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INTRODUCTION
The Guide to Developing Management/Employee Skills, will serve as an excellent source to develop key skill areas.  In each skill area, I have identified behaviors that warrant developmental actions.  In some skill areas, checklists, training programs (on and off the job) and specific action plans have been provided.  This guide is very comprehensive.  It is recommended that you review this guide in its entirety before  creating a developmental action plan.

It is probable that certain skill areas may overlap with others.  For example, an employee who needs to strengthen his/her oral communication skills may find this inability is also a function of stress tolerance-- nervousness, lack of confidence, hyperactivity, key stressors.

In this guide, I have attempted to examine the current books, seminars and other outside training devices currently available in the open market.  It is my experience that these programs identified are clearly the most cost-effective and deliver the highest quality.  This list of skill areas is clearly not exhaustive.  If there are particular areas that need to be strengthened, please give me a call for general discussion and direction.

This guide is designed to supplement the performance appraisal process and Performance Action Plans.  It will help you identify problem behaviors and provide either an on-the-job or off-the-job method to correct these behaviors.  Additionally, it will serve as an excellent guide for developing an action plan for employees whose present job performance has reached unacceptable levels, and a corrective notification is in order.

If there are any questions, please don't hesitate to call me at (800) 483-7153 or Bienati@onestophr.com.  Feedback is the breakfast of champions.  Welcome to the human resource era-- today human capital is a tangible resource that represents an investment to the corporation.  The key to success in the 21st century will an organization’s commitment to continued development of their human resources.

Lawrence M. Bienati, Ph.D.

Lake Tahoe, California

January 1988, 1999
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I.
OVERVIEW OF SKILL DEVELOPMENT

There are four basic ways in which an employee may strengthen a job-related skill: 1) reading books and articles, 2) taking classroom training, 3) attending seminars and 4) engaging in on-the-job practice.

Classroom/seminar training is generally best for people who fall into one or more of these categories:


(
Are new to this type of business


(
Are new to management


(
Have no business-related educational background


(
Have not seen good managers in action to use as role models

On-the-job training and practice are generally the best way to learn for people who fall into one or more of these categories:


(
Are already familiar concepts of a particular skill


(
Have substantial job experience behind them


(
Have completed business related academic work


(
Have enjoyed the benefit of good role models for management skills

To develop a skill within the context of one's present job, employees should decide which skills they want to strengthen and then review their current tasks or potential assignments to identify opportunities for practicing the skill.  The best reference point for this process will be the performance appraisal.  To obtain the support of one's supervisor for trying out a new activity, it is important to be able to show how the proposed activity supports unit or department goals or how increased effectiveness in a particular skill will benefit the department in other ways.

When practicing a skill, learning is significantly enhanced if individuals receive specific, non-judgmental feedback from supervisors and colleagues about what they did that worked well and what they could have done to be more effective.  It is important for individuals to seek and be open to such feedback.  Expectations need to be clearly defined, communicated and reinforced.

On the following pages are some examples of learning opportunities.  This will provide an excellent context for building on strengths or for working on skills that need improvement.  Keep in mind that these examples are intended simply as models to assist employees in identifying other or similar opportunities in their own jobs.

II.
PERSONAL QUALITIES (Initiative, Stress Tolerance, Personal Impact) 


A.
INITIATIVE:  Acting to influence one's environment rather than reacting to it; being a self starter.



The following behaviors may demonstrate a need for development in this skill;



(
Tends to avoid direct confrontation with others



(
Plays most things safe



(
Usual behavior is to defer to boss/peers/subordinates to obtain approval; backs down at first sign of trouble



(
Is not a self-starter, that is, does not pro-actively capitalize on opportunity



(
Does not display foresight; exerts little action to take control or influence the environment



(
Is not assertive in group discussion; may display a lack of self-confidence



1.
Off-the-Job Development Program



a.
Enroll in the 14-week Dale Carnegie course entitled "Effective Speaking and Human Relations."




b.
Attend an assertiveness training workshop sponsored through the American Management Association.  Information regarding these workshops is available from the American Management Association at 581-891-0065.



2.
On-the-Job Developmental Tasks




An individual who displays high levels of initiative will seek to reduce unpredictability in his/her work environment.  When evaluating performance in this skill area, you should examine the amount of action taken to control or influence rather than the results obtained.  One often hears the phrase “She/he's a self-starter.”  A self-starter is an individual who is willing at times to take an unpopular stance and speak their mind, regardless of pressure from supervisors, peers, or subordinates.  Most important, this individual will try to find ways to enhance their present job situation; that is, they will look for new opportunities to add new dimensions to their job--the “above and beyond the call of duty” behavior.




Suggested On-the-Job Checklist




a.
Is judicious in carrying out assignments without direction.




b.
Excels in self-directing and self-pacing.




c.
Demonstrates an ability to think along constructive, original lines.




d.
Effectively initiates solutions.




e.
Makes practical suggestions.




f.
Demonstrates self-reliance and resourcefulness.




g.
Is alert to new opportunities, techniques, and approaches.




h.
Innovates and creates new and unique methods and procedures.




i.
Extremely active and eager to try new approaches.

j.  
Displays ingenuity in anticipating and meeting unexpected situations.




k.
Does things without being told.




l.
Takes charge in the absence of detailed instruction.




m.
Requires minimum supervision.





