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LESSON 1
Effective Employee Leadership

Topics Covered

 About the different roles of managers and employees.

 How to motivate your employees.

Introduction

Great managers understand the difference between management and leadership. Truly great managers
bring out the best in their employees and find ways to convert employee potential into action. In this
lesson we will discuss some key principles in understanding how to be an effective leader.

1. First you will learn about the different roles you have as a manager and how defining different
employee roles can make the team more effective.

2. Then you will learn different theories and strategies on how to motivate your employees.

❋

1.1. Understanding Management and Employee Roles

Defining roles for managers and also employees is extremely important. Problems in teams often arise
when roles are not clearly defined and expectations are not communicated. Each member of a team,
whether he or she is a manager or employee, should know his or her individual role and the roles of
the other members of the team.

 1.1.1. Manager Roles and Responsibilities

A manager has many different responsibilities and wears many different hats. He or she performs the
following functions on a regular basis:

1. Supervises overall employee performance.

2. Analyzes work process and creates more efficient strategies to improve productivity and quality.

3. Creates business goals and objectives and ensures that his or her team meets these goals.

4. Manages the hiring process, promotions, training and career development of employees.
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5. Identifies problems and seeks out solutions.

A manager also plays three main roles:

1. Leader.  The manager provides information to his or her team and serves as a mentor and
coach.

2. Spokesperson.  The manager processes information and serves as the communicator between
his or her team and the rest of the company. The manager must always know what could
affect the team and constantly monitor progress.

3. Problem Solver. The manager uses the information from available sources and updates
processes, schedules and tasks, requests resources, and makes decisions.

One of the most important responsibilities a manager has is to clearly communicate expectations to
his or her employees. Direct reports must understand their tasks and responsibilities in order to meet
their manager’s expectations.

 1.1.2. Employee Roles and Responsibilities

There are many different job descriptions and responsibilities within any company, but most employees
have two basic roles:

1. Technical performer. Each employee must perform certain tasks at a productive level. In this
role the employee must understand how to perform these tasks and also understand how each
task will be evaluated.

2. Social performer. Each employee must be able to communicate and work cohesively in a
team. An employee must also be able to follow certain processes.

Teams sometimes do not have a good balance of skills or roles. Diverse teams tend to be stronger
because the team as a whole has more strengths and is more apt to work together than to compete with
one another.

Typically a manager analyzes his or her employees and assigns roles and responsibilities that fit each
person best. If there are gaps in skills, the manager should provide training opportunities to enable an
employee to acquire the skills and confidence to adequately cover that role.

Each role is equally important and a team is only as strong as its weakest point. Managers must make
sure each employee has the tools needed to succeed.
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 1.1.3. Working as a Team

Once each team member understands the roles and responsibilities of each person involved, it is time
to work as a team a create objectives and common goals that everyone can support and work toward.
When employees are involved with goal setting they are more likely to buy in to the team’s goals and
be successful.

Some advantages of setting goals as a team are:

1. Employee empowerment. By giving employees a voice in the goal setting process you motivate
and reward their ideas.

2. Commitment. Employees are more committed to a plan that they help form, and more
committed to a team in which they feel a sense of purpose and belonging.

3. Stronger working relationships. Working together as a team creates a bond among teammates
and a stronger respect for their manager. This promotes better communication and breaks
down barriers between employees.

Overall, understanding management and employee roles can make or break a team. Manage expectations
and focus on creating open communication within the team. As a manager, encourage your employees
to work with you, not for you. Also, trust your employees and empower them to help make
improvements.
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 Exercise 1: Understanding Management
and Employee Roles

 10 to 15 minutes

Answer the following questions:

1. Label each of the following responsibilities as a Manager role, an Employee role, or both.

A. Hiring and promotions.
B. Creating goals and objectives.
C. Identifying problems and finding solutions.
D. Following processes and performing skills.

2. Which manager role requires the manager to process information and serve as a communicator
between his or her team and the rest of the company?

A. Problem Solver
B. Leader
C. Spokesperson
D. Motivator

3. What are the two general employee roles that can be seen in most companies?

4. What are possible advantages of creating goals as a team?

A. Employee empowerment
B. Stronger working relationships
C. Commitment within the team
D. All of the above

5. Think about two teams you have worked on, one in which roles were clearly defined and one
in which they were not. How effective was each team?
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Solution

Exercise Solution

1. A. Manager role; B. Both; C. Both - the manager is ultimately responsible for this task, but
anyone in the team should be willing and able to help out; D. Both - employees definitely
have this role, but managers are employees at a different level so they have processes and
technical skills as well.

2. C. Spokesperson

3. Technical Performer and Social Performer

4. D. All of the above.

5. Your instructor will lead a discussion in class.

❋

1.2. Using Motivational Techniques

Motivation is any act that causes a person to take some sort of action. Typically motivation comes from
a person’s need and a reward is often given after fulfilling the desired action. Different people are
attracted to different types of rewards.

Managers often have the difficult task of finding ways to motivate their employees. There are two main
types of goals that a manager must focus on:

1. Organizational goals - Employees need to be motivated to help the company achieve its goals.

2. Personal goals - Employees must also be motivated to help themselves through creating and
achieving personal development goals.

 1.2.1. Theory of Motivation

There are many different theories related to motivation:

1. Maslow’s Hierarchy of Needs (Maslow 1954).

A. Once the first level was reached, an individual would want to reach the next level of
need.

B. Five levels.

i. Physiological needs - food, water, and basic materials needed by the body.
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ii. Safety needs - shelter, employment, safety, health, money.
iii. Belonging needs - social interaction, friendship, love, and support.
iv. Esteem needs - Status, responsibility, positive feedback, recognition, and

approval.
v. Self-actualization needs - personal development, achievement,

self-sufficiency.

2. Alderfer’s ERG Theory (Alderfer 1972).

A. This theory combined Maslow’s five levels into three and claimed that people could
move in any direction among the levels.

i. Existence.
ii. Relatedness.
iii. Growth.

3. Herzberg’s Two Factor Theory (Herzberg 2003).

A. This theory explained that there are two basic levels that all motivation falls under.

i. Motivators
ii. Hygiene factors

4. McClelland’s Acquired Needs Theory (McClelland 1985).

A. In this theory, McClelland explains that needs are acquired or learned because of life
experiences.

B. Three types of needs.

i. Need for achievement.
ii. Need for affiliation.
iii. Need for power.

5. B.F. Skinner’s Reinforcement Theory (Skinner 1953).

A. This theory proposes that people are motivated when their actions are reinforced.
B. Four types of extrinsic reinforcement.

i. Positive reinforcement.
ii. Avoidance learning (negative reinforcement).
iii. Punishment.
iv. Extinction (removing positive rewards after undesirable behavior).
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6. Ouchi’s Theory Z (Ouchi 1981).

A. This theory proposes that employees are more motivated when they feel involved
and committed to an organization.

B. Managers that use this theory provide rewards like promotions, added responsibilities,
and respect and appreciation for new ideas.

These theories are most helpful when using them in combination and finding what fits best for your
specific team. All of the theories focus on the basic elements of communication, feedback, creation of
goals and expectations, and satisfying individual needs.

 1.2.2. Reward Types

Rewards can typically be classified into two types:

1. Intrinsic/internal.

A. Pride of high standards - feeling good about the quality of work completed.
B. Meaningful work - feeling good about the purpose and benefit of the work performed.
C. Progress - feeling good about completing tasks and moving forward.
D. Choice and respect - feeling like your opinion and ideas matter.

