Tools for Leading Followers
There are four things that all great managers do to leader their followers well:
1. One-On-Ones

2. Feedback

3. Coaching

4. Delegation

1. One-on-Ones

Description: A weekly structured meeting to maintain relationships. The purpose is to develop a stronger relationship with your direct reports so that communication is so good that it is not lack of communication that holds you back.

Value: One-on-Ones are important because to want to create great teams. The basis of team is trust, so we need to create trust with our directs. Trust is created through relationships. Regular communication is the key to great relationships. One-on-ones are all about communication – both quality and quantity (frequency).
One-On-One → Relationship →Trust → Team

Guidelines:

* Consistency is key – it must be every week and a half a hour is suggested as far as timing is concerned. 
* The first meeting may take longer than 30 minutes but soon you must have it down to 30 mins. 
* If a direct cannot make the meeting that is scheduled you must reschedule for that same week if at all possible. If they are travelling you could do the meeting via phone.
* The primary focus on the team member.
* You should take notes and follow up on items that were raised during the previous session.
* You must have a one-on-one with everyone of your directs, not just some of them.
* Where do we conduct them? The key is not in public but it does not have to be “in private”. If you have an office do it there with the door closed. If you have a cubicle then do it at your desk with sensitivity.

* It should take 30 minutes.
* The first 10 minutes are for them, then next 10 minutes are for you and the final ten minutes are for career, growth and development.
* Ask them what is important to them, write it down and keep track of developments.
Preparation: 

Ask yourself these simple questions:
1. What do my follow up notes say I need to check on? Am I committed to following up?   What notes should I make now?  How might I ask that question?  Am I really committed to following up?

2. What do I need to be sure to communicate? What behavior of his/hers am I focusing on?  What projects or work am I involved in?  What organizational issues/news/efforts can I share?  What meetings have I just attended - what did I learn?  What are the common items I need to get out to everyone – about schedules or projects or workload or our team?

3. What positive feedback can I give?

4. What corrective feedback am I going to give?

5. Is there something I can delegate?  What project, task or work would be helpful to their development?

Effective Questions To Use:
• Tell me about what you’ve been working on?

• What questions do you have about this project?

• Tell me about your week – what’s it been like?

• Where do you think I can be most helpful?

• Tell me about your family/weekend/activities?

• How are you going to approach this?

• Tell me about anything you stumbled over.

• What are your thoughts on my changes?

• Would you update me on Project X?


• What do you think about it?

• Are you on track to meet the deadline?


• So, you’re going to do “X” by Tuesday, right?

• What questions do you have about the project?

• How do you think we can do this better?

• What areas are ahead of schedule?


• What are your future goals in this area?

• What areas of your work are you confident about?
• What are your plans to get there?

• What worries you?




• What can you/we do differently next time?

• What suggestions do you have?


• Tell me about what you’ve learned on this project?

	One-on-One Form

	Team Member:
	Date: 
	Time: 

	Personal/Notes: (Spouse, Children, Pets, Hobbies, Friends, History, etc.)



	Team Member Update: (Notes you take from their “10 minutes”)

	

	

	

	

	

	Manager Update:  (Notes you MAKE to prepare for YOUR “10 minutes”)

	

	

	

	

	

	Future/Follow Up: (Where are they headed?  AND, Items that you will review at the next 1on1)

	

	

	

	Tell me about what you’ve been working on.
	Is there anything I need to do, and if so by when?

	Tell me about your week – what’s it been like?
	How are you going to approach this?

	Tell me about your family/weekend/activities?
	What do you think you should do?

	Where are you on (    ) project?
	So, you’re going to do “X” by Tuesday, right?

	Are you on track to meet the deadline?
	How do you think we can do this better?

	What questions do you have about the project?
	What are your future goals in this area?

	What areas are ahead of schedule?
	What are your plans to get there?

	Where are you on budget?
	What can you/we do differently next time?

