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BBEJAEHHUE

Yuebnoe mocobue Critical Issues in Leadership, Management and
Supervision («KirodeBbie acreKThl JHICPCTBA, MCHEDKMEHTA U YIPABICHUS)
IpeIHa3HaYeHO I 00y4aroIuXxcsi NpopECCUOHATBHOMY aHIIIMMCKOMY SI3BIKY B
paMKax MarucTepckux mporpamMmm ykpynHeHHou rpymmbsl 380000 — Oxornomuka
u ynpaenenue.
B cBsi3u ¢ TeM, 4uro OOyueHHE NPOPECCHOHATBHO OPUEHTHUPOBAHHOMY
WHOCTPAaHHOMY  SI3bIKY IPEAINOJIaracT OBJIAJCHUE HHTEIUIEKTYaIbHOW H
npo(hecCHOHANBHON KYJIBTYpPOH, IMOCOOME HampaBJIEHO Kak Ha oboraiieHue
npo(eCCUOHAIBHO  OPUEHTHUPOBAHHOTO  CJIOBAPHOIO  3amaca  CTYJEHTOB
MarucTpaTypsl Y pa3BUTHE YMEHHH 1O OCHOBHBIM BHJAM PEUEBOM
NESATENIbBHOCTH, TaK M Ha TOBBIIIEHWE WX MOTHBAlUM K Oyayuiei
po¢eCCUOHATIBHOU JIEATEIIbHOCTH.
B npomecce ocBoenuss  Mopaysied  GOPMUPYIOTCA — CIEAYIOIINE
npodeccuoHanbHble KOMMYHUKATUBHBIE YMEHHUS:
® [IOHMMaTh AayTEHTUYHbIE NPOPECCHOHATBHO OPUEHTHUPOBAHHbBIE
Hay4YHBIC, HAYYHO-TTOMYJISIPHBIE U TyOIUIIMCTHYECKNE TEKCTHI;

® BBICTYNAaTh C COOOUIEHUSIMH, JOKIJIagaMHu, 0030pamu, MpPE3eHTALUSIMU
1o npo¢ecCUuOHaNbHON TEMATHKE;

® y4yacTBOBaTh B 0eceiax, IUCKYCCUSX pa3IMYHbIX BUJIOB,;

® OCYHIECTBISITh TOATOTOBKY W TMPE3EHTAIMI0 HWHAWBHUIYaIbHBIX WU
IPYNIOBBIX TPO(HECCHOHATBHO OPUEHTUPOBAHHBIX TPOEKTOB.

[locoOue co3maHO C  HUCHOJB30BAHMEM  TEXHOJOTMU  Pa3BUTHUSA
KPUTHUYECKOTO MBIIIJIEHUS] U METOAA MPOEKTOB, MO3BOJISIIOIIMX CTUMYIUPOBAThH
aKTUBHYIO  TIO3HABAaTENIbHYIO  JESTEIbHOCTh  O00y4aeMbIX;  BBICTpaUBaTh
MEXKTPEAMETHBIE CBSA3H C TPO(HEeCCHOHATBHBIMU TUCIUTUIMHAMY, MTPEToaBaHue
KOTOpPBIX BEAETCS Ha pPYCCKOM si3blke, U oOecredyuBaTh peajbHbIE

KOMMYHHKAaTUBHEIC HOTpC6HOCTI/I O6yLIa€MBIX B PAa3IMYHBIX CHUTYyaAlHAX



po(eCcCHOHATBHO OPUEHTHPOBAHHOTO MHOS3BIYHOTO 001ieHust. Cka(hdoaauHr,
KaKk  TOCTEIICHHO  «yracaromiee»  IeJaroruueckoe  CONPOBOXKICHUE,
UCTIONIB30BAJICSI B (haKyJIbTATUBHBIX IMOCICTEKCTOBBIX 3amaHusx. CojepikaHue
AYyTEeHTHYHBIX TEKCTOB Ha AHIJIMHACKOM SI3BIKE 3aMMCTBOBAHO M3 OTKPBITBIX
UHTEPHET-PECYPCOB.

[TocoGue COCTOMT M3 MATH TEMATHUYECKUX MOJIYJICH, KaXKIbli M3 KOTOPBIX
METOAMYCCKH OPraHM30BaH C TOMOIIBI0 TpexX(ha3sHOW MOJCIH TEXHOIOTHH
pa3BuUTHs KpUTHYECKOro MbluieHus: «Bwi3oBy» (Evocation), «OcMbicicHHe
(Realization of Meaning), «Peduekcus» (Reflection), B coorBercTBUH ¢
3aKOHOMEPHBIMH 3TallaMH KOTHHTHBHOM JEATEIbHOCTH JHYHOCTH. PaboTa Has

KaXXIbIM MOIYJICM 3aBCPIIACTCS IIPOCKTHBIM 3aIdHHUCM.



Module |
LEADERSHIP STYLES AT A GLANCE
Evocation

1. In small groups of four analyze and discuss what information about

leadership these illustrations give you (See figures 1-3%):

b
eadersh
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_'?s_ Stable Delegative
Environment

growth or ) .
changing Authoritarian

environment

Environment Authoritarian Authoritarian
in crisis

Inexperienced Capable Expert
subordinate subordinate subordinate

The leadership style that you use depends on the needs of the
person you are leading and the needs of the environment.

Figure 2

! MutrocTpativu B3sThI C OTKPBITBIX HHTEPHET-PECYPCOB.
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Figure 3. Forms of group membership: Kurt Lewin’s leadership study

2. Share your ideas with all your groupmates.
3. As you know, In 1930s, Kurt Lewin developed a leadership
framework. In the same small groups of four discuss the quotes that you liked

most:

a)

“Leadership is influencing people — by providing purpose, direction, and
motivation — while operating to accomplish the mission and improving the

organization”

KURT LEWIN

b)

“Leadership is the capacity to translate vision into reality”

WARREN BENNIS

c)

“Management is doing things right, leadership is doing the right things”
PETER DRUCKER




d)

“If your action inspire others to dream more, learn more, do more and become

more you are a leader”

JOHN QUINCY ADAMS

e)

“The art of communication is the language of leadership”

JAMES HUMES

4. Share your ideas with all your groupmates.

Realization of Meaning

1. Each member of your small group works with ONE of the four

Reading Selections following the instructions / steps below:

choose one of the four reading selections of the module;

switch into expert groups according to the Reading Selection
you’ve chosen (expert groupl,2,3 and 4);

individually read and thoroughly understand the information;
together with the other experts in your expert group prepare the
summary of the article and decide how you are going to present it
to the members of your small “home” group (make up a
vocabulary list, a table, etc., to enhance understanding, questions
to check how your home group understands the info that is NEW
to them );

go back to your small “home” group and take turns in sharing
the info from Reading Selections 1-4;

check how your home group understood you.