The above checklist might be helpful as a reference during the performance appraisal process or for an individual who needs to strengthen initiative.  This is one of the more difficult skills to develop.  It may require “touch love” or a significant emotional event to encourage the employee that a sense of urgency is critical to job performance.


B.
STRESS TOLERANCE:  Demonstrating a stability of performance under pressure from competing or conflicting demands.



Work pressure on the job such as long hours, deadlines, frequent changes and conflicting demands may cause stress.  These pressures may affect an employee's ability to perform well consistently.  The primary concern of stress management is the extent to which a manager’s performance holds up under pressure.  A person with a low level of stress tolerance may respond in several ways.



1.
The following behaviors may warrant development in stress tolerance:




(
Hyperactivity.  Trying to do everything, but doing nothing well.




(
Withdrawal.  Not contributing to the resolution of the problem at hands.




(
Frustration.  Blowing up in anger.  Indulging in outbursts of profanity or walking away from a discussion.




(
Confusion.  Losing one's train of thought in the middle of a discussion or presentation.





(
Insecurity.  Constantly seeking the opinion of others or refusing to take any 



risks.




(
Overconfidence.  Taking action without regard for others or taking unwarranted risks.



Relatively strong stress tolerance, therefore, is usually indicated by the absence of these behaviors. Again, we are not concerned with the presence of anxiety but with how well performance stands up under pressure.  Try not to confuse reactions to stress with general ineptitude.  Some people make errors because they are inept, whereas generally competent people make errors under stress which they would not otherwise make.



1.
Off-the-Job Developmental Program




Enroll in a stress management workshop. These are sponsored through various one-day seminar groups such as Fred Pryor, Career Track, the American Management Association.  In these one-day seminars the following principles are covered:




(
How to relax in a stressful world




(
Understanding and dealing with stressers




(
Communicating and understanding stress-related cues




(
Planning and time management




(
Keeping in shape




(
Private and small group counseling




(
Handling conflict





Another source of developing an individuals ability to cope with stress may be to seek individual stress counseling.  Many local hospitals offer intensive stress management programs which normally include 6-8 hours of individual therapy with a counselor where an individual identifies unique stressers in their life; they seek guidance through problem solving techniques on how to effectively cope with stressers in the form of specific on-the-job or off-the-job actions.  This individual counseling is an extremely cost effective means of helping an individual understand stressers and cope with them.  For more information, contact your company’s Employee Assistance Program or Human Resources Department.



2.
On-the-Job Developmental Tasks




A starting point for managing stress on the job is to determine where stressers occur.  Are they the result of personal interaction or the result of how a job is structured?  Identify the various aspects of your job that are stressful to you: specific behaviors of other individuals, lack of clarity about your role, inadequate information from your supervisor, etc.  Stress resulting from ambiguities or conflicts in your job generally need to be worked out with your supervisor.





Many books, articles, and workshops, as noted, are available to help address interpersonal stress (short-term counseling may also be helpful if you are feeling overwhelmed).  The following books are recommended:




The Stress of Life, Hans Selye, M.D.




Stress, Marietta Whittlesey




From Burnout to Balance, Dennis T. Jaffe & Cynthia D. Scott




Life After Stress, Martin Shafer




Stress Breakers, Helene Lerner




Managing Your Anxiety, Christopher McCullough




Guide to Stress Reduction, L John Mason





As a final note, it should be remembered that almost every aspect of daily living can cause stress.  There are certain aspects of our life that you cannot control.  Recognize that there are certain things that you should not worry needlessly about either on or off the job.  If there are ambiguities or conflicts on the job, do not allow them to internalize; speak up and discuss them openly with your supervisor.  Off-the-job issues can be dealt with proper balance.  We often hear the term “workaholic”. To achieve a proper level of stress, it is critical that one must learn to balance work, family, and personal interests.


C.
PERSONAL IMPACT:  The ability to create a positive impression on others by commanding attention, respect and showing confidence.



Personal impact and attitude are synonymous.  One is generally hesitant to use the term “attitude” in today’s litigious environment, primarily because most would theorize that an attitude simply cannot be defined.  It is my opinion, however, that an attitude can be defined if properly measured.



This skill area is most easily observed during employee or customer interactions.  The rating of someone's impact/attitude should be based on two things: 1) your impression of the employee and 2) your impression of the employee's impact on others (employees, customers, and management).  When evaluating this area, consider how often and how intensely others pay attention to this individual.



Behaviors:


(
Do they tend to dwell on the negative aspects of a situation, finding fault in the company, other people, or situations and, as a result, create a negative impact?  Does it adversely affect the efficient operation of the team?  Do people complain there is always a negative, intimidating feeling about a situation?



(
Are they cited by peers as being ineffectual or not even mentioned?



(
When they speak up are they ignored or have little or no effect on the course of a conversation or events?



(
Do they gain other's attention initially but lose it very quickly



(
Is their leadership taken lightly by others?



Impact can be positive or negative.  We are looking at the employee's ability to gain the attention and respect of others.  To be rated strong in this skill, the individual would create a positive impression on others by commanding attention, respect, and showing confidence.  Conversely, as stated above, a low level of personal impact would be characterized by behaviors which is inappropriate or perceived as disruptive.