2. Extrinsic/external.

A. Money - this could include a raise or a bonus or any type of monetary benefit.
B. Flexibility - this could include an alternative work schedule or telecommuting option.
C. Responsibility - this could include a promotion or the opportunity to lead a project.
D. Praise - this could be a tangible award of some kind, or positive feedback from a

boss, given either in private or in public.

Rewards can be useful as motivational tools, but ultimately the choice to be motivated in a task, process
or job is up to the individual. The most a manager can do is try to understand the needs of his or her
employees and find matching motivational rewards. A one-size-fits-all approach typically does not work
in a team because a reward that holds value to one person may not mean as much to another. Get to
know your employees and make sure they know what’s in it for them.

 1.2.3. Motivation Strategies

As you have learned, there are many theories and reward systems associated with motivation. There is
no perfect plan that works for everyone, but as a manager you must decide on a strategy. Make a plan
of action, and if it does not generate results, change it and try something different.
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Here are some basic strategy tips:

1. Reward behavior you would like repeated.

2. Communicate expectations so employees can exceed them.

3. Be creative and find rewards that specifically target the needs of each individual.

4. Ask your employees what motivates them and get them involved in the reward process.

5. Respect your employees and provide opportunities for growth.
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 Exercise 2: Understanding Motivation
 10 to 15 minutes

Answer the following questions:

1. Which two of the following are the main types of goals that a manager must motivate his or
her employees to focus on?

A. Organizational goals
B. Performance goals
C. Career development goals
D. Personal goals

2. Which motivational theory was one of the first created, and is the foundation from which
other theories were created?

A. Herzberg’s Two Factor Theory
B. Maslow’s Hierarchy of Need
C. McClelland’s Acquired Needs Theory
D. Alderfer’s ERG Theory

3. Label each of the following rewards as intrinsic or extrinsic.

A. Meaningful work
B. Money
C. Flexibility
D. Choice and respect
E. Praise
F. Pride
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Solution

Exercise Solution

1. A. Organizational goals, D. Personal goals

2. B. Maslow’s Hierarchy of Need

3. A. Intrinsic, B. Extrinsic, C. Extrinsic, D. Intrinsic, E. Extrinsic, F. Intrinsic

Conclusion

In this lesson, you have learned:

1. The different roles between management and employees.

2. How to motivate your employees.
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LESSON 2
Strategic Decision Making

Topics Covered

 How to analyze problems.

 How to analyze risks.

 How to find alternatives and make strategic decisions.

Introduction

Decision making is an important element of a manager’s daily responsibilities. In this lesson you will
learn about different processes and tools that can make decision making easier and that result in better
solutions.

❋

2.1. Analyzing Problems

Problems occur in businesses and teams every day. Often managers quickly try to fix the problem
without figuring out if a particular solution is appropriate for the specific problem. By analyzing a
problem first, managers can find the correct solution and reduce wasted time and resources.

1. The first step is to collect all available information about the problem and organize the data.

2. The next step is to distinguish a symptom from a cause.

3. Once you have found the possible causes, you need to determine the root cause.

4. After discovering the root cause you can find a solution.

 2.1.1. Collect and Organize Information

In order to analyze a problem you must first collect as much information as possible about the problem.
During this step you may not even be able to identify the problem. Gather facts and identify any
assumptions that might be related.

Next, you need to organize the data. Creating a visual representation of the data is a great way to do
so. The following are different visual tools to choose from:
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1. Concept map. This visual tool shows relationships between concepts in a hierarchical structure.
Place facts or assumptions in boxes and draw arrows between the boxes to show how they are
related. Use words like “might involve”, “contributes to”, and “causes” along the arrows to
explain the relationship between concepts.

2. Cause-effect diagram. This visual tool is also called a fishbone diagram or Ishikawa diagram.

A. Write down the main problem or effect you are facing and draw a box around it.
Draw a line from the box to the left side of the page.

B. Identify the different factors or categories involved with this problem. These could
be People, Equipment, Environment, etc. Draw a slanted line coming off the spine
of the fish and label each with the factors you came up with.

C. Brainstorm possible causes of the problem related to each factor. Draw horizontal
lines coming off each factor line and label them with these causes. If a cause can be
broken down further into sub-causes, add more slanted lines coming off the cause
lines.

D. Now you can see multiple causes that might be affecting the problem. You can cross
off any unlikely causes and investigate others more fully.
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Once you have a visual diagram or map of the problem with potential causes you can begin analyzing
the problem further.

 2.1.2. Symptom vs. Cause

Many times when trying to solve a problem, people look at symptoms instead of possible causes.
Symptoms are typically the result of the problem and trying to fix each of these issues causes more
work and usually does not fix the overall problem.

A symptom could be a computer that does not work or a light that has gone out. The cause is that a
fuse blew and the whole building is without power. If you try to just fix the symptom of the computer
that will not turn on, you will not get very far.

 2.1.3. Root Cause Analysis

Once you have discovered some potential causes of the problem, you have to decide what one thing
to fix. Root Cause Analysis is a process of finding the origin of the problem.

After identifying a list of potential causes, you need to drill down to find the root cause. A helpful
technique is to continue asking “why?” until you get to the root of the problem. So, again with our
non-working computer example:

1. Why is the computer not working? Because it will not power on.
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2. Why will the computer not power on? Because there is no power to the outlet.

3. Why is there no power to the outlet? Because there is no power in the whole building.

4. Why is there no power in the whole building? Because there is a blown fuse in the breaker
box.

5. Why is there a blown fuse in the breaker box? Because the wiring cannot handle the amount
of power needed for the building.

So now we see that the root cause is a wiring problem that will continue to occur if we do not hire an
electrician to fix it.

 2.1.4. Find a Solution

Once the root cause has been found, it is necessary to choose which solution to pursue. For each
solution, consider:

1. The needs of your team.

2. The company’s goals.

3. The budget or financial resources available.

Choose the solution that best meets the needs of your team and the company’s goals, after considering
the cost.
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 Exercise 3: Understanding How to Analyze
Problems

 10 to 15 minutes

Answer the following questions:

1. Which of the following is also called a Fishbone diagram because it looks like the skeleton of
a fish?

A. Mind map
B. Cause-effect diagram
C. Concept map
D. Classification diagram

2. True or False: A symptom is a result or effect of the cause. Fixing a symptom usually does not
fix the ultimate problem.

3. What are you trying to find if you start with a potential cause or symptom and continue to
ask “why” questions until you cannot drill down any further?

A. Effect
B. Solution
C. Symptoms
D. Root Cause

4. Think about a problem you have encountered at work in the past that was not effectively
addressed or solved. How might some of the things you have learned in this lesson have been
useful with respect to addressing and solving the problem?
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Solution

Exercise Solution

1. B. Cause-effect diagram

2. True.

3. D. Root Cause

4. Your instructor will lead a discussion based on this question.

❋

2.2. Analyzing Risk

Managers use risk analysis to identify potential problems and control risk efficiently.

To assess your risk, you need to consider:

1. What is the probability of something going wrong? Possible threats to consider include:

A. Resource shortages.
B. Operational issues.
C. Project schedule delays.
D. Scope creep.
E. Budget threats.
F. Technical issues.

