HarperCollins Publishers, Inc., 2002.
Dwyer, Jan. “So, What Do You Do?” How to Respond with your Head and Your Heart, Real
World Career Development Strategies That Work, Insight Publishing, 2003.
Goleman, Daniel. Working with Emotional Intelligence, Bantam Books, 1998.
Goleman, Daniel and Richard Boyatzis and Annie McKee, Primal Leadership: Learning to
Lead with Emotional Intelligence, Harvard Business School Press, 2002.
Katzenbach, Jon R. and Douglas K. Smith. The Wisdom of Teams, HarperBusiness, 1993.
Kouzes, James and Barry Posner, The Leadership Challenge: How to Make Extraordinary
Things Happen in Organizations, Fifth Edition, Jossey-Boss, 2012.
Lencioni, Patrick, The Five Dysfunctions of a Team, Jossey-Bass, 2002.
McWhorter Sember Brette and Terrence J. Sember. The Essential Supervisor’s Handbook: A
Quick and Handy Guide for Any Manager or Business Owner, Career Press, 2007.
Nelson, Bob, 1001 Ways to Reward Employees, Workman Publishing, 1994.
Rath, Tom and Donald O. Clifton, Ph.D., How Full is your Bucket? Gallup Press, 2009.
Womack, James P. and Daniel T. Jones, LEAN Thinking, Simon & Schuster, Inc., 2003.
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

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

38

APPENDICES

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

39

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”
Be results-oriented

Focus on the “who”
Ask questions and
involve the person in
the discussion

Focus on the “how”
Place a priority on
cooperation and
stability

Limit social chitchat, details, and
feelings

Place a priority on
people and giving
approval

Emphasize loyalty

Emphasize accuracy

(Be formal)

(Be casual)

(Be casual)

(Be formal)
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Focus on the “why”
Place a priority on quality
and analysis
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SAMPLE GROUND RULES (Team Norms)
o

Be a good listener

o

Keep an open mind

o

No cheap shots

o

Participate in the discussion

o

Ask for clarification

o

Give everyone a chance to speak

o

Focus on the present and the future, not the past

o

Deal with specific rather than general problems

o

Don’t be defensive

o

Be prepared to carry out group decisions

o

All comments remain in the room

o

Everyone is an equal in this session

o

Be polite – don’t interrupt

o

No cell phones/texting during meetings

o

Loyalty to the absent

o

One idea at a time

o

There will be an agenda and list of action items for all team meetings
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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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Best Practices for Supervisors

Direction Setting







Be clear on your own goals as a supervisor
Set team direction
Create realistic goals
Plan and prioritize team tasks
Connect individual team roles to the team goals

Setting a tone





Create a positive work environment
Encourage continuous learning
Manage your own emotions

Setting boundaries




Be friendly but not necessarily a friend to your staff
Honor confidentiality

Managing time





Create clear timelines and due dates
Set regular one-on-one meeting appointments with each staff
Honor the time of your staff

Relationship building







Develop relationships with those above you
Develop relationships with peers
Develop relationships with your staff
Build a working relationship with your boss
Create and maintain relationships with key stakeholders

Communication tips






Communicate decisions from management
Communicate idea from your team to management
Understand the communication styles of your staff
Show that you care by being present with your staff

Meeting management










Set and abide by clear meeting norms
Be clear on the “end in mind”
Send the agenda in advance
Assign a time keeper in the meeting
Facilitate discussion so that everyone is heard
Summarize discussion
Communicate clear action steps
Follow-up with meeting notes as needed
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Best Practices for Supervisors (continued)
Leading with integrity







Model the behavior you expect from your staff
Follow through on plans or promises
Be honest with your staff
Practice confidentiality
Admit when you are wrong

Providing support





Encourage employees to come to you with comments
Give recognition for work well done
Use non-directive coaching as a way to empower your team members

Delegation







Get to know your employees’ strengths
Match employees with tasks
Communicate clearly the task purpose and desired result
Share limits of authority and deadline
Follow up on assigned tasks

Managing performance









Set clear expectations
Keep track of performance measures
Provide coaching and support
Meet regularly with your employees
Document your discussions for mutual understanding
Provide training and resources
Engage seasoned staff to serve as mentors

Dealing with conflict




Don’t ignore problems
Learn the art of having difficult conversations

Leading a team





Encourage teamwork
Cross-train
Orient and train new team members

Professional growth






Encourage training and growth opportunities
Share what you learn with your team
Consider team training
Transfer what is learned in the workplace

Leadership succession



Provide leadership opportunities
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Transitioning from Peer to Supervisor
One of the most challenging roles that you can experience as a supervisor is to supervise those
you were once co-workers with. Below are some helpful tips that can help you transition
effectively.



Remind yourself that your relationships with previous co-workers or peers has
changed. You are no longer a peer but rather, you are the person who will be
assigning work, evaluating performance, and managing workload.



Consult your HR professional to identify training resources.



Search for a supervisor who is willing to be a mentor to you.



Schedule a meeting to talk with your former peers. Acknowledge your new role and
set forth clear expectations. Ask them share their opinions and feelings about the
situation. Make sure they realize their contributions are important to the team’s
success.



Maintain confidentiality.



Remain professional and treat every person on your team fairly and equitably. Don’t
show favoritism toward any co-worker or friend that you now manage.



Discuss your new role as a manager with your entire team. Emphasize how each
person is invaluable in helping the team to be successful.



Revisit your own values and motives as a manager. Do you want people to like you?
Or would you rather earn their respect? Being liked is nice; being respected is
essential.

Your role as a leader boils down to leading others to achieve team results. Though
there are no hard or fast rules about maintaining friendships while also leading previous
co-workers – your ability to communicate well, maintain professionalism and equitably
treat everyone – are keys to your success.

Adapted from 8 Tips to Transition from Co-Worker to Manager, by Lisa Quast, Forbes Leadership
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