Developmental Task:


1.
A Dale Carnegie program is an effective way to develop this skill.



2.
Management Leader Program; Consultants to Management, Inverness, California (415) 669-1192.



3.
The Decker Communications Program, San Francisco, CA.



4.
Heart-to-heart discussion, focusing in behaviors and personal impact on others.

III.
HUMAN RELATIONS (Behavior Flexibility, Leadership, Sensitivity, Teamwork)


A.
BEHAVIOR FLEXIBILITY:  Adapting to people and situations by altering one’s behavior to reach a goal.



Individuals displaying difficulty with this skill area tend to adopt a posture of selecting "one best way" of doing things, leaving little room for the involvement of colleague, subordinate, or management recommendation.  Other behaviors include:



(
Always using the same approach in handling a situation.



(
Displays difficulty in adjusting from one situation to another.



(
Takes rigid stance in discussions; tends to make up mind before all facts are obtained.



1.
Off-the-Job Developmental Training




There are many seminars offered which will enhance an individual's behavior flexibility. The author has found Fred Pryor (1-800--255-6139) and American Management Association seminars (581-891-0065) to be most effective in this regard. These seminars include information on how to work with people, communicating with confidence and power, and maximizing individual and team effectiveness.  These seminars are designed to help the individual understand the sensitivity and ways of dealing with others.  Strategies include handling complaints, reaching agreement, handling others' resistance to one's ideas, how to be assertive and handle aggressiveness, and how to make a powerful first impression.




The area of behavior flexibility tends to tie in very closely with the element of human relations, particularly sensitivity to others.  Outside of the one-day seminars, local junior colleges and four-year college offer courses that will, to some degree, provide training in understanding how to be flexible when dealing with others.



2.
On-the-Job Developmental Tasks




Perhaps the best way to develop flexibility is to have the employee who is experiencing difficulty in this area handle a particular assignment.  In this assignment, you will state what your objective is; i.e., increase sales by 10%, reduce expenses by 5%, develop a customer service program.  Once the objective has been developed, have the individual solicit input and recommendations from colleagues and subordinates.  Meet with the employee within two weeks of establishing the objective.  Have the employee present to you the various methods available to achieve the particular goal. Instill in the employee the approach of reviewing various alternatives and capitalizing on the best features of each alternative to arrive at the solution.




The following checklist may be helpful to someone wishing to strengthen this skill in analyzing their own flexibility pattern:




1.
When I am faced with a problem where the solution may seem obvious on the surface, do I examine all possible alternative courses of action before reaching a decision?




2.
When I am faced with the resolution of a difficult problem, do I actively solicit the input of peers, colleagues, management and even subordinates to reach a resolution?




3.
Do I acknowledge the ideas and contributions of others, either by stating, “It's a good idea" followed by your own reasons, or do I simply tune out other ideas?




4.
When was the last time I examined alternative approaches in the handling of various daily tasks?




5.
Do I vary my approach?  That is, am I willing to adjust my behavior in an effort to attain overall department or group goals?




6.
Do I listen to the ideas and opinions of others and modify my own idea if necessary?


B.
LEADERSHIP:  Motivating and directing individuals to the achievement of objectives and goals.



Examples of Ineffective Leadership


(
Has objectives or goals in mind but does not share them



(
Instills fear of error, failure; likes to play "gotcha"



(
Doesn't keep others informed



(
Creates conflict among subordinates.



(
Loses control of others or situations easily



(
Does not attempt to exert influence on others



(
Relies on position and authority to centralize decision making



(
Lets people "sink or swim.''



(
Lacks self-discipline, integrity.



(
Is unconcerned about individual fulfillment



(
Inconsistent; changes mind easily



(
May tend to be arrogant, intimidating and egocentric



1.
Off-the-Job Developmental Task




a.
Attend a one-day workshop entitled 'How to Supervise People" by Fred Pryor Management Series.




b.
Enroll in a human resource management course.  These types of courses are offered as either one- or two-day seminars through the American Management Association.  They are also available through many community colleges or colleges.




c.
Enroll in a 14-week Dale Carnegie course.




d.
Attend the Management Leader Program (most effective); (415)999-1509.




e.
The following books are recommended:





Iacocca, Lee Iacocca





The Energetic Manager, Fred Pryor





The Effective Executive, Peter Drucker





The One Minute Manager, Ken Blanchard





The Practice of Management, Peter F. Drucker



2.
On-the-Job Developmental Program--Leadership Skills



The following principles represent the desirable aspects of participative management.  Review each question and assess your own behavior.  Successful management can be achieved by practicing these 13 principles.  How do you rate?




1.
Do I provide direction to my employees?  Do I communicate to them what is expected in an open format?




2.
Do I inspire enthusiasm; that is, a 'let's do' attitude?




3.
Do I dwell on the positive characteristics of the person or the behavior rather than the negative or “finding fault" aspect?




4.
Do I make every effort to keep my management team informed on critical activities in the organization?




5.
Do I make every effort to resolve conflict at its earliest stage?




6.
Do I make work interesting, challenging and rewarding for my team members?

7.  
Do I rely on cooperation of the team through proper delegation to achieve tasks?




8.
Do I actively engage in helping my team members to develop to their full potential?  If so, how do I do it?  If not, where am I lacking?




9.
Do I maintain integrity, that is, do I do what is promised?  If someone asks me to look into something, do I look into it and get back to them with my findings in a timely manner?




10.
Am I empathetic; that is, am I concerned about people as people?  Do I get to know them before I form any judgments or opinions about what has taken place?  Do I make an effort to be sensitive to their needs and respond to their requests?  Even if I cannot respond to their requests, do I at least tell them in a an understanding way?