2. What are the negative consequences associated with something going wrong?

The following items and/or information are generally helpful to have when assessing risk:

1. Project plans and charts.

2. Budget and finance information.

3. Marketing data.

4. Any relevant trend analysis.

Follow these steps to analyze risk:

1. Make a risk estimate.
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Estimate the probability that the threat will occur (percentage).A.
B. Decide the cost of the particular threat.
C. Multiply the probability percentage by the estimated cost to give your risk a

quantitative value.

2. Weigh options and manage risk decisions.

A. Consider steps you can take to reduce risk and decide if the benefit is worth the cost.
B. Alter your plans to reduce risk if possible.
C. Create a plan of action in case the threat occurs.

Elliminating all risk is impossible; the key is to decide which risks are worth taking. Examine the risks
and make knowledgable decisions for moving forward.
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 Exercise 4: Understanding How to Analyze
Risk

 10 to 15 minutes

Answer the following questions and then discuss as a class.

1. True or False: Risk is simply the probability of something going wrong.

2. Which of the following would be helpful when analyzing risk?

A. Project plan
B. Finance and budget documents
C. Trend analysis
D. All of the above

3. Threat A has a 30% probability of occurring and would cost $20,000. Threat B has a 60%
probability of occurring and would cost $12,000. Which threat has the greater risk?

4. Think about two things that could go wrong on your team or in your department. How would
you assess the risk associated with each?
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Solution

Exercise Solution

1. False. Risk is a combination of the probability of something going wrong and the negative
consequences associated with something going wrong.

2. D. All of the above

3. Threat B has the higher risk because the risk value is $7,200, and Threat A’s risk value is only
$6,000.

4. Your instructor will lead a discussion based on this question.

❋

2.3. Finding Alternatives

After analyzing your problem and analyzing risk, it is often worth considering alternative solutions.
Compare your options and make the decision that offers:

1. The greatest benefit.

2. The lowest risk.

3. The best solution to fix the root cause.

4. The lowest cost.

An excellent tool to use when comparing alternative solutions is a decision matrix.

1. List all of the alternatives along the horizontal axis of the matrix.

2. List any criteria that is important in this decision on the vertical axis.

3. If certain criteria is more important than others, add a weight factor column.

4. Give a rating for each alternative based on how well it meets the criteria need.

5. Multiply the rating by the weight factor to give a score for each alternative.
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Once you can visually see a hierarchy of scores, it is easier to see which alternatives are best. However,
the score may not give you the ultimate answer. You are still the manager and you must make the
decision you believe is best. Use these tools as guides to help you compare options and also to help you
explain your decisions to others.
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 Exercise 5: Understanding Alternatives
 5 to 10 minutes

Answer the following questions and then discuss as a class.

1. Which of the following is a helpful tool to use when comparing alternative solutions?

A. Alternative finder
B. Decision matrix
C. Trend locator
D. Solution graph

2. True or False: Once you give scores to each alternative, you must choose the solution with
the highest score.
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Solution

Exercise Solution

1. B. Decision matrix.

2. False. The matrix is just a tool to give guidance. You still make the decision you believe is
best.

Conclusion

In this lesson, you have learned:

1. How to analyze problems.

2. How to analyze risks.

3. How to find alternatives and make strategic decisions.
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LESSON 3
Management Strategies

Topics Covered

 The importance of prioritizing projects and tasks.

 How to create effective project deadlines.

 How to manage resources successfully.

Introduction

Managers and project managers have different roles, but most managers must understand how to do
both. This lesson will give an overview of some important functions you should know when managing
projects.

❋

3.1. Understanding Priorities

Successful managers understand the importance or prioritization. Deciding which projects are most
important and knowing how to prioritize what needs to be done in order to manage resource limitations
is crucial.

It is important to find balance between the project scope and the time, resource, and budget constraints.
A high quality product is always ideal, but not always possible depending on your constraints. Decide
what takes priority so you can make appropriate decisions.

Use a ranking scale to determine the priority of a requirement or project:

1. List all requirements, issues, or projects (whatever you are prioritizing).

2. Decide which type of ranking scale to use. You can use a numeric scale of 1 - 10 or simply
assign each item a high, medium or low priority title. Choose any ranking scale that works
for you.

3. Assign a value from your ranking scale to each item on the list.

4. Reorder the list to show high priority items on top.
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The ranking scale is a helpful tool, but how do you decide how to rank each item? These next steps
explain a more detailed Prioritization Process:

1. Make a list of the items you need to prioritize in a spreadsheet. If certain items are dependent
on one another, combine them and just list the first item within that group or add a summary
of the items.

2. In the next column give each item a rating from 1 to 9 based on the benefit each requirement
or project provides to the company. A score of “1” would mean very little benefit and a “9”
would indicate the highest benefit.

3. In the next column use the same 1 to 9 scale, but this time estimate the possible consequence
of not including this requirement or completing the project. A score of “1” means there is no
penalty or consequence. A “9” means there would be a serious penalty if this requirement
were not included.

4. In column 4, enter the total value by adding the scores for benefit and consequence together.

5. In column 5, give each requirement a value from 1 to 9 based on cost. A score of “1” would
indicate a very low cost to implement. A score of “9” would indicate a high cost. When
evaluating costs, consider labor costs, materials costs, software expenses, and opportunity costs.

6. In column 6, rate the difficulty of the item. A score of “1” would require an expertise that
might exceed your team’s abilities. A score of “9” would be simple and require very little effort.
The difficulty rating also shows the level of risk for each item.

7. In column 7, calculate the priority number for each item. Take the value from column 4 and
divide it by the cost from column 5. Then add the difficulty value from column 6. Once you
have priority values you can sort the spreadsheet.

Using priorities helps distinguish projects or requirements that offer value to the company. The
cost-effective, and most important projects move to the top and the high cost, high risk projects get
eliminated or put on hold.
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 Exercise 6: Understanding How to
Prioritize

 10 to 15 minutes

Answer the following questions:

1. True or False: Quality is always the top priority, regardless of time, budget, and resource
constraints.

2. If you want to create a basic priority scale you can use which type(s) of ranking scales?

A. Numeric (1 to 9)
B. Descriptive (high, medium, low)
C. Categorical (must have, should have, nice to have)
D. All of the above

3. When using a detailed priority spreadsheet, which two columns do you add to get the value
in column 4?

A. Cost and Benefit
B. Benefit and Consequence
C. Difficulty and Consequence
D. Cost and Difficulty

4. Think about some of your priorities in your current job. Prioritize them using the detailed
Prioritization Process explained in this lesson. Do you agree with the results?
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Solution

Exercise Solution

1. False. You must decide what is most important based on your specific constraints.

2. D. All of the above.

3. B. Benefit and Consequence.

4. Your instructor will lead a discussion in class.

❋

3.2. Creating Effective Deadlines

Deadlines are extremely important in business and in life. Missing deadlines can make a manager and
a team look irresponsible and unreliable. The key to meeting deadlines is creating appropriate deadlines
in the first place.

Time estimates can be difficult, but they are very important. Time estimates:

1. Determine the deadlines you create and effect individual schedules.

2. Drive contract pricing and overall delivery.

3. Guide customer expectations.

Time estimates help create deadlines. Unfortunately, coming up with accurate time estimates and
deadlines is not easy.