Reading Selection 1
SIX LEADERSHIP STYLES AND WHEN YOU SHOULD USE THEM
by Robin Benincasa

Great leaders choose the leadership style like a golfer chooses his or her
club, with a calculated analysis of the matter at hand, the end goal, and the best
tool for the job.

Taking a team from ordinary to extraordinary means understanding and
embracing the difference between management and leadership. According to
writer and consultant Peter Drucker, “Management is doing things right;
leadership is doing the right things”.

Manager and leader are two completely different roles, although we often
use the terms interchangeably. Managers are facilitators of their team members’
success. They ensure that their people have everything they need to be
productive and successful; that they’re well trained, happy and have minimal
roadblocks in their path; that they’re being groomed for the next level; that they
are recognized for great performance and coached through their challenges.

Conversely, a leader can be anyone on the team who has a particular
talent, who is creatively thinking out of the box and has a great idea, who has
experience in a certain aspect of the business or project that can prove useful to
the manager and the team. A leader leads based on strengths, not titles.

The best managers consistently allow different leaders to emerge and
inspire their teammates (and themselves!) to the next level.

When you are dealing with ongoing challenges and changes, and you are
in uncharted territory with no means of knowing what comes next, no one can
be expected to have all the answers or rule the team with an iron fist based
solely on the title on their business card. It just does not work for day-to-day
operations. Sometimes a project is a long series of obstacles and opportunities
coming at you at high speed, and you need every ounce of your collective hearts
and minds and skill sets to get through it.



This is why the military style of top-down leadership is never effective in
the fast-paced world of adventure racing or, for that matter, our daily lives
(which is really one big, long adventure, hopefully?!). I truly believe in Tom
Peters’s observation that the best leaders do not create followers; they create
more leaders. When we share leadership, we are all a heck of a lot smarter, more
nimble and more capable in the long run, especially when that long run is
fraught with unknown and unforeseen challenges.

Not only do the greatest teammates allow different leaders to consistently
emerge based on their strengths, but also they realize that leadership can and
should be situational, depending on the needs of the team. Sometimes a
teammate needs a warm hug. Sometimes the team needs a visionary, a new style
of coaching, someone to lead the way or even, on occasion, a kick in the bike
shorts. For that reason, great leaders choose their leadership style like a golfer
chooses his or her club, with a calculated analysis of the matter at hand, the end
goal and the best tool for the job.

My favorite study on the subject of kinetic leadership is Daniel Goleman’s
“Leadership that Gets Results”, a landmark 2000 Harvard Business Review
study. Goleman and his team completed a three-year study with over 3,000
middle-level managers. Their goal was to uncover specific leadership behaviors
and determine their effect on the corporate climate and each leadership style’s
effect on bottom-line profitability.

The research discovered that a manager’s leadership style was responsible
for 30 % of the company’s bottom-line profitability! That’s far too much to
ignore. Imagine how much money and effort a company spends on new
processes, efficiencies, and cost-cutting methods in an effort to add even one
percent to bottom-line profitability, and compare that to simply inspiring
managers to be more kinetic with their leadership styles. It’s a no-brainer.

Here are the six leadership styles Goleman uncovered among the
managers he studied, as well as a brief analysis of the effects of each style on the
corporate climate (see figure 1):
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1. The pacesetting leader expects and models excellence and self-
direction. If this style were summed up in one phrase, it would be “Do as I do,
now”. The pacesetting style works best when the team is already motivated and
skilled, and the leader needs quick results. Used extensively, however, this style
can overwhelm team members and squelch innovation.

2. The authoritative leader mobilizes the team toward a common vision
and focuses on end goals, leaving the means up to each individual. If this style
were summed up in one phrase, it would be “Come with me”. The authoritative
style works best when the team needs a new vision because circumstances have
changed, or when explicit guidance is not required. Authoritative leaders inspire
an entrepreneurial spirit and vibrant enthusiasm for the mission. It is not the best
fit when the leader is working with a team of experts who know more than him
or her.

3. The affiliative leader works to create emotional bonds that bring a
feeling of bonding and belonging to the organization. If this style were summed
up in one phrase, it would be “People come first”. The affiliative style works
best in times of stress, when teammates need to heal from a trauma, or when the
team needs to rebuild trust. This style should not be used exclusively, because a
sole reliance on praise and nurturing can foster mediocre performance and a lack
of direction.

4. The coaching leader develops people for the future. If this style were
summed up in one phrase, it would be “Try this”. The coaching style works best
when the leader wants to help teammates build lasting personal strengths that
make them more successful overall. It is least effective when teammates are
defiant and unwilling to change or learn, or if the leader lacks proficiency.

5. The coercive leader demands immediate compliance. If this style
were summed up in one phrase, it would be “Do what I tell you”. The coercive
style is most effective in times of crisis, such as in a company turnaround or a

takeover attempt, or during an actual emergency like a tornado or a fire. This
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style can also help control a problem teammate when everything else has failed.
However, it should be avoided in almost every other case because it can alienate
people and stifle flexibility and inventiveness.

6. The democratic leader builds consensus through participation. If this
style were summed up in one phrase, it would be “What do you think?” The
democratic style is most effective when the leader needs the team to buy into or
have ownership of a decision, plan, or goal, or if he or she is uncertain and needs
fresh ideas from qualified teammates. It is not the best choice in an emergency
situation, when time is of the essence for another reason or when teammates are
not informed enough to offer sufficient guidance to the leader.