11.
Do I display confidence and security in my daily dealings with my associates?




12.
Do I actively make efforts to listen to the opinion of others and use their recommendations toward the achievement of a goal?




13.
Do I at times sacrifice my personal interests for the benefit of the team?




14.
Do I promote effectiveness and avoid relying on one best way to do things?




15.
Do I share responsibility and authority for results?




16.
Do I focus on opportunities and not problems?




After reviewing this checklist, answer the following as it relates to each of the 13 question areas:




1.
How would I assess myself on that particular question?




2.
What behaviors do I display or demonstrate as they relate to that particular area?




3.
If I do not display the behaviors noted in the question, what positive steps can I take to develop in that area?




Have the employee develop a plan of action that will address the areas in need of development.  Use this plan of action as your checklist to measure progress over 30, 60, 90-day period.  This type of on-the-job monitoring self-awareness will lead to greater levels of commitment on the part of the employee.  This may also be coincident with the reading of the management books described earlier.


C.
SENSITIVITY TO OTHERS:  Taking the feelings of others into account when dealing with them.



The area of sensitivity is synonymous with human relations.  Here, you are assessing the extent to which an employee's behavior indicates an awareness of and responsiveness to the reactions of others.  You are measuring their recognition of feelings and the display of empathy with others.



Sensitivity is part of an individual's belief system.  When discussing or measuring an individual's interpersonal skill, it is very probable that the person will not see or understand that they being insensitive by the behaviors they display on the job.  You are dealing with a perception that reflects the tone of voice, the manner of delivery.  This skill area is of particular concern when dealing with customers as it is of the utmost importance that we place the needs of customers above oneself.  Our primary objective is to satisfy the customer and to do so by using the Golden Rule-- treating others as you would want to be treated.  It is probable that an individual who is experiencing difficulty in this area will not see it initially-, in fact, one might encounter resentment and hostility.



The challenge will be for you, the manager, to provide specific verbal and written examples to demonstrate the behaviors that contributed to the perception of insensitivity.  Once these behaviors are discussed, it is helpful to provide alternative approaches to the employee in terms of how a specific situation might have been better handled.  The following behaviors are examples of an individual experiencing difficulty in the area of sensitivity:



(
Excessive customer complaints reflecting rudeness, insensitivity, lack of caring.



(
Shows little recognition of the feelings of others.



(
Appears unaware that others exist; tends to be more concerned with their own needs rather than the overall needs of the team.



(
Tends to find fault and criticize the work of others rather than capitalizing on the positive aspects of an employee's contribution.



(
Talks about others behind their backs; creates friction in the team concept.



(
Poor team worker; tends to degrade and, at times, intimidate the performance of colleagues, subordinates, and supervisors.



(
Has difficulty creating harmony with associates.



(
Experiences difficulty handling confrontation or conflict.



(
Displays little trust and respect for the ability of others.



(
Does not understand human behavior in either the verbal or nonverbal sense.



(
Tends to be a loner; not interested in developing a strong work rapport with others.



1.
Off-the-Job Developmental Tasks



a.
Attend a one-day seminar entitled “How to Handle People with Tact and Skill” sponsored through the Fred Pryor Seminar Series.




b.
Attend the AMA seminar entitled “How to Develop Interpersonal Skills."




c.
Consider taking classes in management theory and organizational behavior at a local college.




d.
Attend the Management Leader Program as referenced earlier. (This is by far the best way for an individual who is experiencing difficulty realizing they are displaying insensitive behaviors.  At this intensive three-day workshop, the individual will not only learn the essential elements of the effective management equation of planning, organizing, staffing, directing and controlling, they will learn how they perceive others and how others perceive them.  The individual receives direct feedback from many individuals assessing their management ability and general human relations orientation. This outside perception is then compared with the individual's perception; incongruities would indicate areas where the individual needed development.  This workshop is highly recommended for individuals being considered for a management position.)



2.
On-the-Job Developmental Tasks



a.
Be sensitive to others' feelings.  Be aware of their point of view.




b.
Pay attention to people; do not take your employees or what they say for 




granted.




c.
Be aware of coworkers are having difficulties in their personal lives and express your interest and concern.




d.
Make a sincere effort to search for the good qualities in people, capitalizing on their strengths while avoiding reference to faults and weaknesses.




e.
Make it a point of using active listening techniques.  Maintain good eye contact while listening and speaking.




f.
Try "management by wandering around;" i.e., get out in the work area to see what is happening.  Do this frequently.




g.
Do not allow yourself to become so busy or self-centered that you fail to notice the needs and concerns of others.




h.
Accept recommendations from your supervisor, colleague, and subordinate in the constructive sense.  Recognize that your perception of sensitivity might be different from the receivers.  Make an effort to question the individual to understand why something you said was perceived the way it was.  This will help you understand how to better handle that situation in the future.




i.
Display a positive response to negative situations.




j.
Use humor constructively and display a keen wit.




k.
Try to be less judgmental and less evaluative in your day-to-day dealings with people.




l.
Keep a checklist of how often each week or each day you express appreciation for satisfactory or excellent work.  Include personal recognition for good work in your daily agenda of items.