The following steps can be helpful with respect to creating effective deadlines:

1. List all major tasks within the project and understand the main goal you need to achieve.

2. Estimate how much time is needed to complete each task within the project. Include time for
administrative tasks and possible interruptions.

3. Add buffer time to the project as a whole. Things will go wrong and you need to plan for this.
It is much better to deliver a project early than late.

4. Make sure to stay on top of task deadlines and make adjustments as necessary. Project deadlines
require constant attention from the project manager. Once one deadline is missed, the whole
project can spiral out of control if the problem is not discovered quickly and the schedule
adjusted.
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A good manager must drive the project and keep the team on top of each deadline. A great manager
will also be flexible and be prepared for problems.
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 Exercise 7: Understanding How to Create
Effective Deadlines

 10 to 15 minutes

Answer the following questions:

1. True or False: As a manager, missing deadlines can make you look irresponsible and unreliable.

2. When estimating time for each task within a project, what should you account for?

A. Time to perform the task.
B. Meeting time.
C. Emergencies and interruptions.
D. All of the above

3. True of False: Managers must push deadlines and make sure they are met at any cost.
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Solution

Exercise Solution

1. True.

2. D. All of the above.

3. False. Managers do push the project forward and try to maintain deadlines but they must also
be flexible and make adjustments when necessary.

❋

3.3. Managing Resources

Resource management typically involves the management of people on a project, but it also includes
a few other items. The following are some examples of items included in resource management:

1. People

A. Employees.
B. Contractors.
C. Vendors.

2. Equipment

A. Computers and servers.
B. Vehicles.
C. Desks and chairs.
D. Telephones.

3. Material

A. Food items (restaurant).
B. Paper (printing company).
C. Concrete or lumber (construction company).
D. Instruction manuals (training company).
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 3.3.1. People

It is important to assign tasks to people who have the skills to succeed. Managing schedules and
accurately assessing how much work one person can complete in a given amount of time is essential as
well.

Managers must effectively communicate expectations and give frequent feedback to their employees.

The following are some important things to think about when managing people:

1. Explain the goals of the project to your team so everyone works toward those goals.

2. Delegate tasks to each individual and explain the roles of each team member for the overall
project. Do not force or dump work on anyone.

3. Continually monitor overall progress and the progress of each individual. Help where it is
needed.

4. Encourage and reward employees when possible. Keep your employees motivated toward
achieving the project goals.

 3.3.2. Equipment

Equipment can be very different depending on the type of project you are managing. Make sure you
have the right equipment where it is needed. Also make sure that your equipment has everything needed
to run properly.

The following are some important things to think about when managing equipment:

1. Identify what equipment is needed for the specific project.

2. Determine the quantity of each equipment item that will be needed.

3. Create a schedule of when each equipment unit will be used. For example, if you have five
trucks and ten people, you will need to design a schedule so the trucks are used during multiple
shifts and dropped off at certain locations.

4. Test that each equipment unit is working properly and be prepared for when it breaks.

 3.3.3. Material

Any project that involves some sort of tangible deliverable includes materials. A software project might
include the actual discs and printed installation instructions. A manager must make sure the right
materials get to the right people on time.
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The following are some important things to think about when managing materials:

1. Be aware of your material needs during different levels of production to maintain a consistent
flow of materials.

2. Prepare for challenges such as shipping errors, incorrect billing, receiving errors, and inaccurate
counts. Make adjustments quickly.

3. Ensure that your materials are delivered on time and within the project budget.

36 | LESSON 3: Management Strategies

EVALUATION COPY: Not to be used in class.



 Exercise 8: Understanding How to Manage
Resources
 5 to 10 minutes

Answer the following questions:

1. Which of the following is NOT part of resource management?

A. Marketing.
B. People.
C. Material.
D. Equipment.

2. If your project was excavating a certain area of a mine for copper to give to a purchasing
company, what would be good examples of your people, equipment, and materials?

3. Think of a project you are currently working on and identify all the resources. Are you currently
managing all the resources effectively?
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Solution

Exercise Solution

1. A. Marketing.

2. People: vehicle operators, mine supervisors, purchasing company representatives; Equipment:
Shovels, Haul Trucks, radio equipment, computers; Material: copper.

3. Your instructor will lead a discussion in class.

Conclusion

In this lesson, you have learned:

1. The importance of prioritizing projects and tasks.

2. How to create effective project deadlines.

3. How to manage resources successfully.
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LESSON 4
Effective Negotiation

Topics Covered

 How to negotiate effectively.

 How to compromise successfully.

 How to influence decision makers.

Introduction

Negotiation is a conversation between people with different opinions or desires. This lesson will cover
the skills necessary for any successful negotiator. These skills are communication, compromise, and
influence.

❋

4.1. Using Negotiation Strategies

Negotiation is a part of every day life, but it is a crucial skill for any manager. Some people see
negotiation as a sign of conflict, but conflict and negotiation do not need to go hand in hand.
Negotiation is simply the process of finding an agreeable solution between two or more interested
parties.

There are different ways to negotiate, but in general here are some steps to follow:

1. Assess the situation. Each negotiation has a different set of goals, circumstances and people
involved. It is important to gather as much information as possible so you are prepared and
understand all of the elements involved.

2. Be objective, not biased. Analyze the problem, and do not let personal feelings cloud your
judgment.

3. Determine which type of negotiation the situation is:

A. One time negotiation: In this type of situation, it is unlikely that you will interact
with the person or company again.

B. Repeating negotiation: In this situation, you intend on making the same agreement
or similar negotiations with the same person many times.
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C. Long term relationship negotiation: In this situation, you are negotiating for the first
time but hoping to create a lasting business relationship with the person or company.

4. Identify any possible points of conflict. There are two main types of negotiation conflict to
look for:

A. Agreement conflict - This occurs when one person’s views, values, beliefs or position
clashes with those of another person or group.

B. Allocation of resources - This type of conflict involves money, material, equipment,
employees, or products.

5. Focus on the interests of all parties involved. Changing someone’s position or belief is extremely
difficult, so do not waste your time. Focus your energy where it can be most beneficial. Find
common interests in order to find common ground.

6. Determine what your personal goal or company goal is for each negotiation.

7. Work together. All parties should be involved in finding or creating solutions for mutual
benefit.

8. Identify objective criteria to assess possible solutions. Make sure all parties agree to these
metrics.

9. Decide whether this negotiation is required or whether you have the option to walk away.

10. Identify the deadline for negotiations. Allowing negotiations to drag on is costly, so set a time
limit.

Each person involved in a negotiation has different wants and needs. The ultimate goal is to find the
right combination so everyone walks away with the maximum gained.

 4.1.1. Pitfalls of Negotiation

The following are common pitfalls that you should avoid in negotiation:

1. Lack of analysis and planning. You should know certain things before you begin negotiating.
Make sure you have thought through the following items both from your perspective and, as
best you can, from the perspective of the person you are negotiating with:

A. Goals.
B. Alternatives.
C. Walkaway point(s).
D. Time limits.
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2. Lack of communication. Often both sides want the same thing but neither wants to reveal
their hand. In doing this, both sides lose. Make sure you express everything your side wants.
If you do not communicate your wants, the other side can never agree to them.

3. Failure to read your opponent. Good negotiators can determine what the other person wants
to hear. They react in the moment and know what to say and how to say it.

