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Agenda

* Quick Refresher
»  How does the law affect my role?

« Road Map for Effective Management
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How does the law affect my role?

» Discrimination prohibited
»  Commit to articulating a legitimate, non-discriminatory
reason for all employment actions

PERFORMANCE OR BUSINESS NEEDS SHOULD BE THE PRIMARY
NON-DISCRIMINATORY REASON FOR MOST EMPLOYMENT
ACTIONS

Always ensure no pretext
*  Accommodation required
»  Disability, religion, pregnancy
» Retaliation prohibited

»y  Be aware of timing of and reason for all adverse employment
action

* At will employment has significant limits

 Employees have legally protected right to be out of work
(sometimes for extended periods of time)
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What does it mean to manage??

Guide

Your team

To achieve results
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This work takes time!l!!!
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The Road Map

This Photo by Unknown Author is licensed
under CC BY-SA
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Road Map

1. Prepare to manage
2. Assess your team
3. Communicate expectations

4. Commit to giving feedback
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Setting the Stage:

A Tale of Two Employees
Sandra is a manager in the corporate communications department. She was
hired specifically to manage the company’s social media presence. Her
background is in event-planning, but she decided to move into social media
work because the hours are more predictable.
» Sandra has one direct report (a communications coordinator), who
“loves working with Sandra”
A few performance issues have come up in Sandra’s first 18 months:
» Sandra has retweeted a few questionable tweets that caused
controversy within the organization
> She still has not developed a social media strategy in spite of working
at the company for over a year, and
> She refuses to update the company’s Facebook page because she
believes “no one uses Facebook anymore”
> Other members of the communications team have reported that Sandra
is “constantly asking for help” and relies on them “to do her work”
Sandra is 35 and had a new baby just before accepting this job. She has
been out at least 10 days in the past six months, mostly for appointments
related to her daughter, and a few other things that no one can remember.
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Setting the Stage:
A Tale of Two Employees

Andrew is Sandra’s boss. He has been at the company for
many years and is well regarded as a “great guy to work for.”
» It is important to Andrew to be well liked by his team, and he
works hard at that.
> Andrew took a chance on Sandra because he liked her “energy”
throughout the interview process. He thinks she can learn how
to handle social media effectively, and is eager to see what she
can do.
> Andrew has 4 kids and understands the demands on a new
mother. He is willing to be flexible with Sandra’s schedule.
Andrew has heard a few complaints about Sandra, but thinks
people are being too harsh on this relatively new employee.
He is inclined to ignore these complaints for now (he hates it
when people are negative) and give Sandra a chance to settle
in. He is confident she will pick up what she needs to learn.
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Step 1: Prepare to Manage

Know yourself

Know your employer

Know your team
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Know Yourself

e Fully embrace and eager to learn
Exhausted and wish everyone would leave
How do you feel |y, 24

about being the « Insecure about your ability to make
boss decisions or your own role

e Love the authority and defensive about any
feedback directed at you

Communication e Prefer written communication or in person
and e Learn by doing or follow instructions

Iearning style e Introvert vs extrovert
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Know Yourself

e Reject “whiners”
e Ignore complaints
e Love to wallow in life’s problems

How important
is positivity

e Avoid at all costs?
Conflict e Thrive in chaos

e Somewhere in between

PIERCE ATWOOD® !
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Know Your Employer

+ What is the scope of your authority?
» Do you determine performance rating
» Do you determine merit pay/bonus
» Do you control training/resource budget
» Do you control the structure of your team
»  Don't forget to seek buy-in if needed
« What processes/policies are you required to follow?
»  Performance evaluations/PIPs/feedback forms
* Actively engage in these processes!
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Know Your Team

* Who did you choose?
+ Who did you inherit?
« Does that matter to you?
+ What do you know about them as individuals?
> What motivates them
> What are their long-term goals
»  How do they derive meaning from their jobs
« Do you have favorites?
»  What makes someone a favorite?
« It is important to care about the people who report to you!