	What did (     ) say about this?
	Any ideas/suggestions/improvements?


2. Feedback

There is a lack of feedback given by managers today – but it is a core tool of a manager. Why do managers avoid giving feedback? They may be concerned about hurting people’s feels (fear of conflict), you may hope they get better next time. When we don’t give feedback they think they are okay and we are happy with their performance. People do need feedback. They need to adhere to certain standards and must know how they are doing. Managers don’t like doing annual performance appraisals but they do them because they are required. A lack of skill or a lack of will limits feedback.
The reason we are so bad at feedback is that we do it so seldom. We put things off, hold our breath, rather than exhaling and giving them the feedback. When we eventually do it we stumble through it the situation has escalated into a significant emotional event. Don’t let feedback build up over time – do it when it comes up.

The purpose of feedback is to continue positive behaviour or to change/adjust negative behaviour. Feedback deals with both positive and negative aspects of behaviour or values in directs – it may be adjusting or affirming. You are not looking for compliance but best performance from the person.
Here is a four-step process for giving effective feedback:

A. Ask. By asking a team member whether they are open to some feedback, you give them the opportunity to suggest a different time or place. [They may be busy!] Even if you are comfortable, it is equally important that they are. If they are not, they won't hear you anyway. Do this whether the feedback is adjusting (negative) or affirming (positive). Many managers don't ask before they give positive feedback, because "everybody likes praise". But then when they do ask, team members evade answering or get nervous, because they assume it’s going to be negative. Ask always. The best feedback is immediate.
Ineffective: "Jack, pay attention.” “Jack, you’ve got a problem.”

More Effective: "Jack, may I give you some feedback?" or, “Can I share something with you?”

Key words: "May I...”
B. Describe Specific Behavior. Don't attempt to guess at the “motivation” for the behavior. It is behaviour that we are concerned about in the workplace not intentions or attitude. Discuss the actual behavior you saw, heard, or read. You cannot see someone being lazy or having a poor attitude. You can't!! You can see them being 15 minutes late 3 of the past 5 days. You can see documents with spelling errors. Seeing these behaviors only allows you to infer their attitude. Tell them what you saw, hear or read, not what you inferred. Avoid labels.

Ineffective: "I'm tired of you ticking people off. I can't cover for you any longer."

More Effective: "Jack, when you roll your eyes in meetings when others talk; when you say ‘you guys don’t get it’; when you come late to meetings and leave in the middle..."

Key words: "When you...”
C. Describe the Impact of the Behavior. Adults understand that actions have consequences. Sometimes team members are aware of their actions' consequences (and they don't care or don't know how to change their actions or the results). Sometimes they are genuinely unaware of negative repercussions. Remember that no one ever acts in a way that they believe is irrational: their behavior always makes sense to them. Once you have described what you observed, tell them what you felt or what impact it had on the company, project, or team. A phrase that captures this thought is, "When you do this, here’s what happens" or, "When you do this, I feel..."

Ineffective: "How come you can't get your reports to me on time lately?"

More Effective: "Jack, when you roll your eyes and tell others they “don’t get it”, here's what happens. We lose good people. You lose opportunities you want, like that last move that you didn’t get. I have to take the time to bail you out, and have to have a hard conversation with you that neither one of us likes. And, I feel that I have to be more careful with future assignments..."

Key words: "Here's what happens..."
D. Discuss Next Steps. Even with affirming feedback, it is most effective to reinforce the continuation of the sought after behavior. Being explicit that you want it to continue increases the chances that it will be continued. When the feedback is adjusting/negative, and the recipient has verified that they understand what they did and its impact, it is time to work out how to change the behavior in the future. At this point, the recipient must really own their efforts. If you simply impose a change, they will be less likely to enact the change. Ask open-ended or leading questions to start this process, such as: "What do you think you can do in this area?" "How should we approach this?" "What ideas do you have to improve here?" It is possible that they will have no input, for various reasons. It is still more effective to give them the opportunity once or even twice to start. 