Bottom line? If you take two cups of authoritative leadership, one cup of
democratic, coaching, and affiliative leadership, and a dash of pacesetting and
coercive leadership “to taste”, and you lead based on need in a way that elevates
and inspires your team, you’ve got an excellent recipe for long-term leadership

success with every team in your life.

The Six Leadership Styles (Goleman)
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Figure 1. Goleman’s Six Leadership Styles

(Source : https://www.fastcompany.com/1838481/6-
leadership-styles-and-when-you-should-use-them)
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Scaffolding activities

Helpful Tip! These extra activities (scaffolding) can help you focus on
the essential information and understand the text better if you find it too difficult
to cope with the text on your own.

1. Find in the text the following words and word combinations. Give
their Russian equivalents. See how they are used in context:
to choose the leadership style, with a calculated analysis of smth, at hand, the end
goal, the best tool for smth, the difference between smth, according to, completely
different roles, to use the terms interchangeably, facilitator of smth, to be
productive and successful, to be recognized for great performance, to be coached
through one’s challenges, conversely, to have a particular talent, to have
experience in a certain aspect of the business or project, consistently, to inspire
their teammates, to deal with ongoing challenges and changes, means of, a long
series of obstacles and opportunities, effect on the corporate climate, effect on
bottom-line profitability, to be responsible for, excellence and self-direction,
however, to squelch innovation, to leave the means up to smb, explicit guidance,
to create emotional bonds, compliance, turnaround, takeover, to control a problem
teammate, to alienate people, to stifle flexibility and inventiveness, to build
consensus through participation, to offer sufficient guidance to smb.

2. Business English is full of idioms when you can’t get the meaning
form translating a phrase word-to-word. Explore some tricky word
combinations before you read the text:

e to think out of the box — mbICIIUTE HECTaHIAPTHO, OPUTHHAIBHO

e to rule with an iron fist — npaBuTh TBEpIOI pyKOI

e to get through smth — cnipaBuThCs

e top-down leadership / management — ynpagpiieHue «CBEpXy BHU3Y», IPH

KOTOPOM BCE PEILICHUs] IPUHUMAIOTCSI PYKOBOACTBOM («HABEpXy») 0e3
ydyeTra MHEHHUsS] pabo4MX UM PSAOBBIX COTPYIHHUKOB U «CITYCKAIOTCS

JJIIsA 0053aTeJILHOTO MCITOJTHEHUS

13



fast-paced — 3agarorimii ObICTPBIN TEMIT

in the long run — B koHeYHOM CcuéTe, B KOHIIC KOHIIOB

bottom-line profitability — utorosast npuOBLILHOCTH

It’s a no-brainer — «ue 6uHoM HerotoHa» (4T0-1100, HE Tpedyrolee
OO0JIBIIOTO YMa, MPOCTOE, OYCBUIHOE)

It is not the best fit — a3T0 He oueHs mogxOaUT

It works best — ato GoJibllie TOAXOIUT

Overall — B (001IeM 1) eIoM

. Find in the text answers to the following comprehension questions:
What is the difference between management and leadership according
to Peter Drucker?

Why doesn’t ruling the team “with an iron fist” work for day-to-day
operations?

What is the author’s belief in Tom Peters’s observation that the best
leaders do not create followers; they create more leaders based on?
Why can and should leadership be situational?

What was the goal of Daniel Goleman’s study?

What did the research of his team discover?

What does the pacesetting style mean? When does it work best? Why
can it squelch innovations?

What does the authoritative style mean? When does it work best?
When is it ineffective?

What does the affiliative style mean? When does it work best? Why
should not it be used exclusively?

What does the coaching style mean? When does it work best? When is
it least effective?

What does the coercive style mean? When does it work best? When
should it be avoided?

14



e What does the democratic style mean? When does it work best? When
IS it not the best choice?

e What conclusion based on his analysis of six leadership styles does the
author make?

4. Study Figure 1 attentively. Find the correlation between the first two
styles in the figure and in the text. They are named differently, but the style
phrase will help you recognize them. Make up your own sentences with the
key words from the figure to characterize each leadership style.

Reading Selection 2

THAT SET YOU UP TO FAILURE
by Eric Douglas

It’s easy to fall into a pattern of ineffective leadership without realizing it.
You may have picked up bad habits by watching other leaders who came before
you. Poor leadership styles can contribute to mistakes and a reduced focus in the
short term, as well as a lack of organizational growth and innovation over the
long term. Learn to recognize — and avoid — these two common ineffective
leadership styles (see figures 1-2).
The Genius with a Thousand Helpers

1) The leader doesn't
delegate; tries to
do too much

6) Resentment builds /\ 2) Leader feels
between leader stress; lack

and management of support
team, leads to

"isolation” of Genius with a
leader Thousand Helpers

5) Management 3) Management
team doesn't team feels
grow; can't stress; lack
support leader of support

4) Poor quality
communication
and decision making

Figure 1. Ineffective Leadership Style 1
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These leaders are often high-performers who were superstars in their
positions before they were elevated to a higher role. They feel the need to make
every decision instead of trusting employees to use their own judgment. The
Genius with a Thousand Helpers:

« doesn’t delegate effectively;

. creates logjams of decisions waiting to be made;

. stifles opportunities for innovation;

« causes smart, talented professionals to grow frustrated — and leave the

organization.

The Aloof Executive

1) The leader delegates

too much
6) Leader brings /\ 2) Management
in new team feels lack
people of focus,

accountability

The Aloof Executive

5) Resentment 3) Leader reacts

builds between to surprises
leader and
management team

4) Management team
perceives leader to
be arbitrary

Figure 2. Ineffective Leadership Style 2

These leaders are often distracted by other obligations and give employees
too much freedom to make decisions without providing sufficient direction.
When things are going well, people may feel that the Aloof Executive is a “great
boss who empowers people”. But when things go south, the Aloof Executive
will:

« Dblame people for not paying attention to key aspects of the

organization;

 take aim at people who disagree;

16



. fail to implement solutions that address the underlying problems;

. cause smart, talented employees to grow frustrated — and leave the
organization.