IV.
COMMUNICATION (Oral communication, Written Communication, Listening, Persuasion)


A.
ORAL COMMUNICATION:  Communicating one's thought and ideas during face-to-face interaction.



An individual experiencing difficulty in oral communication may present the following behaviors:



(
Tends to be tentative; stammer, pauses too long; repeats sentences; delivery too fast or slow.



(
Uses inappropriate or vague words.



(
May have difficulty in generating enthusiasm for a topic or idea.



(
Experiences difficulty in effectively communicating ideas to others, whether in informal or formal presentations.



(
Lacks self-confidence.



(
Body language, verbal mannerisms, or technical data are distracting.



(
Inappropriate gestures.



(
Uses minimal eye contact.



(
Content of communication is not well organized.



(
Pronunciation is inappropriate.



(
Lacks literacy, composure and professionalism.



(
Experiences difficulty in maintaining two-way communication.



(
Does not keep other department members informed of developments affecting their function.



(
Experiences difficulty with the effective use of telephone conversations.



Communication is a critical aspect of any job.  The communication may take the form of customer relations or coworker relations.  In the area of customer relations it is important that the individual be able to display self-confidence, poise, and credibility in their style of presentation.  In the area of coworker and management relations, it is important that an employee display an ability to effectively convey ideas with clarity, organization of content and appropriate presentation skills.  There may be instances where an individual's language or accent may pose a barrier to effective communication.  It should be noted that English as a second language is offered in many schools; this skill can be developed in an effort to maintain proper communication at all levels.



1.
Off-the-Job Developmental Tasks



There are many excellent ways to develop an individual’s communication skills; the key rests in an individual’s ability to develop self-confidence in daily communicative interaction in groups or in one-on-one situations.




a.
Enroll in a Toastmaster Club.  The Toastmaster organization has been in existence for over 60 years.  Its objective is to help individuals develop confidence and communication skills in a laboratory-type setting.  The Toastmaster organization generally meets every two weeks.  At each meeting an individual will have the opportunity for varying responsibility.  They will present a series of 12-15 speeches with various objectives.  They will learn skills in making impromptu (unprepared) presentations.  They will learn skills in how to evaluate speakers.  They will learn skills in how to evaluate speakers. They will learn platform skills and social graces in the role of a toastmaster, joke master, general evaluator.  To develop the requisite skills, the process may take 1-2 years of interaction and involvement with the Toastmasters.




b.
Enroll in the 14-week Dale Carnegie course entitled “Effective Speaking and Human Relations.” This program will enhance your self-confidence and communication abilities when dealing with individuals in one-on-one, group, and public situations.  This program has been existence for many years and has produced many positive results across all levels of industry. The focus is developing your own level of self-confidence so that you will feel comfortable in a variety of public speaking situations.  The course also offers assistance in developing your own human relations ability.




c.
Enroll in a course at a local college or community college dealing specifically with public speaking or communication skills.




d.
Enroll in the Decker Communications Institute Leadership.  A course of this nature will help you develop skills to become a better communicator on the development program.




e.
An important element in the communication process is recognizing that more than 50% of communication is nonverbal.  Through taking the various Toastmaster, Dale Carnegie, and college level courses one can become cognizant of non-verbal factors which will enhance or hinder effective communication.



2.
On-the-Job Developmental Tasks



Before your next meeting with your supervisor or coworker, list the main points you want to discuss. Before a staff meeting in the next two-month period, pick an agenda item that you feel strongly about and practice it aloud, making a strong case for your point of view.  Have a coworker critique your communication skills.




(
Develop an awareness of your communication skills and strengthen those areas you identify as needing improvement.




(
Voice tone and use of modulation




(
Non-verbals that enhance or detract from your verbal message




(
Clarity and conciseness of communication




(
Logical flow of verbal message




(
Listening to others




(
Cueing in on non-verbals, noting their understanding of your message; have them restate instructions to verify their understanding, provide an opportunity for them to ask questions.




Outside of an on-the-job checklist, it is recommended that you visit your local bookstore or library and reference the many books available on communication skills.  These will serve as an excellent source of developing your overall abilities.


B.
WRITTEN COMMUNICATION:  Expressing one's ideas in writing.



Written communication may not be as critical a skill as oral communication on the job.  Common problems in this area may be:



(
Excessive misspelling



(
Consistent grammatical errors



(
Excessive typographical errors



(
Excessive use of jargon or slang



(
Inaccurate or misleading sentences



(
Material must be read more than once to be understood



In essence, consider the clarity of thought, the flow of ideas, appropriateness of vocabulary, the suitability of format to the purpose of the document, grammar, and spelling.



1.
Off-the-Job Developmental Tasks



a.
Enroll in a business communication course at a local community college.




b.
Read Write Right! by Jan Venolia and use it as a reference.




c.
Ask your supervisor, colleague, or subordinate with strong writing skills to critique your work for how well it is organized and how quickly you come to the point




d.
Keep a dictionary or thesaurus on hand to quickly check for spelling or word usage.




e.
Write legibly whenever others must read your handwriting.



2.
On-the-Job Developmental Tasks



a.
Volunteer for assignments that require a written product or ask for correctly written samples of similar work to use as models.




b.
Write summaries for performance evaluations or other employee relations issues you conduct (disciplinary actions and/or counseling sessions).




c.
Write weekly news articles.