Ineffective: "So what you need to do, Jack, is control your temper. That's not too much to ask, is it?"

More Effective: "What can you do about this? How can I help you?" "Any thoughts on how you can eliminate this minor issue?"

Key words: "What are you going to do about this?" Or, for positive feedback, “Thank you – keep it up!”
In some situations, experienced users should change 4th step from What can you do differently? to Can you do something differently? With top performers they love to figure out what do to about things (try the modification with them – and don’t ask them, what they will do – just praise them when you see the change in practise). For bottom performers using the modification might lead to protracted discussion or arguments (don’t use it or it will become a long session). For the steady middle performers you could go either way – but make the call on how they respond to feedback in general. 

Summary

A. May I give you some feedback? Always ask, positive or negative.

B. When you… Talk about their behavior.

C. Here’s what happens… Describe the impact.

D. How can you do this differently? or Thanks – keep it up. 
Feedback is always about future behavior. It’s NOT about the past, because there’s nothing we can do about the past. We want to get different behavior in the future if it’s adjusting. We want more of the same if it’s affirming. Do not use adjusting feedback as punishment – your team members know when they’ve made a mistake, and nobody likes punishment.

If you use this model regularly, making it a habit, your people will start ASKING for more.
Notice that “I” is not used much in the process. You are focussing on the person and want to lead them to change their behaviour. Otherwise we are creating Russian babushka dolls – smaller and smaller people who are dependant on us and not their own abilities and resources for change.

Giving Feedback to Different Personality Types:
High D – “When you bring in a project late or over budget, it makes our customers cross, I get ticked off and you look bad and your customers might not engage with you on another project, it may negatively affect your prospects of advancement in our company”. Notice there is no reference to feelings. It is direct and straight to the point.
High I – “When you bring in a project late or over budget, people look at you and wonder how good you really are, it tarnishes your abilities in their eyes, and maybe if they had the choice to work with you or Tom they might choose him over you in future.” You talk about the impact of their behaviour as other people see them and about their reputation that is at stake. 

High S – “When you bring in a project late or over budget, here is what happens, it really hurts the team, slows us all down, affects our reputation with the boss and makes people worry about you and whether you are on top of your game or not, they may feel that it is their faulty. I just wonder what you could do about this next time?”  
High C – “When you bring in a project late or over budget, here is what happens, it hurts out ability to fund the next project, we are not following the process, people wonder if they need to renew the process, it may make people less willing to follow your approach next time, and things might get sloppy, and people are more uncomfortable with following a strict set of procedures and they will revert to old way of behaving, and they come to me a lot rather than you with issues and I think undermines their perception of your control of the process.
The same situation is applied in four different ways depending on how each personality type is wired and the kind of feedback that will work with each of them.
3. Coaching
Coaches help make people better. But they don’t tell people how to do specific things like how to pass the ball. The coach is not there to teach. You are responsible for the improvement in the employees performance and behaviour – you identify resources they can use to improve their performance. So you can coach someone in an area that you have no expertise. You identify where they are and where you want them to be and help them identify the resources they need to develop. You set a clear goal and motivate them to get to the goal.
Coaching is about improving the employees performance – it is not about the coach or the manager. It is not time intensive work for the manager. You can coach every one you work with and fit it into the one on one time.
Feedback is an event, but coaching is a process:
Example: The person is not comfortable using PPT to do a presentation. 

Step 1 – Establish Goals

* Work with your employee.

* What are you willing to accept?

* Focus on behavior, not emotions or attitudes - you can see behavior.

* Ask for employee input – Collaborate.

* WRITE THE GOALS DOWN!! Goals should be SMART!

Example: In 6 weeks present a PPT presentation to our team, more than 5 slides, print out a set of slides, and you will use notes view – use a data projector, use grey out technique to go from bullet to bullet.
Step 2 – Collect Performance Data

* Don’t start analyzing/concluding yet – Just COLLECT.