Both of these styles need to find greater balance. For the Genius with a

Thousand Helpers, balance comes with:

 delegating more — and being consistent in your delegations;

« identifying talented team members and giving them more room to
implement their own decisions and strategies;

« debunking the notions that he or she is the smartest person on the team
by highlighting the strengths of others.

For the Aloof Executive, balance comes with:

« setting clear goals and checking in with employees to ensure that they
have the tools and direction they need;

. altering their delegation style by giving more comprehensive input to
team members who aren’t yet ready to make decisions on their own;

. taking a systems view to understanding the root cause of the problem;

« using employee feedback and self-assessment tools to gauge his or her

leadership style and maintain a healthy balance.

(Source : http://www.business2community.com/leadership/
two-common-leadership-styles-set-failure-01156470#7Dj7BD30Y 15UXcD5.97)

Scaffolding activities

1. Business English is full of idioms when you can’t get the meaning
form translating a phrase word-to-word. Explore some tricky word
combinations before you read the text:

e to fall into a pattern — aefictBoBaTh 10 11A0IOHY
e to pick up bad habits — mepenumaTs aypHble MaHepbl / BpeaHbIC
TIPUBBIYKH

e in the short term — B Ommkaiimem Oyayiiem

17



in the long term — B mepcriekTuBe

high / top / perfect performer — Ge3ynpednblii HCIIOIHUTEIIb

when things go south — koraa nmesa moiayT mIoxo

debunking the notion — pa3BeHuars MHEHHE / TOUKY 3pCHUS

to gauge (one’s /his or her) leadership style — mousTh, kakoi B

Tuaep

2. Find in the text answers to the following comprehension questions:

What harm can poor leadership styles do?

What is the problem with “The Genius with a Thousand Helpers”
leadership?

What is the problem with “The Aloof Executive” leadership?

How to find greater balance for “The Genius with a Thousand
Helpers” leader?

How to find greater balance for “The Aloof Executive” leader?

3. Write out from the text recommendations for each type of the leader.

Reading Selection 3

SITUATIONAL LEADERSHIP

Paul Hersey and Ken Blanchard developed the theory of situational

leadership in the book “Management of Organizational Behavior: Utilizing

Human Resources” (originally 1972 but now in its 10-th edition). The theory

proposes that a manager's leadership style should be flexible and adapted to the

situation, the task and the capabilities of the individuals involved. Accordingly,

a leader may adopt one of four different styles (see figure 1):
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SITUATIONAL LEADERSHIP” II

THE FOUR LEADERSHIP STYLES

(High)

High Supportive
and
Low Directive
Behaviour

o

=

o

>

<

=

L

m

L

=

1_

c

@]

o

o

2D

w

(Low)———— DIRECTIVE BEHAVIOUR ——— = (High)

Figure 1. Paul Hersey and Ken Blanchard’s theory of situational leadership

Directing Style
When team members lack the necessary abilities but are enthusiastic and

committed to the project: the leader provides clear directions and close
supervision; key decisions, including how the task will be carried out, remain
with the leader; communication is one-way; the focus of the leader is on the task
rather than the relationship between them and staff member. The leader:

« directs how the task or tasks are to be done;

« controls information;

« establishes and uses channels of communication;

. allocates roles and responsibilities;

« supervises all aspects of team activity and interactivity.

Coaching Style
When team members still lack some of the necessary abilities, and as a
result motivation may be diminishing. The leader still determines the tasks but
may need to ‘sell’ their favored approach rather than direct; the leader listens
and advises to help the staff member gain the necessary skills; communication is
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two-way; the focus of the leader is equally on the task and the relationship. The
leader:

. explains decisions;

. listens and provides advice and help with developing skills;

. offers feedback to boost performance and self-esteem;

« closely monitors performance;

« Dbegins to solicit team members' ideas and suggestions.

Supporting Style
When team members have the necessary abilities but lack confidence or

commitment. The leader asks for the advice of the staff member on how to
approach the task, may facilitate the decision-making process but the final
decision is taken by the team member; communication is directed towards
listening and encouragement; the focus is more on the relationship between the
leader and staff member than on the task itself. The leader:

« involves team members in problem-solving;

. re-allocates roles and responsibilities where evidence supports change;

- shares responsibility for decision-making;

« supports team to take decisions;

« provides positive feedback to improve performance.

Delegating Style
When team members are fully competent and committed to the project;

they are able and willing to work independently. Supervision is very light touch;
the leader can leave the team member to take day-to-day decisions;
communication comes largely from the team member when they require input
from the leader; with confidence and trust established, the team member feels
fully empowered in their role. The leader:

« provides clear objectives and boundaries to team members' authority;

« steps away from the team;

. advises when relevant and appropriate;

« devolves team management to the team itself.
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The Key Point
The key point of this theory is that there is no one right way to be a leader:
none of the styles outlined above is inherently better than any other. You may
well find drawn to or more comfortable with a particular style; that would be
quite natural. However, to be a really effective leader you should aim to develop
all these styles, so you can provide the most appropriate leadership at the
different stages in your project, and in response to different individual needs.

Leadership Behaviors

Different leadership styles are reflected in a leader's behavior — different
styles tend to produce different types of behaviors (see figure 2). Authoritative
behavior tends to be associated with both the Authoritative and Consultative
leadership styles, most strongly with an Authoritative style. Supportive
behaviors are associated with the Supportive and Delegative styles — most
strongly with a Supportive style of leadership.

Underpinning these two different sets of behaviors are shifts in the
leader's focus from the tasks to the people themselves.

Authoritative Behaviour Supportive Behaviour
Authoritative Consultative Supportive Delegative
Style Style Style Style
TASK PEOPLE

Figure 2. Correlation between a leader’s style and behavior

(Source: http://www.ld-toolbox.com/en/
leadership-development/leadership-style-concepts-18184812)

Scaffolding activities

1. Passive Voice structures are typical for Business English. Find in the
text and translate the sentences with these structures:
e ...amanager's leadership style should be flexible and adapted to the
situation...
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e ...but the final decision is taken by the team member;
communication is directed towards listening and encouragement. ..

o Different leadership styles are reflected in a leader's behavior...

e Authoritative behavior tends to be associated with both the
Authoritative and Consultative leadership styles...