C.
PERSUASIVENESS:  Changing the thinking and behavior of others without generating resentment.



To some degree, our day-to-day interactions may require someone to accept or adopt a course of action that we feel is necessary.  In considering a style of persuasiveness, you must ask yourself whether an individual can vary his/her approach depending on the individual and the needs of a situation.  Can they use different "selling techniques" to meet the needs of the customer, employee, or colleague?  When resistance is encountered, do they try alternative lines of reasoning.



The same skills required in oral communication and presentation are relevant here.  You will want to note the details of voice, speech, stance, movement, body language and rhythm that contribute or detract from the persuasiveness of the individual's presentation.



1.
Off-the-Job Development Tasks



a.
Enroll in a Dale Carnegie sales, training, leadership and communications development program.  (See reference to oral communications.)




b.
Enroll in a Toastmasters Club.




c.
Enroll in seminars dealing specifically with practical negotiating skills, strategic positioning, and handling people with tact and skill.



2.
On-the-Job Developmental Tasks



a.
There are numerous times on a job when you need to convince someone else to accept your viewpoint.  Begin to improve your persuasiveness by planning ahead for those situations where you know you will need to be persuasive.




b.
Gather the facts you will need to present a convincing argument for your case.  Think out the different approaches you can use to best present your facts.  In others words, determine your selling strategy.




c.
Anticipate objectives and resistance and develop arguments to counter them.




d.
Practice your presentation ahead of time.  Tape record your presentation and play it back.  Do you sound convincing?




e.
Plan how you would go about convincing three different people to accept an idea.  For example, think about what you would say to another manager, subordinate or immediate supervisor to sell them on your idea.  Which arguments would you use with each person?  Try out three different strategies and take note of what works.  Determine how you could modify your original plan to make it more effective based upon what you learned in your three practice discussions.




It is important to remember the teachings of Aristotle, who outlined three important elements in communicating a message with a “persuasive ability." The three elements are:





(1)
Logos.  Logos defined means the message itself must display elements of logic, which is made up of strong analytical abilities and a well reasoned, documented message.  In short, there must be substance.





(2)
Pathos (emotion).  Often it is important to deliver a message with some enthusiasm, even animation.  Vocal tone may vary in an effort to entice your listener and arouse their interest.





(3)
Ethos (credibility). The speaker must display a sense of credibility; this credibility is reflected in the sincerity of voice tone, manner of delivery, truthfulness, and reputation.  The audience must trust you and your abilities.  This is often the function of not only present, but past experiences and any perceived bias or prejudice.





So the next time you present a message, consider these three elements and ask yourself.  Does it have a logical content?  Do I present it in a convincing tone?  Have I established good levels of trust and credibility with my listener/audience?


D.
LISTENING:  Hearing and understanding what someone else is communicating. (Attending to non-verbal signals that accompany the spoken message.)



Given the pressures faced during the course of a business day, it is very easy for an employee to become preoccupied with their daily tasks. There may be times when someone is speaking and you do not acknowledge their communication and therefore do not give the individual the appropriate level of attention.  It is best, in harried situations, or in the middle of a critical project to recommend a different time during the day.  One does a greater disservice by being preoccupied and trying to do two or three things at once because something is likely to suffer--either the message from the other party or the break in concentration will affect the employee’s ability to properly fill prescriptions.



There are a number of ways to develop this skill.  Outside of enrolling in one-day seminars, perhaps the best way is to monitor your own listening habits during the course of a day.  After carrying on a conversation, ask yourself:



(
How much time did I actually spend listening to what the person said versus planning my response?



(
How often did I interrupt the other person?



(
How much of the conversation did I spend talking?



It is important to set a goal to increase the percentage of time you spend listening in each conversation.  Another way to develop this skill is to focus on the understanding of the message.  Use active listening techniques to help you concentrate on the speaker message and make sure you understand what you hear.  The verbal tactics include:



(
Asking open-ended questions with terms such as 'how," “why”, “when.”



(
Paraphrase “So you’re saying that ...” or ”If I understand you correctly, you're 




saying..."



(
Repeat the speaker's message, then go on with your message.



(
Summarize the main content of the message.



(
Use positive non-verbal behaviors such as maintaining direct eye contact and nodding, where appropriate, to acknowledge that you have taken in the message.



(
Indicate that you are interested in what the other person has to say.

V.
PROBLEM SOLVING:  Ability to identify a problem, determine the cause(s) of the problems and generate alternative solutions.


The problem solving process is made up of three interlinking elements:



1.
Problem analysis.  The ability to effectively identify, evaluate and assimilate all factors before making a decision.



2.
Decisiveness. A willingness to make decisions; avoiding the procrastination response.



3.
Decision making quality.  After analyzing a problem, the decision is made based upon a clear-cut, logical rational that recognized other components of the organization.



It is likely that if an individual properly analyzes a problem and is willing to make a decision and commit to a course of action, then the end result will be a quality decision.  Common behaviors associated with an individual requiring development of problem solving ability are:



(
Often defines problem incorrectly because of a failure to assimilate all facts.



(
Does not link sources of information to analyze a problem.



(
Fails to see the relevance of different factors in properly analyzing a situation.



(
Makes few or no decisions.



(
Generally lets others decide; declines or refuses to make a decision.



(
Hesitates before making a decision.  Looks for support or postpones action for later.



(
Does not foresee impact of decision; that is, neglects to consider important elements making the decision debatable.



(
Does not consider all facts, both actual and implied.



(
Fails to consider both short- and long-range consequences of decision; that is, if alternatives are considered, why are the particular actions taken?