 4.1.2. Barriers to Negotiation

There are certain obstacles you need to avoid in effective communicaiton and negotiation. These can
be real or perceived. The following are some examples of these barriers:

1. Language differences. Effective negotiation relies on clear communication given and received
from both sides. A language difference creates added risk that messages on both side could be
misunderstood. To overcome this obstacle you may need a translator. You can also eliminate
any slang or cultural expressions and use diagrams and pictures as much as possible. Confirm
that your message is being accurately received.

2. Personal issues. Occasionally we are distracted at work by situations in our personal lives. A
person who recently had a death in the family or going through a divorce does not always
have the ability to focus clearly. Be sensitive to these types of situations and postpone your
negotiation if possible. If negotiations cannot wait, be aware that you may need to check for
understanding frequently to make sure your communication is clearly received.

3. Presumptions or preconceived notions. Most negotiations begin with both sides aready
leaning in certain directions and making assumptions about the other person. Be aware of
this fact and adapt. Discuss this openly and counteract any important points up front. For
example you might say to the other party, “You may have assumed that my stake in this
proposal is personal, and you would be right”. Address these barriers so you can open
communication.

A successful negotiation requires that both sides get to speak, be heard, and be understood. The barriers
just discussed can keep these three key points of communication from occurring. Overcome these
obstacles so you can understand one another. Remember, you do not have to agree with the other
person, but you must listen attentively and understand what is being communicated.

Negotiation skills are not learned overnight, but preparation and analyzation can make you look like
a professional. Face each negotiation opportunity as a completely new situation and prepare for all
possibilities.
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 Exercise 9: Understanding Negotiation
Strategies

 5 to 10 minutes

Answer the following questions:

1. What is the first step when beginning negotiations?

A. Identify the deadline.
B. Assess the situation and gather information.
C. Identify objective criteria to assess solutions.
D. Identify potential conflicts.

2. If a manager begins negotiations with a contractor and hopes to send multiple projects to this
person in the future, what kind of negotiation would this be?

A. One time negotiation.
B. Repeating negotiation.
C. Long term relationship negotiation.

3. A common pitfall of negotiation is not being prepared or having a plan. What items should
be part of your plan?

A. Walkaway point.
B. Goals.
C. Time limits.
D. Alternatives.
E. All of the above.

4. Which of the following can be a perceived barrier to negotiation?

A. Language differences.
B. Personal issues.
C. Preconceived notions.
D. All of the above.

5. Recall a recent negotiation you were involved with. Did you think about the other parties’
goals ahead of time? Were you right?
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Solution

Exercise Solution

1. B. Assess the situation and gather information.

2. C. Long term relationship negotiation.

3. E. All of the above.

4. D. All of the above.

5. Your instructor will lead a discussion in class.

❋

4.2. Understanding the Power of Compromise

Compromise can be very beneficial, but only when it is executed properly. Compromise can be harmful
to a negotiation if one side is either demanding or simply gives in.

Negative compromise, sometimes called unilateral compromise, is when one side appears to win all
the battles. This type of negotiation typically includes mistrust and manipulation and there is no long
term success for either side.

Genuine compromise, on the other hand, is a positive form of compromise in negotiations. The
following steps will provide tips for successful genuine compromise:

1. Create an open, friendly environment for negotiation that leaves egos, attitudes and
manipulation at the door.

2. Encourage two-way communication through listening and honesty.

3. Discuss the wants and needs for both sides and create a list for continued discussion.

4. Identify alternatives for both sides.

5. Start making decisions together, keeping both sides on equal ground with equal decision
making power. Make sure that both sides benefit from the compromise.

Most negotiation scenarios do not involve a fixed pie. Situations are not so mathematically perfect to
say that one side gets 60% and the other side gets 40%. Many people believe that to compromise, you
must give something up. If you think outside the fixed pie, you may find something the other side
wants that you care nothing about. Be open and remember to find alternatives.
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 Exercise 10: Understanding the Power of
Compromise

 5 to 10 minutes

Answer the following questions:

1. What are the two main types of compromise?

A. Genuine compromise.
B. Power compromise.
C. Listening compromise.
D. Negative compromise.

2. True or False: Compromise means that each side must give up something important in order
to get something in return.
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Solution

Exercise Solution

1. A and D. Genuine compromise and negative compromise.

2. False. Always look at alternatives and communicate openly. You may not have to give up
anything.

❋

4.3. Influencing Decisions

The ability to influence others is key for negotiating successfully. The guidelines below are helpful
when preparing for a negotiation.

Guidelines for influencing decisions:

1. Decisions are made by people with power, not necessarily by the smartest or most qualified
people. Realizing this is an important first step in understanding that you can influence decision
makers.

2. Be a good teacher and salesperson. It is your responsibility as the influencer to make sure the
decision maker understands your point.

3. Put personal goals aside. A decision maker must focus on the impact of a decision on the
whole company. This must be your focus as well. Make sure to clearly explain the pros of
your position for the whole company.

4. Be prepared and do not waste time. Only argue the important points and be succinct and
efficient. It is your responsibility to influence, so make sure you do not lose your audience
with tangents or unnecessary details.

5. Be realistic and explain the benefits and the costs involved with your plan. Be ready for many
additional questions on this subject. Questions are a positive sign that the decision maker is
listening and interested in your knowledge and ideas.

6. Be respectful and gain respect in return. By being prepared, not wasting the person’s time,
showing your desire to help the company, and leaving any negative opinions at the door, you
will earn the decision maker’s respect.

7. Whatever decision is made, support it and remain a positive influence within the company.
It is not about a personal win, and being negative or opposing the decision makers is a losing
situation for everyone.
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Influencing others involves a combination of persuasion and negotiation. It is a skill that requires
knowing what to say, when to say it, and how to say it. Influential people practice and generally follow
these basic tips in business and in life:

1. Use logic. An argument based on facts is hard to dispute. Research and study your ideas so
they sound intelligent and logical when you present them.

2. Be positive. Confrontation and negativity typically do not influence.

3. Focus on what the other person needs and gain trust.
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 Exercise 11: Understanding How to
Influence Decisions

 5 to 10 minutes

Answer the following questions and:

1. True or False: People that make decisions are always the most qualified to make the specific
decision.

2. To be a good influencer you must be able to sell your idea, and also do what?

A. Teach the idea or concept.
B. Compromise.
C. Compliment the decision maker.
D. Be confrontational.

3. What should you do if the decision maker does not choose your idea or agree with your point?

A. Argue your point until the decision maker listens to reason.
B. Accept the decision but complain to your coworkers about the incompetence of

upper management.
C. Support the decision and remain positive.
D. Do not say anything negative and implement your idea secretly.
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Solution

Exercise Solution

1. False. The decision maker has the most power but may not be the smartest or most qualified
person to make the decision.

2. A. Teach the idea or concept.

3. C. Support the decision and remain positive.

Conclusion

In this lesson, you have learned:

1. How to negotiate effectively.

2. How to compromise successfully.

3. How to influence decision makers.
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LESSON 5
Supportive Leadership

Topics Covered

 How to support employee needs and ideas.

 How to support employees through effective communication.

Introduction

Supportive leadership is a type of leadership in which managers work to get the most out of their
employees by ensuring their employees feel valued and by creating a positive environment in which
their employees listen to and respect each other, thus maximizing each individual employee’s ability
to contribute to the team. While the degree to which supportive leadership is effective varies by
organization, all managers should at least be familiar with the concept and practice supportive leadership
to some extent.

