Mastering the Organizational Map

Leadership level: Anicipate and change
(Vision, risk, influence, characer)

Change, creation, external collaboration with other decision-makers,
marketing, command decisions, investment, sales. Politics and advocacy.
Mentors. The mission. The biggest picture. Long-range planning (more
than two years out). Risk and the future. The telescope. Dream. The
principles. Where are we going, and Why? The heart and brain. (Danger:
Out of touch.) Watch out for loose cannons and elitists.

Managerial level: Mainain
(Communicate, coordinak, translag)

Organize people, ideas, and projects. Coaches. “Wait a minute.” The bigger
picture. The camera. Watch and listen. Systems, rules, policies, structures.
Budgets, schedules, department-level problem-solving. The goals and
strategies. Meetings and committees. Focus on maintaining the past and
immediate future. What? Voice and skeleton. (Danger: The rules become
the goals.) Watch out for micromanagers, list-makers and bureancrats.

Task level: React
(Professional, echnical, clerical, suppor}

Details, autonomy, right in front of me. Teaches. Short time horizon.
Focus on the present. The tactics. The eyes, ears and hands. The
microscope. Feedback. Procedures. How? Act. Interaction with customers.
(Danger: The only “real work™.) Watch out for lurkers and perfectionists.
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Expectations: Applying the Strategic Plan

. Everyone knows the ratios among budget, time, personnel and quality
ratios both on specific projects and on how they are being evaluated by
their supervisors.

. Everyone knows the goals and why they are important to accomplishing
the mission and vision.

. Everyone has input on the strategic plan and is encouraged to comment
during its execution.

. Everyone knows the constraints of their roles.

. Everyone knows who makes decisions, what decisions they make and
how decisions are made, and input is encouraged at all levels during the

input phase and feedback is encouraged during feedback periods.

. Every employee can explain the mission and vision in a friendly and
non-bureaucratic manner.

. As long as an employee is achieving the goals within the constraints,
HOW they accomplish those goals are up to them.

. Everyone knows they work for the people of their community and the
whole library, not just their department or work group.

Supervisory Skills for New Managers

March 10, 2006
Pat Wagner, Pattern Research, Inc., PO Box 9100, Denver CO 80209
303-778-0880; pat@pattern.com; www.pattern.com
2



Why People “Buy”: Cost, Convenience and
Quality: The Market Triangle

a. Cost Saves money or makes money on the customet's terms.
Money, resources, material value, salaries, financial security, property,
savings, possessions, investments, options. False economies.

Do you want it cheap?

b. ConvenienceSaves time and solves problems.
Fast, close by, easy to use, invisible, no new information to learn,
familiar, fits in, reliable, easy to buy, can count on, comfortable, easy
to service, sleep well. False productivity.

Do you want it fast?

c. Quality: Creates Status - name brand, credibility, values.
Well-known, correct, credible, recommended, used by large
institutions; looks, sounds and acts right; reflects image customer has
of self, just like everybody, ties in other values, elite, attractive, sexy,
pious, religious, unique, different than anyone, rank, elite, special.
Subjective. Perfectionism.

Do you want it good?

Remember there are three bottom lines.
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The Technology of Workplace Agreements

Governance

—_

Who makes decisions?
What decisions do they make?
3. How do they make decisions?

N

Seven-step model

Disengage (Goodwill)

Gather Information (Curiosity)
Define Results (Precision)
Devise Strategies (Creativity)
Make Decisions (Focus)

Take Action (Courage)
Evaluate (Responsibility)

Nowums -

Four-step model

Input from everyone. We talk and listen. Transparency.
The decision is made. We decide and write. Legacy.
We do it. We act. Competency.

We evaluate. Input. Feedback

sl

We embark on every decision with the intention that we will collaborate and innovate.
Change is expected.
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10.
11.

12.
13.

Motivation

What helps people feel committed and inspired?

Listen for their stories. What is important to them, on their terms? What gives
their lives meaning and purpose?

See all the facets of your employees, colleagues, customers, students, faculty,
administrators, support staff, supervisors, taxpayers and leaders, not just the
good or the bad.

Use the values that are significant to the person, in the language or words he or
she uses, from his or her perspective.

Learn from them. Ask questions before you tell someone what to do; maybe you
don’t have to micromanage after all!

Stay in the present moment and talk about a compelling future. Use the past for
information, not for punishment. Tell them what you want, not what you don’t
want. Be concise.

Pay attention to the details of your behavior, so that you use the same sets of
behavior with the people you like AND the people you don’t like. Keep track so
you don’t forget anyone.

Less than five praises to one criticism can cause feelings of depression and
inadequacy even in healthy people. Do you recognize people only when they are
wrong?

Beware of cheapening praise by “gushing.”

Say thanks with your whole body: eyes, voice, smile and posture.

Praise so that it does not sound empty, rote and insignificant.

Model the behavior you want to elicit from others. For example, accept criticism
gracefully, invite specific feedback, praise publicly, thank people for their help,
let others manage and lead, delegate significantly, share the rewards, keep in
touch, do not choose to whom to be polite based on status, position, tenure, or
title, treat everyone with the same courtesy.

Help colleagues to save face: Criticize only in private.