»  And remember - they have lives outside of work that
are important, too

« Be conscious and intentional!
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Andrew and Sandra

Andrew doesn’t like negative people

o If he sees complaints as negativity, he will overlook legitimate concerns -
potentially for too long

¢ He will need to train himself to really listen to complaints and take action
when necessary

Andrew wants to be well liked by his team

e May be too permissive with leave/ignore the need to follow policies
related to leave

e May be slow to address problematic social media posts or failure to
complete the strategic plan

Andrew likes positivity and may have overvalued that

attribute in the hiring process
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Step 2: Assess Your Team

Goal: put the right people in the right roles
Building a team is hard!

Rock stars vs superstars

> You need both

»  Focusing all of your attention on the most ambitious people
hurts the people who are doing really good work and are
happy to keep doing it

Ask yourself — have I given everyone opportunities that are
in line with what they really want?

PIERCE ATWOOD? !
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Assessing Your Team:
What to Consider

What do you see as their strengths and areas for
improvement

What do they see as their strengths and areas for
improvement

What training/resources do they need
How do their skills align with the job requirements
What are they contributing to the team beyond their skills

»  Great attitude/brings people together/cheerleader for the
company

»  Willing to do anything/very flexible/adapts to change easily
»  Negative, constantly complains, wears everyone down
Perfection is not a reasonable expectation!
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Assessing Your Team:
Best Practices

You don’t have

Don't tolerate W team, not [l to be stuck with

brilliant jerks

J family someone who
(Netflix) can’t do the job

Don’t give up Check for bias,
too easily - retaliation,
training goes a unlawful
long way! considerations
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Andrew and Sandra

Andrew should be assessing Sandra’s skills in

connection with the social media position

Identify what it takes to be successful (e.g., strong writing skills,
knowledge of social media platforms, strong understanding of the
company, etc.)

e Does Sandra have those skills? How should Andrew determine
this?

Given Sandra’s lack of relevant experience, a
training plan is necessary

e To be an effective manager, Andrew should develop and then
execute the training plan

e Goal is to ensure that Sandra is set up for success
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Step 3: Communicate Expectations

« Identify the results to be achieved
»  Get clear about the goals
+ Clear communication about expectations is your
responsibility
»  Provide tools necessary to do the job well
> People cannot read your mind - really, they can't!
+ Review job expectations - are they reasonable/doable?
« Don't forget to check for understanding

PIERCE ATWOOD? !
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Assigning a Project: PDQ

Consider including the following when assigning a project:
* Purpose

» Directions

* Questions

»  “what are your questions” instead of “do you have any
questions”
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Andrew and Sandra

Andrew is responsible for Sandra’s work

e Waiting to see if Sandra can figure it out on her own is a
management failure

Andrew should clearly identify what is expected

e Is FB part of the Company’s social media approach? If so,
Andrew must insist on Sandra maintaining FB until a new
strategy is approved

¢ Is there a mechanism for having posts reviewed prior to
publication? Following publication?

* When is the overall strategy supposed to be completed? Is it
entirely up to Sandra to complete?

¢ All of these details should be conveyed (preferably in writing)
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Setting Expectations for Sandra

+ “A big priority over the next two months is finalizing the
social media strategy. We need you to identify the top 3
platforms you think we should focus on and identify a plan
for each. Please include the following:

» What content is appropriate for which platform?
» Who is responsible for generating the content?
» What is the frequency of use of each platform?
> How will we measure effectiveness of this plan?

» Prepare a budget with an estimate of the costs associated with
each platform.

» The deadline for this project is DATE. Please check in with me
in XX weeks with an update.”
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Step 4: Commit to Regular Feedback

Build your own credibility day by day
»  Demonstrate expertise
»  Show your work
»  Don’t waste your team’s time
»  Keep the dirt under your fingernails
Offer a balance of praise and criticism
»  Tell people when their work is right/great
»  Tell people when their work isn't good enough
« Care enough to tell people when things are not going well
Make it acceptable for people to give you feedback, too --
“What can I do or stop doing that would make it easier to
work with me?”
Both informal and formal feedback are important!

PIERCE ATWOOD® !
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Situation

Behavior

Impact

Nuts and Bolts of Feedback

e Explain the context

e What was the good or bad behavior

e What impact did you observe

25



Feedback Tips

Focus on the Matter-of-fact Cut to the
work tone is best chase

Avoid

generalizations e Elieae
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Example 1

Someone grabs the parking space you have been patiently
waiting for.