* Focus on behavior, not judgments/inferences.

* Use: Personal observation, Interviews, Reviews, Reports, Feedback

Example: Collect data about where the person is at right now. How good are they at PPT? Watch them present without using PPT. Have them recreate some PPT slides to see if they can do it. Define the gap between current performance and desired performance.
Step 3 – Analyze Performance

* Did it meet goal?

* If Not, Why? Training? Knowledge? Personal? Changes? Technology? Policies? Time?

Example: Look at where the person is, what the goal is and decide if you have enough knowledge of where the person is at currently.
Step 4 – Review and Modify the Goal

* Checkpoint: You know the goal, and you’ve “seen” the performance.

* Can we get there? If not, how should the goal be changed?

* Collaborate!

Example: So does this person have a basic grasp of PowerPoint and can they get to where the goal in time? Set a time frame on how long it may take the person to get to the desired level – maybe 6 weeks.
Step 5 – Identify Developmental Resources

You can’t and shouldn’t do it all yourself.

* Collaborate and choose.

* Internal: One-to-One Teaching, Peer Coaching, Partnering, Computer Training, Research, Mentoring, Special Projects, Job Rotation, etc.

* External: College Courses, Seminars, Professional Organizations, Networking, Certification, etc.

The coach is not the trainer – the coach just looks to bring people in who can help – they don’t try to do it themselves! This is the point of leverage. Just find the right person who can provide the help that is needed.
The One-To-One Teaching Model: 

- Describe

- Demonstrate

- Dipstick

- Debrief
Example: Find someone who is proficient at PowerPoint and have your employee meet with them to be coached in using PowerPoint to deliver effective presentations. You might get books, online tutorials, peer managers, free classes on the web, company sponsored classes, someone else on the team who can train them, etc.
Step 6 – Develop An Action Contract

* What steps will the employee take to improve?

* Collaborate!

* These are mini-goals – they should be “SMART” too.

* Keep it simple.

Example: Ask the direct to pick one of the resources and tell you what they intend to do. Write the contract as a series of action steps. They have dates and deadlines. It is all about getting the person closer to where you want them to be. Look for intermediate goals to set to create wins along the way!
Step 7 – Implement Strategies

* The employee starts working on the contract.

* Now your employee needs encouragement.
Example: The direct starts working on step 1 of the action plan (that was determined in step 5). Now we collect performance data – and make sure they keep on track with the plan. With feedback you can make adjustments along the way! Keep going around the circle until you achieve the goal. At your weekly One on Ones you will check in and see how the person is doing in this process.
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Applying the Coaching Model to a Practical Situation

Problem: A shift manager in a restaurant not looking sharply enough to identify opportunities to improve customer experience. He already has a system in place to measure results.
Step 1 – Establish Goals – Meet with the managers to agree on what the standards are (90% satisfaction).
Step 2 – Collect Performance Data – Get managers together and look at the history over recent years. 

Step 3 – Analyze Performance – Get people thinking about how they can do it better – ask for input.
Step 4 – Review and Modify the Goal – Agree on what the goal should be (90% satisfaction).
Step 5 – Identify Developmental Resources – Set specific development initiatives to follow (brainstorm).
Step 6 – Develop An Action Contract – Identify which initiatives you will work with and set markers.
Step 7 – Implement Strategies – Get the manager going with the initiatives and encourage them.
4. Delegation

Subordinates want to work – to do things that the manager has been doing. So delegation is essential. If we are not doing feedback and coaching, delegation will not be effective. If a leader is not delegating, they are not doing the right work – they are doing things that their people should be doing. If something is not a big rock, you should not be doing it, but delegating it!
Some key questions to answer for managers:

1. Do you allow your team members to make mistakes?

2. Do you frequently take work home or work late at the office?

3. Does your team function smoothly when you are absent?

4. Do you over-rule or reverse decisions made by team members?

5. If you were incapacitated for 6 months, could a team member take over smoothly?

6. Do you do some things your team members could be doing?

7. Do your team members take initiative without input from you?

8. When you return from a trip or training, is there a big pile in your in-box?

9. Do your team members delegate to their teams (if applicable)?

10. Do you spend time on details that you would rather spend on planning and supervision?

Delegation, when it is done well, has three important components.