2. Find in the text answers to the following comprehension questions:
e Who developed the theory of situational leadership?
e What does the theory of situational leadership propose?
e What are the four different styles the leader may choose from?
e How will you describe each of the styles?
e How are different leadership styles reflected in a leader's behavior?

e When is each of these styles appropriate?

Reading Selection 4
LEADERSHIP STYLES IN BUSINESS
by Marin Valchev

What are different types of leadership styles in business? Which are the
most effective leadership theories that provide best results?

By nature, every good leader aims to find this answers but the answer will
never be simple!

In real business life, there are many examples that show the effectiveness
depends on many factors: situations, goals and particular needs, management
characteristics, decision-making process and etc.

Instead of choosing one style of leadership, truly effective leaders are able
to adjust styles, selecting the one that is needed at the moment.

Here you will find a list of leadership styles with their definitions,
meaning, and characteristics.
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Different Types of Leadership Styles: Definitions and Characteristics

1. Autocratic Leadership Style

Autocratic leadership style works today in many workplace environments
and situations. Autocratic leadership (sometimes known as authoritarian
leadership) means that one individual controls all the decisions and has total
authority. This person accepts very little consulting from other members.
Autocratic leaders make decisions mostly based on their beliefs and ideas and
rarely accept suggestions from followers or team members.

Key characteristics of autocratic leadership style:

e only the leader have the authority and control to take all decisions;

e autocratic leaders rarely delegate tasks to employees and subordinates;

e leaders do not consult with followers;

o the staff doesn’t have a chance to provide their opinions and ideas;

e workers’ motivation comes from structured rules of rewards and
punishments;

e autocratic leaders take full responsibility and full esteem for the
work.

Despite the fact that, this style is remindful of the earliest kings and
empires, it takes place today in many organizations. It can be seen primarily in
small businesses with fewer employees.

This type of leadership style might be productive only in companies
where the character of work requires very fast decision-making without

consulting with a large group of people.

2. Participative / Democratic Leadership Style

Democratic leadership (also known as participative leadership), is a very
open and collegial leadership style in which members of the group take

participation in the decision-making process. The members of the group can
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share their ideas freely amongst the team. This type requires collaboration

between leaders and the followers. Every member has the opportunity to

participate, share ideas freely, and discussion is encouraged. It is based on

mutual respect. It concentrates on group equality.

The democratic / participative leadership also means that there is

responsibility for leaders and the staff too. The power and authority are

distributed

between employees and managers. Truly democratic leaders

encourage trust and confidence among followers. An important role of a

democratic leader is to provide democratic deliberation in the decision-making

process.

Let’s sum the core characteristics of democratic leadership:

employees or followers have equal rights in the decision-making
process;

the leader creates a great environment for collaborative problem-
solving;

the sharing of ideas are actively promoted by the democratic leader;
the leader respects others’ opinions;

the leader effectively delegates tasks to the workers who best fit the
need;

the leader trusts followers and employees;

workers often come by nature to the leader for guidance and

support.

The democratic leadership works great where a decision is very complex

and it is important to have the different areas of expertise and points of view.

3. Transformational Leadership

Nowadays, transformational leaders are becoming more and more popular

and wanted, and there are a plenty of reasons for that.

24



Transformational leadership means that leaders have the ability to inspire
people to achieve remarkable and giant results. The leader can inspire
employees to discover better ways of achieving goals and targets. They can
mobilize people to get work successfully done. Transformational leadership
means beginning a positive change in organizations and companies. It is about
defining more challenging expectations and achieving higher performance.
Transformational leaders create trust and loyalty in their followers and staff.

Core transformational leadership characteristics and traits:

e effective communication skills;

self-motivation setting positive examples and clear goals;
¢ high-performance expectations;
e sensitivity to followers’ needs;
e inspiring a team attitude and environment;
e providing support and recognition;
¢ teaching people to look beyond their self-interest.
All of these characteristics that define transformational leadership also

make it a very good fit for a lot of types of business.

4. Laissez-faire Leadership Style

Also known as delegative leadership, this is a non-authoritarian leadership
style. It gives authority to employees. Laissez-faire leaders allow group
members to make the decisions and give the least possible guidance to
subordinates.

Some business people think that this style leads to the lowest productivity
among group members and it is the least effective type of all management styles.
The main characteristics of laissez-faire leadership is that it involves:

e very little guidance and directions set from leaders;

e absolute freedom for group to members to make decisions;
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e team members are supposed to resolve problems on their own;
¢ highly skilled and well-educated staff;

e trust base;

o the leaders provision of all the resources needed;

e consistent feedback to team members.

Freely translated from its French, laissez-faire means “leave it alone” or
“let it be”. The main presumption is “to build a strong team — and then leaders
stay out of the way”.

Organizations or teams led by laissez-faire leaders often work in highly
creative businesses. This leadership style is used in startup companies, where
innovation is vital.

Laissez-faire leadership can be productive and efficient also in points

where staff members are very highly skilled, motivated and capable.

5. Charismatic Leadership

Charismatic leadership is based on the leader’s skills to communicate and
behave in ways that reach followers on an emotional way. Charismatic leaders
inspire people to do their tasks better.

The charismatic leadership is mainly based on the charm and persuasive
skills of the leader.

Charismatic leaders are very similar (but nor equal) to the
transformational leaders. Their main difference lies on the audience and accent.

Transformational leaders focus on transforming organizations into the
leader’s vision and rely on an existing method of doing business.

Charismatic leaders focus on their moral compass or passion. They are
engaged with a large audience and have a deep commitment to positive change
in the lives of a huge number of people.

Transformational leaders are often highly charismatic because and able to

achieve a significant change in the organization.
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Charismatic leaders are very skilled communicators, who are able to
communicate to followers on a deep, emotional level and who are able to attract
followers and inspires people to action.

Charismatic leadership involves:

e maturity, humility, compassion, substance, and positive body
language;

o effective listening skills and assertive communication skills;

e sensitivity to the business environment and the needs of the workers
and followers.