Feedback options:
1) “You a**hole - that is MY spot!”
2) “I've been waiting for that spot here for five minutes

(situation), and you just zipped in front of me and took it
(behavior). Now I'm going to be late (impact).”

©Pierce Atwood LLP. All rights reserved. PI E RC E ATWOOD E !
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Example 2

You ask a report to prepare a slide deck for an important meeting
with the entire finance department to explain a new accounting
process. The deck was finished only a few minutes before the
meeting, had numerous typos, and omitted a chart that explained
the reason for the accounting change.

Feedback Options:

1) “Next time, get the slides to me the day before the meeting
so that I can fix the typos.”

2) Say nothing, but next time, you just quietly give that project
to someone else on the team.

3) "I was excited to give you the o[gportunity to run with this
project and present in front of the entire department
(situation). 1t looked like you did not give yourself enough
time to proofread the slides, and you omitted an important
aspect of the material (behavior). Now, the reason for the
change is not as clear and we saw much more resistance to
the new approach than we anticipated (impact). What
happened?”

PIERCE ATWOOD® !
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Best Practices

Understand how others experience your guidance

Praise in public, criticize in private

Listen with intent to understand, not respond

Give timely feedback

Always include “how can I help?”

Don't forget to document the feedback you give

©Pierce Atwood LLP. All rights reserved PI E RC E ATWOOD E !
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Tone Matters

Importance of civility
»  Everyone wants to be treated with respect

»  Many people shut down when they feel they are being yelled
at

Positional power amplifies tone

Beware of your own discomfort and make necessary
adjustments

Ask questions and listen to the answers
Assume the best . . . not the worst

PIERCE ATWOOD? !
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Manage Meetings

Create a culture of listening

»  Employees listening to each other instead of grandstanding

> You listening to reports instead of lecturing

»  Ask questions and listen to answers

Actively manage meetings to ensure everyone participates
»  If necessary, go around the table to ensure everyone is heard
Use public praise to guide behavior

All of this is feedback!
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Manage Emotions

« You cannot prevent, control, or manage other people’s
emotions

»  But, you can and should acknowledge them and react
compassionately when emotions run high

»  You can manage your reactions to other people’s emotions -
work hard at not being defensive or pre-emptive

« Examples:

»  Avoid “don’t take this personally,” *don’t be sad,” “no offense,
but ..”

»  Instead “I can see you're mad/frustrated,” I am going to
step out for a minute and get you some water”

©Pierce Atwood LLP. All rights reserved PI E RC E ATWOOD é !
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Practice Being Direct

Employee seems disengaged:
+ “What are you working on that you don’t want to work on?”
+ “What can you do to stop working on it?”

+ “What are you not working on that you do want to work
on?”

Employee is not clear in discussing new idea:

+ "I think you are on to something, but it’s still not clear to
me. Can you try explaining it again?”

+ "I understand what you mean, but I don’t think others will.

How can you explain it so it will be easier for them to
understand?

PIERCE ATWOOD? !
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Preparing to Give Sandra Feedback

Andrew’s Contributions Sandra’s Contributions
to Current State to Current State

e Hiring decision e Underperforming

¢ Did not give Sandra clear ¢ Not taking initiative to learn
expectations her role

e Hasn't held Sandra e Hasn't developed a social
accountable media strategy

e Hasn't set Sandra up for e Has others do her work
success (i.e., training) e Lets personal belief impact

e Hasn't provided ongoing action
feedback e Numerous absences

e Empathetic in an unhelpful
way

¢ Prioritizes being liked

©Pierce Atwood LLP. All rights reserved PI E RC E ATWOOD é !
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Feedback for Sandra

» Possible feedback, depending on how she is doing:
“Thank you for your draft of the social media strategy. This
is well written and includes a good discussion of the merits
of each platform. However, this draft does not include any
discussion of the content anticipated for each platform and
also does not indicate who is going to generate the content.
What resources would be useful to you as you fill in those

gaps?”
* Logistics
»  Deal with everything at once?
»  PIP?
»  Who participates?
»  Goals?