1. It assigns responsibility. You make clear that the team member to whom you are delegating is now responsible for the outcome of this effort. It is not them “doing something for you”. It is them gaining a new (even if temporary) duty. Remember that you assigning them responsibility for the task doesn’t take away your own responsibility. Ultimately, it is your responsibility to get the work done.

2. It provides authority. The team member to whom you are delegating must have or be explicitly given the power to accomplish the task/project. In many cases, a manager is already doing what a team member should be doing. That means it won’t be too difficult for both parties to know that the team member has the requisite power or authority in the eyes of others within the organization to do the job.

3. It requires accountability. Hold the team member accountable for success or failure. This is not a role-play or comfortable training exercise where no real result is achieved. This also means that the team member will get the rewards if there are any individual ones. Feedback and accountability go hand in hand – if you delegate, be prepared to give feedback!

Delegation Checklist

* Analyze your job. Look at your objectives, and what is expected of you. What do you do to actually achieve those goals? In other words, what tasks do you actually do that relate to those things you are evaluated upon? There is a big difference between “maximizing profit” and “retaining purchase authority over $10,000”. Then ask: “Can anyone else do this for the team?” Also, for those things you do which no one can do, ask whether a team member could be trained to do it (didn’t you, at some point, not know how to do it?). Finally, it’s not a bad idea to discuss this analysis with your supervisor, to avoid any areas where she feels it is inappropriate to delegate.

* Decide what to delegate. Once you have come up with a list from the analysis above, ask yourself: which tasks do I engage in most often? The more often you do something (particularly if it is quite routine), the more likely it is that you can delegate that task. In addition, look at areas that make you “over-specialized.” Moreover, look at places where your team is more qualified than you are. Look at areas you dislike. This is not just to dump it on someone else, but it may be that someone on your team may love to do what you don’t like. Remember to delegate some things that you do like as well. The acid test most highly effective executives use when delegating is “I’m going to try to delegate everything that is not a key/high priority for me.” Ineffective managers do as much as they can, and then whatever’s left (even if it is high priority!), they delegate.
* Select the right person. Consider each of your team members’ interests and abilities. What developmental needs does each have? Who needs this most? Look at their upcoming schedule, their expressed desires for growth. Consider their interest in this task or project.

* Plan the delegation. Before you actually ask the team member to accept this new (though perhaps temporary) responsibility, plan the meeting you will have with them. Do a walkthrough, virtual role-play, or dress rehearsal of the entire meeting. What would you ask if you were the person being delegated to? Make sure you have all the necessary details. Be clear in advance what are reasonable limits on authority. Write down what the performance standards are. Write down what the ongoing feedback loop will look like. How often do you want a report or some kind of update? And, in that update, determine what constitutes a minimum acceptable level of information. (Otherwise, after 6 weeks of “everything’s fine”, you may get an “Uh-oh”.) Plan for training or coaching if it is necessary for this team member’s success.

* Make the delegation. This is the meeting where you actually ask the team member to accept the new task or project. Schedule it in advance. After your practice run above, you should be able to estimate the necessary length. By asking, as opposed to saying, “I want you to…”, you give them the opportunity to verbally commit to the task or effort. Discuss how they will have authority, be responsible, and be accountable. Be specific. It is particularly important that you focus on results versus methods. If you tell them how to do it, they are doing it for you. When you tell them what results are acceptable, you show that you trust their judgment.