In this lesson we will discuss how advocating employee ideas and communicating effectively can help
you be a better supportive leader.

❋

5.1. Advocating Employee Ideas

A good idea cannot evolve if it is not heard by the right person. It needs someone with the power to
make a change and put the idea into action. As a supportive manager it is your responsibility to take
the ideas given to you by your employees and give them the proper voice and the attention they deserve.

In order to get your employees to share their ideas with you, you will need to gain their respect and
trust. Supportive leaders:

1. Give fewer orders and make fewer demands. Instead they give their employees responsibility
and tools to be self-proficient.

2. Respect their employees’ opinions and regularly ask for input. Their employees respond
because they trust their managers to back them and their ideas.

3. Get to know their employees as people, not just as employees.

4. Model polite, respectful and considerate behavior.
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5. Are willing to jump in and assist their employees when necessary.

6. Understand that employees learn differently and are patient when explaining things.

Supportive leaders focus on three main areas:

1. Employee emotions.

2. Employee training.

3. Employee inclusion.

 5.1.1. Employee Emotions

Supportive leaders consider the emotions of their employees when making managerial decisions.
Employee emotions should not dictate your decisions, but you should always be aware of how a decision
may affect the members of your team and any adverse effects that may follow.

Here are some suggested behaviors to be more successful in managing employee emotions:

1. Treat each of your employees as an individual and appreciate them for their individual talents.

2. Respect employee opinions and ideas.

3. Show empathy and support whenever needed, whether the situation be work-related or
personal.

 5.1.2. Employee Training

Training is another important way to make your employees feel supported and appreciated. Employees
are much more efficient and motivated when they are given the proper training to perform their job.
A skilled employee is also much more likely to provide educated solutions and new ideas for the team.

Here are some suggested behaviors to be more successful in managing employee training:

1. Be patient and thorough when providing instruction.

2. Give employees the opportunity to try new processes or responsibilities in a safe environment
first.

3. Be aware of any gaps in skills and provide training opportunities in a timely manner.

 5.1.3. Employee Inclusion

Employees want to feel like they make a difference. They want a partnership where their ideas count.

52 | LESSON 5: Supportive Leadership

EVALUATION COPY: Not to be used in class.



Here are some suggested behaviors to be more successful in making employees feel included:

1. Ask your employees for input and opinions.

2. Show confidence in your employees.

3. Provide positive feedback when an employee offers an idea or contributes to the team.
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 Exercise 12: Understanding How to
Support Employees

 10 to 15 minutes

Answer the following questions and then discuss as a class.

1. What are the three main areas that supportive leaders focus on?

A. Employee training.
B. Employee salary.
C. Employee inclusion.
D. Employee emotions.

2. True or False: Employees who trust their manager and feel that they are supported are more
likely to share ideas.

3. Which of the following is a good way to make an employee feel included?

A. Ask your employees for input and opinions.
B. Show confidence in your employees.
C. Provide positive feedback when an employee offers an idea or contributes to the

team.
D. All of the above.

4. Think about managers you have had in the past and answer the following questions:

A. Did you like working for some more than others? Why?
B. Which manager did you do your best work for?
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Solution

Exercise Solution

1. A, C and D. Supportive leaders focus on employee emotions, training and inclusion.

2. True.

3. D. All of the above.

4. Your instructor will lead a discussion based on this question.

❋

5.2. Communicating Effectively

Supportive leaders listen carefully to their employees and communicate effectively to make sure needs
are met and expectations are understood. Communication is an essential skill of any manager and
requires the following:

1. Listening Effectively.

2. Modeling Effective Communication.

3. Encouraging Effective Communication.

 5.2.1. Listening Effectively

Listening is essential in order to communicate effectively. Successful communication establishes common
ground and understanding, whether it is between a manager and an employee, or a discussion among
co-workers.

Active listening is a structured communication technique that can minimize misunderstandings, improve
collaboration, and promote respect within the team. Often we think about what we want to say next
in a conversation rather than actually listen to what the other person is saying. Active listening requires
the listener to focus on the speaker’s message and confirm that they undertood it correctly.

Follow these active listening steps:

1. Listen to your employee when he or she is speaking and give your full attention.

2. Once the employee is done speaking, tell him or her what you hear by re-stating the
information in your own words.

3. Confirm that you understood the message that your employee was trying to convey.
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4. Respond to your employee’s need or concern, based on what you heard and understood.

 5.2.2. Modeling Effective Communication

When communicating with your employees, model the skills you want them to use in communication.
Lead by example in your listening skills and how you deliver important information to your employees.
People retain knowledge better through repetition, so the more someone sees a skill or behavior the
more likely they are to remember it.

The following are some suggested behaviors:

1. Be confident, but not arrogant.

2. Convey a consistent view that shows what you stand for and who you are.

3. Prove that you are reliable and approachable.

4. Build trust so your team will want to follow your lead.

5. Engage and motivate your employees through your words.

6. Listen to your employees and give them your full attention during conversations.

 5.2.3. Encouraging Effective Communication

Effective communication is essential for managers, but communication among employees is just as
important. Modeling the proper skills and techniques helps teach your employees, but you also need
to encourage your employees to communicate effectively with each other and with you.

The following are some suggestions for encouraging effective communication:

1. Provide formal communication training to emphasize its importance and offer supportive
material to help enhance communication skills.

2. Give employees opportunities to run meetings and work together on projects to promote
communication.

3. Create recognition and reward programs for employees who improve processes or complete
projects using exceptional communication skills.

Supportive leaders communicate effectively and they teach their employees the skills to be effective
communicators as well. The success of a supportive leader is measured by the success of his or her team.
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 Exercise 13: Understanding How to
Communicate Effectively

 5 to 10 minutes

Answer the following questions and then discuss as a class.

1. True or False: When communicating as a supportive leader it is important to stand your
ground and make sure your employees see you as confident and inflexible.

2. When listening to your employee, what should you do after the employee is done speaking?

A. Answer the question or comment.
B. Tell him or her you will get back to them after looking into it further.
C. Re-state what your employee said and confirm you understood correctly.
D. Wait for the employee to ask you to speak.

3. What is a good way to encourage effective communication among your employees?

A. Give employees opportunities to lead meetings or projects.
B. Provide formal communication training.
C. Create a recognition or reward program.
D. All of the above.
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Solution

Exercise Solution

1. False. Although it is important to show confidence and be consistent in your views, your
employees should also see you as approachable and as someone who will listen to their opinions
and be willing to make changes when necessary.

2. C. Re-state what your employee said and confirm you understood correctly.

3. D. All of the above.

Conclusion

In this lesson, you have learned:

1. How to support employee needs and ideas.

2. How to support employees through effective communication.
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LESSON 6
Measuring Business Performance

Topics Covered

 How to analyze business performance.

 How to understand return on investment (ROI).

Introduction

Every manager must at least understand the basics of finance and the impact of business decisions on
the company. In this lesson you will learn the basics of financial analysis and the importance of ROI.

❋

6.1. Understanding the Basics of Financial Analysis

As a manager you may not have to perform the financial analysis yourself, but you should understand
what certain financial elements mean when a business report is given to you. By looking at these elements
and financial data you can determine whether to maintain current business processes or if changes are
needed.