Take responsibility for the mistakes you have made with colleagues and
employees in the past. Be aware that these will come back to haunt you when
you change your behavior.

Supervisory Skills for New Managers

March 10, 2006
Pat Wagner, Pattern Research, Inc., PO Box 9100, Denver CO 80209
303-778-0880; pat@pattern.com; www.pattern.com
6



Sensory—Specific Details

Pick an intangible “attitude” for your small group to work on that
you want someone to demonstrate in a workplace such as:
Respectful

Service-oriented

Professional

Team-oriented

Leadership-oriented

Pleasant

Thoughtful

® & & &6 O o o

Please describe how exactly a library employee might demonstrate
that would indicate to the average observer this attitude. For
example, if you wanted someone to demonstrate that he or she
was a leader, you might ask them to volunteer to run for office in
the state library association.

Each person should write at least five examples, and then compare
and discuss with your small group members what you wrote.

The behavior should be based on something you could see or hear,
not what the person thinks or feels. Remember, you can’t read
another person’s mind; keep asking yourself what you want them
to do in specific terms.
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8.

Coaching

Catch them,; tell them; reward them.

. Get to know the person you want to coach when they are at their best.

. Observe the person in different settings and situations with different

people if you can; are they really the best with family?

. Look for what you want to praise before you pick the thing you want to

improve. (CATCH them doing something right.)

Compliment them on the behavior that works. Give the person
information about what you like about what they are doing; this gives
them a sense of perspective. (I'ELL them they are doing it right and
REWARD them for doing it right.)

. Provide the person with a task that will “stretch” them into the new

behavior.

. Compliment the person on what worked.) (CATCH, TELL, REWARD,

repeat.)

. Give the person more tasks to “stretch” their behavior.) (CATCH,

TELL, REWARD, repeat.)

Observe the person in their normal work again.

Tell the person what is new about what they are doing and how

they are doing it. In other words, say what they successfully have
carried over from their new “stretch” behavior. (CATCH, TELL,

REWARD, repeat.)
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Improving Our Libraries

The things you do to create a well-managed library, with a consistent, fair,
transparent and reasonable infrastructure.

Please score each item as it applies to your library on a scale from ore to fen,
corresponding to from znever to always. You can use a number grade more than once.

1.

_____ Everyone is treated like a peer by everyone else. (It is part
of the culture of the library that everyone says good morning,
please and thank-you to everyone with good will, no matter
what their relative position.)

__ Clear expectations are communicated during the
recruitment, hiring and evaluation process, and the time and
effort are made to verify that new hires do understand their
job. No one has to guess what is required to succeed.

Policies and procedures are written down, and everyone
has their own copy. “If the plan is in your head, there is no
plan,” 1s taken seriously.

Everyone gets the same information at the same time,
regardless of bis or her position in the library. No one is allowed to
hoard information.

Everyone knows who makes decisions, what decisions
they get to make, and how decisions are made. Transparency
breeds trust.
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10.

11,

Everyone has the opportunity for input and recetve
feedback about why their ideas were accepted or rejected.

Everyone has the opportunity for leadership on
committees and collaborative projects.

Decisions that arise from meetings are communicated to
everyone within 24 hours after the meeting. Communication to
staff is the number one priority.

____ Everyone receives continual (at least twice a year)
training on management and supervisory skills, as well as cross
training in technical and professional skills. Supervisors and
managers are coached and evaluated on their success managing
people, not just on their technical and professional skills.

__ Managers know the difference between oversight and
micromanagement; as long as employees accomplish their
goals within the appropriate parameters of time, quality, cost
and civility, how they do it is up to them.

__ Everyone is evaluated regularly on both productivity and
workplace civility, with no exceptions for status, tenure,
credentials, etc. (Everyone is expected to do the job well and
treat each other well, even if they have tenure, are in a union
or have worked at the library for 35 years. Bullies are dealt
with swiftly.)
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12,

13.

14.

15.

16.

__ Feedback 1s given as constructive criticism: what needs to
happen “right” next time instead of what happened “wrong” last
time (negative criticism, blaming, lecturing about past
mistakes).

_____ Positive reinforcement (sincere, specific workplace
praise) is experienced at a ratio of better than 5-to-1 in most
interactions with supervisors as compared to complaints about
behavior. (Employees expect that most interactions with
supervisors will be realistically positive.)

_____ Everyone has experienced sincere specific workplace
praise at Jleast once in the last week from a supervisor or manager.
(Employees expect that most interactions with supervisors will
be realistically positive.)

____'There is a healthy, effective mechanism 1in place for
quickly resolving stalemates among employees and managers, and it 1s
used. (A disagreement between people is resolved within days
and the work moves forward.)

Everyone 1s expected to learn and grow.
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Online Resources

Basic Overview of Supervision

http://www.managementhelp.org/suprvise/suprvise.htm

Tips for New Managers

http://www.refresher.com/laestipsformanagers.html

Management, Leadership and Supervision

http://humantesources.about.com/od/managementandleadership

Vi

Supervisoral Development Planning

http://208.42.83.77 /supr_dev/supr dev.htm

Managing conflict

http://conflict911.com/conflictarticles/in-managerconflict. htm

Eight essential people skills

http://www.hopkins-business-communication-training.com/eight-
essential-people-skills.html
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