* Follow up. This is the weakest area (not just in delegation) for newer managers. Insist on timely updates and information, per the agreement you planned for and delivered, and to which they agreed. If a deadline or suspense is missed, immediately address it with feedback. [Remember that you can love one of your team members and still give them feedback that says they need to do better.] Ask them what they need as much as possible, versus telling them what to do. That reinforces that this duty is theirs, and not yours. Also, fight your tendency to take back an assignment because it is not going well or because it has somehow become more important to the organization. Provide feedback on the overall process when the project is complete. And, when results are achieved…

* Celebrate!

	Sample Delegation Template

	The Guideline
	How It Sounds

	A) State your need for help
	“Janet, I need your help.”

	B) Say why you are asking this person versus another (trust, skill, development, interest)
	“You’re my most competent and organized coder.”

	C) Ask for specific acceptance
	“Would you be willing to take over the monthly statistical report preparation?”

	D) Describe the task in detail
	“Here’s what’s involved…”

	E) State deadline and quality standards
	“It has to be turned in to Peggy Brown by the last Friday of the month, so I will need it the last Wednesday to review it. It must be 100% error-free when we forward it.”

	F) Discuss reporting standards
	“I’d like you to give me an update each Tuesday, and in the beginning, I’ll want to actually see the work you have done, to make sure we’re on the right track.”

	G) Discuss Skill/Training Needs
	“What do you need from me in order to do this? What can I show you, or whom I can direct you to, to make this go smoothly?”


Tools for Leading Followers Cheat Sheet
1. One-On-Ones
Purpose: To develop a stronger relationship with your direct reports so that communication flows.

Duration: 30 Minutes long: The first 10 minutes for them, next 10 for you and final 10 for their career/growth.

Preparing Your 10 Minutes:

1. What do I need to check up on? How can I frame my questions?
2. What do I need to be sure to communicate about:

Behaviours that are manifesting? 
Projects I am working on? 
Share organizational issues, news or efforts? 
Meetings I have attended and what I learnt?  
Common items to share with everyone: schedules, projects or team?

3. What positive feedback can I give?

4. What corrective feedback am I going to give?

5. Is there something I can delegate? Project, task or work helpful to their development

Questions To Use:

• Tell me about what you’ve been working on?

• What questions do you have about this project?

• Tell me about your week – what’s it been like?

• Where do you think I can be most helpful?

• Tell me about your family/weekend/activities?

• How are you going to approach this?

• Tell me about anything you stumbled over.

• What are your thoughts on my changes?

• Would you update me on Project X?


• What do you think about it?

• Are you on track to meet the deadline?


• So, you’re going to do “X” by Tuesday, right?

• What questions do you have about the project?

• How do you think we can do this better?

• What areas are ahead of schedule?


• What are your future goals in this area?

• What areas of your work are you confident about?
• What are your plans to get there?

• What worries you?




• What can you/we do differently next time?

• What suggestions do you have?


• Tell me about what you’ve learned on this project?

2. Feedback

Purpose: To encourage effective behaviour
Process: 

1. Ask: “May I give you some feedback? May I share something with you?” Always ask!
2. Describe Specific Behavior: “When you…” Talk about their behavior.

3. Describe the Impact of the Behavior: “Here’s what happens…” Describe the impact.

4. Discuss Next Steps: “How can you do this differently?” or “Thanks – keep it up.” 
3. Coaching

1. Establish Goals

2. Collect Performance Data 

3. Analyze Performance

4. Review and Modify the Goal

5. Identify Developmental Resources 

6. Develop an Action Contract 

7. Implement Strategies 
4. Delegation

Delegation has three important components: (1) It assigns responsibility, (2) It provides authority and (3) It requires accountability.
Delegation Checklist



Sample Delegation Template
1. Analyze your job



1. State your need for help
2. Decide what to delegate


2. Say why you are asking this person versus another

3. Select the right person


3. Ask for specific acceptance
4. Plan the delegation



4. Describe the task in detail
5. Make the delegation



5. State deadline and quality standards
6. Follow up




6. Discuss reporting standards
7. Celebrate

7. Discuss Skill/Training Needs