Such leadership is articulate and visionary. Charismatic leaders have the
ability to inspire people to work together for a cause. Workers have a clear

purpose. Charismatic leaders attract the emotions of the followers.

6. Transactional Leadership

Transactional leadership (also called managerial leadership) style is based
on maintaining the normal flow of operations and on the setting of clear rules
and goals for the followers.

Transactional leader value the structure and processes. They work very
well in a structured, directed environment. Transactional leadership is
concentrated with the beliefs that employees are motivated through a system of
rewards and punishments.

Transactional leadership is a management approach that focuses on
results, supervision, performance and organization.

Transactional leadership is very often compared to transformational type.

Transactional leadership is in deep contrast to transformational leadership,
which is based on relationships in which the leader motivates, inspire and
develops workers, choosing to influence rather than direct employees.

Transactional leaders are more suitable to command military operations,

to lead large corporations, or manage huge projects that require strong rules and
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regulations. Transactional leaders are not suitable for companies and projects

where creativity ideas are important.

Let’s sum the core characteristics of transactional leadership:

rewards and punishments motivate employees;

the transactional leader very much values order and procedures;
it is best fit for structured, directed business environment;

the focus is on results;

the leader is responsible for maintaining routine.

Obeying the instructions of the leader is the main goal of the employees.

Workers are carefully monitored to ensure that results are achieved. It is an

inflexible style.

7. Visionary Leadership

Visionary leadership involves leaders who are inspiring in vision and

helps employees to see how they can contribute to this vision. Visionary leaders

have the ability to calls forth the best in workers and unite them around a feeling

of purpose.

The main characteristics of visionary leaders are:

e visionary leaders are social innovators, change agents, and good

communicators;

they possess business acumen and the ability to see the big picture
and think strategically;

visionary leaders also have a great charisma;

they are also are notable risk-takers and great innovators;

they are committed to their cause;

they possess unwavering belief in the mission of the team or cause;
they possess innate intelligence;

they feel and show empathy to employees and followers.
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A visionary leader is a good fit for companies that are focused on the
future and innovations. He is able to create an inspirational vision of the future
and attract followers. Employees are inspired to want to be part of something
bigger than themselves.

Visionary leaders succeed on innovation and positive changes. They
encourage creative thinking in employees.

Employees sense and feel motivated by the vision and are solidary within
the group because of the cause. Visionary leaders also are able to encourage

followers to develop a pioneer spirit.

8. Strategic Leadership

Strategic leadership style highly involves strategic thinking. Strategic
leadership refers to the ability to express a strategic vision for the company, or a
part of the company, and to motivate employees to understand and achieve that
vision.

Strategic leadership is an important tool for creating organizational
structure within a business. Strategic leaders are good at creating an organizational
structure, allocating resources, analytical skills and thinking strategically.

A strategic leader carefully analyzes and estimates the alternatives and
options for business growth by taking actions. This leadership style requires a
very high level of work involvement.

A strategic leader develops a vision for the company that enables it to
adapt to changing economics and technological environment. They are able to
use this vision to motivate workers and create a sense of unity among them.

Key characteristics that define strategic leaders are:

e strong decision-making abilities, goal settings, and driving force
abilities;
e interpersonal skills, self-control, self-awareness, and effective

delegations skills.
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Strategic leaders very wisely use their power. They develop approval for
their ideas and push them gradually. Strategic leaders have a little knowledge
about a lot of things and have a wider perspective. They have the ability to
understand the feelings of employees and make business decisions after
considering them.

9. Situational Leadership

Situational leadership is a type of management style where the leader
must adjust his style to fit the specific needs of a situation and/or employees he
IS trying to influence. This is a powerful and flexible way that enables leaders to
more effectively influence workers and employees.

Situational leadership means that it is up to the leader to change his style,
not the employee to adjust to the leader’s style.

Adaptable to any circumstance, situational leadership involves
understanding when a particular management style has a high likelihood of
success and when it does not. An essential ability of situational leaders is the
fact that, the style may change regularly to cover the needs of others based on
the situation.

Critical situation leadership characteristics and competencies are:

¢ the ability to understand and diagnose the business situation;

o the ability to adjust behavior to the needs of the situation;

e the ability to communicate with others in a way they can
understand;

¢ the ability to manage the movement and actions;

¢ the ability to move effortlessly from one type of leadership style to
another;

o the ability to gain the employees’ trust and confidence;

o effective problem-solving skills.
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10. Cross-Cultural Leadership

As the title suggest, this type of leadership typically exists where there are
different cultures in the organization. It takes place in companies that are
working internationally or in various countries with different cultures.

To be successful international organizations need leaders who are able
effectively to fit their leadership to work in different cultural environments.

Cross-cultural leadership includes leaders that possess knowledge of the
cultural differences and characteristics of different countries.

Nowadays in our globalized business environment, cross-cultural
leadership is becoming more and more popular as a huge number of companies
are develop their business internationally.

A manager who is successful in one country doesn’t mean he will be
successful in another. That is where cross-cultural leadership concept takes a
place.

Cross-cultural management is far beyond than being tolerant of different
traditions. Managers need to develop new competencies to successfully operate
and lead employees from various cultures.

Key traits and characteristics of cross-cultural leaders and managers are:

the knowledge how cultural affects beliefs and behavior;

awareness of your own cultural conditioning;

the ability to communicate expectations clearly;

being patient;

the ability to successfully implement tools and processes.

11. Facilitative Leadership

Facilitative leadership is a co-creative management style assuming that
leaders should effectively facilitate deep collaboration, and make things easier

and help to get things done.
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Facilitative leadership is a people-centered style, with a focus on

developing and supporting a culture in the workplace that facilitates goal

achievement.

Facilitative leaders are able to understand how group interaction impacts

productivity, to keep group discussion clear and productive, and to ensure clarity

of expectations, in terms of goals and roles.

Crucial facilitative leadership characteristics involve:

effective verbal and nonverbal communications skills;

active listening skills and the ability to hear people accurately;
establishing credibility to enable people to contribute with ease;
clarifying and interrogating;

the ability to ensure that everyone is clear on what result is wanted,;

genuinely and sincerely caring for people.