Financial analysis typically assesses the following financial characteristics:

1. Viability.

2. Stability.

3. Profitability.

4. Solvency.

These characteristics could be used to analyze the company as a whole, or perhaps just a project.
Managers are typically given data and reports by financial analysts. It is important to know what to
look for in these reports so that you can use them to help guide your business decisions.
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Viability

Financial viability is the ability of a company or project to achieve objectives and goals and maintain
business processes long term. Viability means that a business can survive and sustain profits over a
period of time.

Stability

Business stability is the ability to remain in business and profitable. A stable company should have
consistent profits, earnings and often growth. To analyze stability you usually need to look at income
statements and balance sheets from the past few years.

Profitability

Business profitability is the ability to earn income, meaning to bring in more revenue than the company
spends in a given period of time. Profitability is seen on a company’s income statement.

Solvency

Financial solvency is the ability to pay costs and obligations associated with running the business.
Solvency is typically assessed as a long term ability to pay bills in order to remain in business. Balance
sheets that show the financial condition of the business are best for this analysis.

 6.1.1. Financial Statements

Financial analysis is based off regularly scheduled reports and statements that determine the well-being
of the company financially. Managers should be familiar with the following statements:

1. Income statement:

A. This statement shows financial data over a certain period of time. It displays the
revenue that was made and the costs and expenses incurred. Using these values the
income statement calculates the net income (profit).

B. Managers use income statements to see if the company made or lost money during
a specified period of time.

2. Balance sheet:

A. A balance sheet is a snapshot of a company’s finances at a single point in time.
B. A balance sheet shows assets, liabilities and equity. Equity is calculated by taking the

total asset value and subtracting the total liabilities (Equity = Assets - Liabilities).
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C. Managers use balance sheets to determine a company’s net worth and often look at
multiple balance sheets from different points in time to compare.

3. Cash flow statement:

A. This statement captures the flow of cash in and out of the business.
B. The cash flow statement reports positive and negative cash flow related to operating

activities, investing activities, and financing activities.
C. This statement is used to evaluate changes in assets and liabilities which relate to the

balance sheet. Managers also use this statement to determine cash availability, timing
on payments, and forecasting for net cash flow.

 6.1.2. Types of Analysis

There are many different methods of evaluating business finances and performance. The type of business
and the operation style can also impact what a company values and considers important.

Here are some types of financial analysis that most managers should know at a high level:

1. Break-even analysis:

A. The break-even point is when revenue and cost are the same and your net income
equals zero.

B. Once you know the break-even point in sales dollars, you can divide it by the selling
price per unit to determine how many units you have to sell to break even.

C. This analysis can help you determine whether to increase sales prices or to focus on
selling more volume.

2. Past performance comparison:

A. This analysis compares data from a given period to the equivalent data from a prior
period.

B. Managers use this analysis to identify a company’s performance trends over a period
of time and then determine how a company might perform in the future.

3. Benchmarking:

A. Benchmarking is when you compare your business metrics with industry standards
or other successful companies.

B. Quality, time, cost, and revenue are the elements often compared.
C. Managers use benchmarking to determine their level of performance and to identify

any areas that need improvement.
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4. Return on Investment:

A. Return on investment analysis evaluates the financial consequences of business
purchases or actions.

B. In this analysis you determine a value for the gain or benefit received and account
for both initial costs and ongoing costs.

C. Managers use this type of analysis to determine the benefit or cost of certain business
decisions.

All of these calculations and types of financial analysis can be used by managers in different ways. In
most situations you can use them to determine whether a business or project is profitable and successful.
Depending on your short and long term objectives, you may want to look at past reports, current
numbers, and even future projections. Choose the analysis that works best for your situation.
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 Exercise 14: Understanding the Basics of
Financial Analysis

 10 to 15 minutes

Answer the following questions:

1. Which financial characteristic is typically assessed as a long term ability to pay bills in order
to remain in business?

A. Profitability
B. Viability
C. Solvency
D. Stability

2. Which financial characteristic is the ability to remain in business and profitable with consistent
profits, earnings and growth?

A. Profitability
B. Viability
C. Solvency
D. Stability

3. Which type of financial analysis compares your business metrics with industry standards and
is used to determine a company’s level of performance and to identify any areas that need
improvement?

A. Benchmarking
B. Break-even analysis
C. Past performance comparison
D. Return on investment

4. Which type of financial analysis compares data from a given period to the equivalent data
from a prior period in order to identify a company’s performance trends over a period of time?

A. Benchmarking
B. Break-even analysis
C. Past performance comparison
D. Return on investment
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Solution

Exercise Solution

1. C. Solvency

2. D. Stability

3. A. Benchmarking

4. C. Past performance comparison

❋

6.2. Understanding Return on Investment (ROI)

Return on investment (ROI) is an analyzation method to help determine if a purchase or investment
is worth the cost. ROI accounts for both initial costs and ongoing costs. To calculate ROI, subtract
the cost of an investment from the gain from the investment and divide the result by the cost of the
investment (ROI = (Gain - Cost) / Cost).

Some things to be aware of when performing a ROI analysis are:

1. In situations in which it is easy to quantify all results, it is easy to calculate ROI. Unfortunately,
it is not always easy to quantify results. Sometimes you must analyze the ROI of people or
processes. The following are different types of data for which it is often difficult to calculate
ROI:

A. Learning data. If your employees gained new knowledge or skills in order to achieve
a business goal, the skills or subjects learned have value, but it is hard to quantify
this value.

B. Impact data. This would include any data that is a direct result of the new project
or process, such as productivity, product quality, employee turnover, customer
satisfaction, etc. Everyone would agree that positively impacting these things is
valuable for an organization, but it is hard to put a number on how valuable.

C. Application data. This data includes the details from changes in processes, such as
task performance, action items, and changes in technology.

2. Two people might calculate ROI for the same project and come up with very different results,
usually depending on what costs they include. For example, when calculating the ROI of
attending a tradeshow, one person might include only the costs directly associated with the
show (booth cost, travel, giveaways, etc.) and another might include all of these and the costs
of the employees who attended (salaries plus benefits) for the days they were there and the
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time they spent planning the event. Neither is right or wrong, but it is important to include
the assumptions behind the analysis.

For all types of analysis:

1. When you are collecting data, it is important to distinguish good data from bad. Use only
credible sources.

2. Do not make assumptions or use unsupported claims.

3. It is generally best to be conservative when performing calculations and you certainly do not
want to over-estimate.

4. No analysis can answer all questions alone. You must include other supporting data when
making business decisions. Create a well-rounded package that clearly shows others the logic
behind your business decisions.
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 Exercise 15: Understanding ROI
 5 to 10 minutes

Answer the following questions:

1. What is the general ROI calculation?

A. ROI = Gain / Cost
B. ROI = (Gain - Cost) / Cost
C. ROI = (Cost - Gain) x Cost
D. ROI = Cost / (Gain - Cost)

2. Not all data used in ROI is quantifiable. Which of the following types of data include items
without a numeric value?

A. Learning data
B. Impact data
C. Application data
D. All of the above

3. True or false: When performing ROI calculations it is best to estimate on the high side to
account for any values that were not quantifiable.
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Solution

Exercise Solution

1. B. ROI = (Gain - Cost) / Cost

2. D. All of the above

3. False. It is generally best to be conservative when performing calculations and you certainly
do not want to over-estimate.