(
Is unwilling to make difficult and unpopular decisions.



(
Makes hasty decisions--"shoots from the hip."



(
Does not develop resourceful solutions.



1.
On-the-Job Development Tasks



a.
In the area of problem analysis, the following is recommended:





(
Ask the employee or another individual in management to review your work and help you see what you have overlooked.





(
Review the types of items you normally handle and select those where you are expected to identify general trends or significant details in a mass of information.





(
Determine specifically those areas of the operation in which you need additional training.  Don't hesitate to ask the why’s, where’s and how’s in the interest of task completion.  Access the many resources available in rendering an effective decision, including the input from subordinates, managers, colleagues, and other sources.





(
Write out the steps and information required to reach your decision; get the input of others.





(
Search for improved ways to select and analyze data for your decision.





(
In order to search for alternative solutions to a problem, write a summary of the problem and then list all of the solutions you can think of before evaluating it.




b.
The following on-the-job are recommended to strengthen the area of 





decisiveness.





(
Observed and note how often in one week or month you delay addressing a problem or making a decision, whether you prefer it to a committee pass it on to your boss, or postpone it until it becomes a crisis situation.





(
Identify the types of issues or factors in a situation that contribute to a procrastination response on your part





(
Identify the most important decision you have to make the quarter before you have started gathering the input to make it.





(
Allow yourself adequate time to work on the big problems and work on them in several sittings.

· Determine whether immediate action is required before making an overly hasty decision.  Talk to colleagues regarding approaches to a difficult decision.  See what you can learn from their approaches.




c.
In order to strengthen the area of decision making quality, the following approach is recommended:  the area of decision making quality, the following approach is recommended:





(
Select a problem that you are trying to resolve and consciously go through each step in the decision making process.  Describe the problem and then:





____
Generate alternative solutions





____
Evaluate alternatives





____
Select a solution





____
Revise a plan





____
Provide for follow-up and evaluation





(
The quality of decision making is basically an on-the-job developmental tool and can best be served by developing a mentoring relationship with your pharmacy manager in reviewing the types of actions and their consequences prior to their implementation.

VI.
ADMINISTRATIVE SKILLS  (Planning and Organization/Quantity of Work, Goal Setting, Delegation)


A.
PLANNING AND ORGANIZATION:  Structuring courses of action for self and others for efficient accomplishment of a task, using resources appropriately, and setting priorities.



In this skill area, you are concerned with an individual's ability to effectively plan and organize their work requirements.  "Planning” refers to the future while “organizing" refers to the task at hand.  In assessing an individual's planning skills, you are concerned with the extent to which individuals consider the future consequences of their actions in anticipating needs and developing innovative plans and solutions to problems.  Additionally, this includes the ability to effectively formulate strategies, tactics, and action plans to achieve results.  In the area of organizing, you are concerned with the extent to which an employee can systematically prioritize and, if necessary, delegate work.  It also includes the ability to identify problems and notice relationships between different pieces of information.



Common behaviors associated with the need to develop or enhance an individual's time management/quantity of work issues are:



(
Generally behind the work.  Experiences difficulty in anticipating results of actions in the short run.



(
Instructions to others are confusing, e.g., lacking deadlines, and therefore cannot be effectively accomplished.



(
Experiences difficulty in establishing priorities.



(
Finds it difficult to deal with more than one project at a time.



(
May ignore a deadline.



(
Must be reminded to complete tasks.



(
Experiences difficulty in following directions.



(
Does not schedule time effectively.



(
Does not make effective use of peak time periods.



(
Does not keep personal family and work life in proper perspective.



(
Cannot properly handle interruptions.



(
Tends to become encumbered in unnecessary paperwork.



(
Tends to work harder, not smarter.



(
Does not make effective use of discretionary time.



1.
Off-the-Job Developmental Tasks




There are some excellent one-day seminars sponsored through the American Management Association, and Fred Pryor.  These seminars include: “How to Get Things Done,” "Effective Time Management," “Goal Setting,” and “Managing Multiple Priorities.”  All are designed to help an individual set up a time management/priority system.




Many of the seminars/tapes noted will accomplish the following:




(
Train you how to manage your desk so it does not manage you.




(
How to handle conflicting priorities.




(
Reduce time spent on paperwork.




(
Use peak times to best advantage.




(
Get more done through delegation.




(
How to conduct shorter and more profitable meetings.




(
Identify and eliminate your own time wasters.




(
Establish an effective priority system.




(
Establish realistic time estimates on deadlines and restructure your work environment.




The following reading is also recommended:




(
Iacocca, Lee Iacocca.




(
One Minute Manager, Ken Blanchard.




The three-day Management Leader Program noted in the skill area of Leadership is also an excellent seminar to help an individual develop administrative skills.



2.
On-the-Job Developmental Task



a.
The starting point for developing one's planning and organizing ability is to identify the time wasters on your job.  A sample “Time Wasters" sheet is attached and provides possible solutions.




Set aside a certain time each day for planning activities--update your calendar and schedule and make an effort to develop a "things to do" or priority list.  If you are a department manager, make up a work plan for your store.  Ask each subordinate to give you a work plan for their area of responsibility, including their objectives, priorities, and time-tables for completion.




b.
To strengthen the area of organizing, the following on-the-job applications may be helpful:





(
Record due dates on your calendar.