»  Follow up?
+ Is there hope for Sandra?
 What about Sandra’s absences?
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Formal Feedback

« Follow your employer’s processes
»  Be timely, thorough, and honest/accurate
> Must be written
* NO STRAY REMARKS
« If you avoid doing this hard work, you are letting down

your reports and your employer — and potentially creating
legal exposure

PIERCE ATWOOD? !
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Example 1

Mark consistently demonstrates disrespectful behavior toward his team
members. He often interrupts them during meetings, dismisses their ideas
without consideration, and speaks condescendingly to team members.
Despite his strong organizational and project management skills, Mark's
disrespectful demeanor hampers collaboration within the team.

Although there have been instances where While you have successfully managed projects this
your interactions with your team members year, your disrespectful behavior towards your team
have not always been professional, you have members remains a significant concern. For example,
effectively managed projects and ensured your frequent interruption of team members during
deadlines are met. You have shown a deep meetings, dismissal of their ideas without
understanding of project requirements and consideration, and speaking condescendingly to team
have successfully worked with your team members hinder collaboration and morale within the
through various challenges. With some team. It's imperative that you address this issue
improvements in your interpersonal skills, you  promptly and commit to treating your co-workers
can further enhance team collaboration and with respect at all times.
productivity.
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Example 2

Sarah was tasked with preparing a detailed report on the latest market trends. She was proficient in
writing and had basic knowledge of Microsoft Word. However, she struggled with basic word processing
tasks such as formatting, aligning text, and inserting images. She spent an excessive amount of time
trying to adjust the layout and appearance of the document, but the end result looked unprofessional.
Due to Sarah's inefficiency in word processing, the report was delayed, affecting the project timeline.
Additionally, the quality of the report suffered as it lacked consistency and clarity in formatting, making
it difficult for others to review and understand.

You have demonstrated strong writing skills While you have shown strong writing skills, you have
and a keen understanding of market trends. I consistently struggled with basic word processing

see that you struggle a bit with Word work. For example, lack of skill in effectively
processing skills and think this should be one  formatting documents and inserting images has
of the areas for improvement for next year. resulted in delays and inconsistencies in the qualify of

your work. It is important that you address this issue
promptly and proactively seek additional training and
support to improve your skills in word processing.
Failure to do so may hinder your potential to meet the
expectations of your role and could have further
implication on team productivity and client
satisfaction. We will closely monitor your progress
and provide necessary resources to help you improve

in this area.
PIERCE ATWOOD® !
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While Tom possesses excellent technical skills and knowledge, his poor work ethic and time
management have become a concern. He often arrives late to meetings and misses deadlines. He
appears disinterested in collaborating with his team members and demonstrates a lack of
commitment to the success of the project. Also, Tom struggles to prioritize tasks effectively and
often gets distracted during work hours, spending excessive time browsing social media. Tom's co-
workers are frustrated with him not pulling his weight, leading to decreased collaboration and
productivity.
While your technical skills are commendable, Your performance has been inconsistent particularly
you really need to improve your time in terms of time management and task prioritization.
management skills to meet deadlines, etc. I For example, you missed six important deadlines in
also recommend you go the extra mile to the past 8 months (IDENTIFY THE DEADLINES) and
improve your work ethic. We as a company failed to come on time for every meeting we had
should be able to rely on you. regarding the new software launch. This led to a
three-week delay in our implementation of the new
program. In addition, as you know from our social
media policy, we require employees to refrain from
personal use of social media during regular business
hours. Your frequent use of social media (that is not
work related) during business hours has reduced
your overall productivity such that you are not
performing your full job duties. We expect
immediate and sustained improvement in these
areas. If there are resources or other tools that you
would benefit from, please let us know.
©Pierce Atwood LLP. All rights reserved PI E RC E ATWOOD % !
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Barriers to Effective Management

* Gossip

» When a supervisor/manager talks about people with their peers,
credibility/trust is affected

+ Favoritism

» Employees who are not favorites feel overlooked and are more
likely to disengage

* Unresolved frustration

» Letting a problem fester without being addressed increases
likelihood that situation will end very badly (and often increases
litigation risk)

« Lack of attention to your responsibilities

PIERCE ATWOOD?
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Final Thoughts

* Clear communication is a core competency for supervisors and
managers

* Remember that employees want to be successful

» If you set expectations and give clear feedback, it is more likely
that they will be successful

« If you are not quite sure what you need someone to do differently,

spend time figuring that out
* Not everyone can do every job — even if they really want to!!
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