Conclusion

In this lesson, you have learned:

1. How to analyze business performance.

2. How to understand return on investment (ROI).
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LESSON 7
Change Leadership

Topics Covered

 How to lead your employees through the change process.

 How to communicate change effectively.

Introduction

Change is an inevitable part of business and life. It is a natural instinct for people to fear or avoid
change. In this lesson you will learn how to communicate and encourage a positive change environment.

❋

7.1. Leading Employees through the Change Process

Managers must learn to promote change instead of forcing it upon their employees. A manager that is
perceived to be forcing unwanted changes upon his or her employees creates an environment of
resentment and resistance. The harder you push change upon people, the harder they push back. Work
together with your employees and you will see a much more positive and successful transition.

 7.1.1. Getting Ready for Change

Here are some ideas of ways to promote change before starting the process:

1. When possible, demonstrate the change in process or behavior yourself so your employees
can see the benefit. It is helpful for an employee to see a manager lead by example instead of
being told what to do. This creates a collaborative team environment.

2. Listen to the concerns of employees who oppose the change and address them in a positive
way. Use these opinions as opportunities to show how beneficial the change can be.

3. Team up and share ideas with other individuals who support the change. Together you can
come up with more ways to encourage employees to see the change in a positive light and
follow your lead.
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 7.1.2. Understanding Your Team

Before beginning the change process it is helpful to evaluate your team and to classify employees by
their level of change acceptance:

1. Identify which employees like change and welcome it with enthusiasm. These individuals are
generally loyal and trusting of leadership and the company.

2. Identify which employees are uncomfortable or threatened by change. These individuals do
not trust management and have probably been doing the same processes in the same job for
a long time.

3. Identify which employees accept change once they understand and agree with the reason for
the change. These individuals generally support the company and want to see it succeed. They
just need to feel involved in the process. This group represents the majority of your employees.

Create an action plan for each group and focus on what each individual needs to make the change
successful.

 7.1.3. Implementing Change

When implementing changes, it is important to:

1. Explain to your employees the reasons for making the change and what the desired outcome
will look like. Continue to communicate and move forward as a team.

2. Keep your employees engaged in the change process.

A. Explain to each individual their part in the change process and how the outcome
will affect them personally.

B. Assign roles and tasks so employees feel like they are part of the change process.
C. Stay connected with your employees and hold meetings to discuss progress and any

obstacles or concerns that your employees have.
D. Make the change process as quick and painless as possible. Do not let the transition

become drawn out and lose momentum.

3. Celebrate milestones and reward employees upon a successful transition. Make sure your
employees feel appreciated.

4. After the change is implemented, ensure that it is continually supported and the company
remains committed to the change that was put in place. If employees spend time and energy
putting a change in place and shortly after find that it is no longer important, it will be harder
to get their support the next time you wish to implement a change.
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The most important thing to remember is the importance of involving your employees in the change
process. You will see more motivated employees and a more successful transition when employees feel
included.
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 Exercise 16: Understanding How to Lead
Employees Through the Change Process

 10 to 20 minutes

Answer the following questions:

1. What is a good way to promote a change prior to starting the process?

A. Listen to the concerns of your employees that oppose the change and address them
in a positive way.

B. Demonstrate the change in process or behavior yourself so your employees can see
the benefit.

C. Team up and share ideas with other individuals that support the change.
D. All of the above.

2. There are three main types of employee change acceptance levels. Which type do most
employees fall under?

A. Employees who like change and welcome it with enthusiasm.
B. Employees who accept change once they understand and agree with the reason for

the change.
C. Employees who are uncomfortable or threatened by change.
D. Employees who refuse to change.

3. True or False: The change process should be gradual and slow so it is not such a drastic change
all at once.

4. Think about a change process you were involved in in the past in which you were not the
manager.

A. What role did you play? Were you supportive of the change or opposed to it?
B. How did your manager communicate information about the change to you and

others on your team? How did this effect your feelings about the change?

5. If you have led a team through a significant change before, did all of your employees respond
to the change in the same way?
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Solution

Exercise Solution

1. D. All of the above.

2. B. Employees who accept change once they understand and agree with the reason for the
change.

3. False. The change process should be as quick as possible so that employees will stay engaged
and the process does not lose momentum.

4. Your instructor will lead a discussion in class.

5. Your instructor will lead a discussion in class.

❋

7.2. Communicating Change Effectively

As we have discussed, it is important to involve your employees in the change process and it is also
important for changes to occur quickly. Having change occur quickly is beneficial for employees, but
is also often critically important to the company. This is why effective communication skills are so
essential for a manager. if you communicate the change properly in the beginning, the whole process
runs more smoothly and quickly.

Here are some important rules to follow when communicating change:

1. Communicate information about big changes face-to-face whenever possible. It is generally
better not to use email for big change announcements.

2. Schedule a meeting with your team or talk to each person individually so they have the
opportunity to ask questions and hear details from someone they trust.

3. Be open and honest and show that you support the change.

4. Make sure your body language accurately portrays what you are saying. Looking down and
nervous hand gestures can make you look dishonest and make it appear that you don’t really
support the change.

5. Avoid using negative language and avoid words like “maybe” and “hopefully” which express
doubt in the change.

6. Welcome ongoing communication and questions from your employees and communicate
any updates as you get them. Scheduling regular meetings is often helpful so your employees
know they will receive regular updates and have a forum to discuss any concerns.
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7. Communicate assignments in manageable chunks. Be clear and concise about what each
employee must do during the current time frame.

8. Explain how the tasks of the change process will affect normal production tasks. Be clear about
priorities and be realistic with expectations. Do not expect your employees to continue their
current level of production in addition to added tasks associated with the change. Doing this
may cause stress and resentment toward you and the change.

9. Make sure to continuously emphasize the benefits of the change.

10. Be aware of the temperature of the room. Do your best to read the feelings of your employees
and adapt your communication as needed. Some individuals may need more attention and
reassurance than others.

Communication can make or break a change process. Leaders that have good communication skills
are able to implement changes quickly and successfully because their employees understand the changes
and their individual roles with respect to implementing the changes. Change is inevitable in business,
but we can make the process more efficient and pleasant for everyone involved by communicating
effectively.
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 Exercise 17: Understanding How to
Communicate Change Effectively

 10 to 20 minutes

Answer the following questions and then discuss as a class.

1. Which of the following behaviors shows your employees that you are honest and you support
the change?

A. Body language like looking down or clenching your hands.
B. Sending a change announcement through email and not holding any face-to-face

meetings.
C. Holding weekly meetings to give updates and welcoming questions or concerns.
D. Using words like “maybe” and “hopefully” when discussing the change.

2. Going through a change process can be stressful and give added work to employees. What is
a good way to support your employees with this added work?

A. Assign tasks in manageable chunks with clear instructions and deadlines.
B. Be realistic with expectations and explain that the change related tasks will temporarily

take the place of some of their regular work.
C. Be clear about priorities and how the new tasks fit in with current tasks.
D. All of the above.

3. Think about a change you have been involved in, either as a manager or as an employee.

A. How was information on this change communicated to employees?
B. Are there ways communication could have been handled better that would have

resulted in a smoother transition?
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Solution

Exercise Solution

1. C. Hold weekly meetings to give updates and welcome questions or concerns.

2. D. All of the above.

3. Your instructor will lead a discussion in class.

Conclusion

In this lesson, you have learned:

1. How to lead your employees through the change process.

2. How to communicate change effectively.
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