(
Sort your in-basket according to priority and work on high priority items first; that is, when reviewing items, identify those that must be handled immediately with an “A,” items that can be handled generally within a day or two might be “B,” while items that are not priority but could be handled over a 3-5 day period might be best identified with a “C”.  After creating these three priority stacks, you would want to address the “A” stack first.





(
Schedule your personal time more carefully.  Be sure to include time for administrative "nitty gritty."





(
Set aside time in your weekly calendar for follow-up procedures in your work.





(
Before leaving work at the end of the day, prepare a “things to do" list for the next day and set your own deadlines.





(
Monitor how you spend your time for a week.  Alter your schedule so that it is in line with your job priorities.


B.
GOAL SETTING:  Setting specific objectives for self and others to achieve.



There is a saying that says:  “If you don't set your own goals, you will become a part of someone else’s." In today’s competitive world, we are finding more and more companies engaging in strategic planning, Iacocca by Lee Iacocca is a most excellent source of learning how to set goals for oneself and others to achieve.  Mr. Iacocca uncovers his success as the chairman of two major Fortune 500 companies in a very simplistic, yet workable, goal setting process.  Goals tend to be used synonymously with the term “objectives."  The major difficulty in setting a goal rests with defining what a goal is.



(
What do you wish to accomplish?



(
How will you accomplish this goal?



(
When will you accomplish this goal?



(
Why is this goal important?



Whenever you set a goal, it should satisfy the criteria listed.  It is easy to identify what you want to accomplish; i.e., increase sales by 10%.  The challenge lies in your ability to list the 'how to's” in achieving that task; that is, setting up a specific plan of action.  Most important, a goal needs a specific measurable time period for completion.  Without dates, goals may continue ad infinitum.



There are many ways to strengthen goal setting.  The Management Leader Program is designed to help an individual set both personal and business goals and teaches specific ways to develop action plans to achieve objectives.



There are also seminars sponsored through the American Management Association that train how to get things done, or how to accomplish tasks.  Seminars of this sort are designed in a very intensive format to teach one effective goal setting skills.



The following reading material is recommended to develop the area of goal setting.



How to Set Business Goals, Gerald D. Abbott



Putting the One Minute Manager to Work, Ken Blanchard



Leader Effectiveness Training, T. Gordon



In Search of Excellence, Peters and Waterman



Goal Setting, Gerald D. Abbott



New Rules, D. Yankelovich



On the following page is a checklist that provides a sample action for setting good objectives.  You may wish to reference this source.

CHECKLIST FOR GOOD OBJECTIVES

When preparing your list of possible goals and when recording goals, consider the following points:

(
Do the objectives contain the four critical elements?


Specific


Measurable


Time bound completion dates


Result oriented

(
Is each objective stated as a result to be achieved?

(
Is the objective traceable to the store goals and your responsibility?

(
Have you assessed the degree of difficulty for each objective?  Do you have a reasonable balance of high risk and low risk objectives?

(
Have you thought about the major actions to be taken to achieve the objectives?

(
Completion dates: Have you identified potential problems and developed contingency plans?

(
Have you identified the consequences that your achievement of these objectives will have for the store?

The Key to Good Objectives

(A sample approach)

A well written objective will state what results you expect to accomplish, how and by when.


Example:


A.
WHAT (Specific)



Mary, I feel you need to strengthen your public speaking ability.


B.
HOW (Measurable)



Attend a Dale Carnegie communication seminar.


C
WHEN (Tune Bound)



By September 1988.


D.
WHY (Result oriented)



This seminar will help you communicate more effectively with your employees and increase your confidence in making presentations.

This approach should be followed when setting goals on the performance evaluation form.

This will ensure that the goal is properly communicated and completed.


C.
DELEGATION: Delegating responsibility to other personnel, providing instructions and due dates, and checking to ensure the tasks are accomplished.



It is very probable that an employee will be placed in a leadership role during the absence of the manager.  The closeness of the management team will lend itself to both direct and indirect leadership.  The challenge becomes the efficient use of resources so the contributions of the management team and employees are properly used.



The following behaviors may be indicative of the need for development in the area of delegation:



(
Rarely delegates work.



(
Assigns much work inappropriately to subordinates.



(
Rarely gives direction for work is expected.



(
Does not provide for any monitoring, follow-up, or review to ensure delegated tasks are completed.



(
Has difficulty delegating both authority and responsibility.



1.
Off-the-Job Development Tasks



a.
Complete the workbook/cassette program entitled "Successful Delegation.  These tapes may be acquired through the American Management System.




b.
Check your bookstore for books on delegation.



2.
On-the-Job Development Tasks



(
Identify responsibilities you are personally handling that could be handled by each of your subordinates and delegate accordingly.




(
Find ways to individualize delegation to meet the needs and abilities of each person.




(
When delegating assignments verbally, ask subordinates to summarize your request to ensure a complete understanding.




(
Do not allow a subordinate to 'dump' a delegated task back in your lap for you to resolve.  This is known as “upward delegation" and should not be tolerated.




(
If a delegated assignment is not up to your expectation, do not redo it yourself.  Show your subordinate what needs to be changed and have them rework it.

· 
Keep a record of the number of items in one week or one month where subordinates 
must come back to you for clarification of instructions on work you have delegated 
them.



(

Over the next two months, delegate a task to each of your subordinates that is a 



logical part of their job but that represents a developmental experience for them.
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