The approach of facilitative leadership is assertive. It applies to good

leadership. That is why, facilitative leadership is a paradigm that fastly makes its

way into more and more companies, governments and institutions.

The more employees are involved in decision making through facilitative

leadership, the greater their sense of responsibility and motivation.

(Source: http://www.businessphrases.net/leadership-styles/)

Scaffolding activities

1. Find in the text answers to the following comprehension questions:

What are different types of leadership styles in business?
How can you define each of these styles?
What are the typical characteristics of each of theses styles?

Which are the most effective leadership theories that provide best

results?
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2. Find in the text the information to fill in the table below:

Style Definition | Characteristics Pluses Minuses

Reflection

Working in your small “home” group organize graphically the info on

the topic from all the four Reading Selections.
PROJECT WORK

1. Write a short professional opinion on using ONE of leadership styles
in business:
e When is it appropriate?
e When is it inappropriate?

e What are the key traits and characteristics of such a leader?

33



THEORY TIPS

1. LEADERSHIP THEORIES

Trait approach Behavioral approach
Capacity Autocratic
Achievements Democratic
Responsibility Laissez-faire
Participation Theory X and Theory Y

Situational approach

Fiedler's Situational theory Managerial grid
Relationship-motivated style
Task-motivated style

Tannenbaum and Schmidt's Lickert's four systems:
Situation theory Job centered

- Exploitive authoritarian

- Benevolent authoritarian
Employee centered

- Consultative

- Participative

(Source: McGregor, 1960)

2.

The traditional concept has been that effective leaders have a distinct set
of personality traits. These may be capacity, achievements, responsibility,
participation or socio-economic status.

Based on how a leader behaves, the behavioral approach classifies
leaders as autocratic, democratic, participative or laissez-faire.

The Ohio State University studies identified four leadership styles based
on initiating structure and consideration as important determinants of successful
leadership behavior. Theory X and Theory Y represent two different types of
leadership styles.
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The managerial grid approach considers people and production, and
evolves five types of leadership styles.

Likert's four systems identify leadership styles which can either be job
centered or employee centered. The job-centered leadership style may be
exploitative or benevolent. The employee-centered style is consultative and
participative.

The situational approach has identified leadership styles as relationship
motivated and task motivated.

Tannenbaum and Schmidt's situation theory considers leadership style on
the basis of the leader, the follower and the situation.

(Source: http://www.fao.org/docrep/w7504e/w7504e03.htm)

3. Managerial grid approach

The managerial grid approach utilizes — with modifications — the
consideration and initiating structure dimensions of leadership. As discussed
earlier, these dimensions are directed towards people and production
respectively (Blake and Mouton, 1969). Using this approach, five types of
leadership styles have been identified:

e The improvised or extempore style, which considers neither people nor
production. It is an ineffective style of leadership.

e The country club style of leadership is oriented towards people, but has
the least concern for production.

e The autocratic type of leadership is oriented towards production. It has
most concern for production and least concern for people.

e The middle-of-the-road type of leader maintains a balanced between
production and people.

e The team type of leadership style influences group members into a
vibrant, effective, problem solving and decision making team, which is essential
for organizational effectiveness. This is the most effective style of leadership,
since it has concern for both production and people.

(Source: http://www.fao.org/docrep/w7504e/w7504e03.htm)

35




4. FUNCTIONS OF A LEADER

Task functions

Maintenance functions

A policy-maker

A planner

An executive

An expert

A group representative

A controller

A purveyor of rewards and

punishments

An arbitrator and mediator
An ideal

A symbol of the group

A surrogate for individual
responsibility

An ideologist

A father

A scapegoat

(Source: Kretch and Cretchfield, 1948)

5. CHARACTERISTICS OF A LEADER

Organized

Fearless

Respects the work of others

Induces a feeling of satisfaction
Promotes the interests of subordinates
Frank

Respects individuals

Knowledgeable

Predictable

Understanding

Honest and transparent

Accessible

Provides opportunities
Guides

Willing to listen
Genuine

Discrete

Informed

Graceful

Has authority
People-oriented

Personality traits

(Sources: Fiedler, Chemers and Mahar, 1977;
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2. Analyze one of the extracts from “Cultural Profile of Russian
Leadership”. Write a short professional comment on the results of the study
made by Grigory Ambrozheichik from Regent University, USA. Give your

arguments to why you agree or disagree with the researcher’s results.
Extract 1
Perceptions of Effective Russian Leadership

Ninety questionnaires were returned from the sampled 110 Russian
middle managers undergoing training at two business schools in St. Petersburg.
No more than two managers were from the same firm. Of the sample, 61 percent
were men and 39 percent were women. They averaged 31.2 years old, with the
youngest manager being 22 and the eldest being 50 years old. Seventy-two
percent of the respondents worked for local Russian companies. Twenty-eight
percent were managers in wholly owned foreign companies or Russian-foreign

joint ventures (Fey et al., 2001).

Data were collected in the form of questionnaires asking respondents to
list five characteristics of an effective leader without any predetermined items
provided. The researchers then analyzed the obtained data set and were able to
group the respondents’ items into 19 groups. The Democratic, Task Oriented,
Relations Oriented, and Authoritarian groups had the highest numbers of
respondents choose these characteristics to describe effective leadership. Guided
by two classical sets of behavioral dimensions — Authoritarian vs. Democratic
and Task-Oriented vs. Relations-Oriented — the researchers then concluded that
the top four groups of items should be seen as poles of two continua of
leadership characteristics: Authoritarian vs. Democratic, and Task Orientation
vs. People (or Relations) Orientation. They thus formed a 2x2 matrix with four
key Russian leadership styles: Military man (task-oriented authoritarian),
Statesman (task-oriented democrat), Politician (people-oriented authoritarian),

and Clergyman (people-oriented democrat). In this model, the Authoritarian-
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Democratic dimension was conceived as including a degree of control and the
delegation of tasks and decisions, while the Task-People orientation dimension
was conceived as leadership focusing on tasks or people. The study results
showed the respondents’ preference for the statesman and clergyman styles of

leadership, which were described in the following ways:

A statesman is a task-oriented democrat focused primarily on
organizational goals but striving for consensual means of achieving them.
Strategic issues are not up for discussion; however, discretion is granted to
subordinates in how they use their time and the best ways to accomplish tasks.
Statesmen are aware of the need for employee commitment and use a
democratic style. Employees are promoted on the basis of competence and shape

formal and business-line organizational cultures.

» A clergyman is a relations-oriented democrat focused on an effective
climate, good relations, and teamwork. Once agreement about tasks is achieved,
tasks are delegated to subordinates who normally do not need to be tightly

controlled. People are promoted on the basis of teamwork ability and the climate

is informal.
(Source: Ambrozheichik G. Cultural Profile of Russian Leadership //
International Journal of Leadership Studies. 2011. Vol. 6. Issue 3.
School of Global Leadership & Entrepreneurship, Regent University. P. 315)
Extract 2

Implications for a Russian Implicit Leadership Theory

One of the hypotheses advanced by the GLOBE study states that there are
significant positive relationships between societal culture dimensions and
dimensions of culturally endorsed leadership theories (House et al., 1999). In

this respect, Project GLOBE’s results revealed the following:
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* Collectivistic values are predictive of preference for team-oriented

leadership;

Values relating to power distance, uncertainty avoidance, and
assertiveness are negatively related to participative leadership whereas gender

egalitarianism and performance orientation are its strong positive predictors;
» humane orientation predicts the same preferred dimension in leadership;

 performance orientation and in-group collectivism are predictive of

preferred charismatic behavior (Koopman et al., 1999; Dickson et al., 2003).

As shown by the GLOBE study, implicit leadership theories are
consistently affected and shaped by their corresponding cultures. Combining the
above conclusions about the relationships between national cultures and
culturally endorsed leadership theories with the composite profile of Russian
culture produced by the analysis of the most important recent research studies
enables formulation of the following general Russian implicit leadership theory.
A leadership profile that will be culturally accepted, enacted, and effective in

Russia will reflect:

* a moderate focus on team development and collective implementation of

a common goal, with an emphasis on administrative competence;

* lack of participative leadership; low involvement of subordinates in

decision making, an autocratic orientation;

« a preference for charismatic behavior; inspirational and motivational

ability, achieving high performance through shared core values.

(Source: Ambrozheichik G. Cultural Profile of Russian Leadership //
International Journal of Leadership Studies. 2011. Vol. 6. Issue 3.
School of Global Leadership & Entrepreneurship, Regent University. P. 322-323)
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3. Read the following article and draw the correlation between the styles
named by the author and the traditional definitions. Use any graphic

organizer to show the results. Give arguments to support your point of view.

THE SIX LEADERSHIP STYLES THAT
ALL SUCCESSFUL LEADERS USE

by Daniel Owen van Dommelen

Great leaders inspire us to do great things, to believe that we can do
anything, and to become the greatest versions of who we can be. This is why, as
a leader of your business or company, you will know instinctively if you’re
leading your team into a brave new tomorrow, or if they’re lagging behind,
dragging their feet.

How they feel about your leadership style could make or break your
company. Being knowledgeable about your weaknesses, and more importantly,
your natural strengths can be a total game-changer. Here are six ways to manage

a team and when to use them.
The Hare

This style is all about moving as fast as you can to get things done on
time, which is of course ideal for times where you’re working towards a tight
deadline.

If used all the time, the stress of only caring about deadlines can mean
employees lose interest in the tasks altogether. If this is the case, try switching
up your style to focusing on the people doing the tasks. Find out more about

what might work better for them in the long run, and how they work best.
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The Dreamer

If you are a dreamer, you can see exactly where you’d like your company
to go and you love to share this vision with your team. This approach can help
join you together as a team and improve morale.

If you are going to use this style, make sure that your vision is clear and
that everyone believes in it. Working towards some unattainable goal is a

surefire way to lose the crowd and end up talking to yourself.
The Director

You are a director if you tell it like it is and if you ask for tasks to be done
directly, without hesitation or consideration for your employees. This no-
nonsense approach can work extremely well in a crisis. By keeping a cool head
and knowing what needs to be done in the moment, you can create success out
of a messy situation.

Where it doesn’t work is if you find yourself constantly barking orders at
your employees without ever using another management style. It’s a delicate
balance, but use this only sparingly and when the situation really calls for
immediate and direct action. If overused, you can end up with employees who

are low in moral and self-esteem, and others who are heading for the door.
The Greek

The Greeks invented democracy and this is what this leadership style is all
about. You want to know everyone’s opinion and how things can be improved
for the best overall outcome. Having your say can be very empowering for most
people, especially if it’s something you are working on every day.

If this is your main way of managing, be careful that you are not asking
the wrong advice from the wrong people. This can be a big waste of everyone’s
time, so make sure you have a well-developed team of experts, that you know

you can depend on as your business grows.
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The Lover

The person who is the lover cares about relationships, and how these
bonds create enough synergy for a fruitful working environment. This style can
be a huge booster for morale as everyone learns to understand and work with
each other. When your team has experienced a setback or are changing group
dynamics, this style can help to gel everyone together and keep things moving
smoothly.

On the other hand, using this style all the time can lead to low
performance and drive. This is because relationships are the focus, and the goals
can get left behind. In this case, try using some of the other management styles,

especially the hare or the dreamer management styles.
The Coach

Working as a coach means that you will not only understand what is going
on with people, but that you will also try to find new ways of growing their (and
your) skills and abilities. This is a great idea, especially for a new start-up where
it’s essential that your business keeps growing and evolving. So, being open to
growing together, as individuals and as a company, will be highly beneficial.

This approach could backfire if an employee is not in the mood for any
kind of growth. Instead of coaching, you would need to try out a different
management style, like the director — at least until they feel more like meeting
you on the same level.

Therefore, there we have it, six ways of managing your team. Whichever
style you choose, the most important thing is that the team you are leading feels
happy and inspired to do the work for you, because without the support and
expertise of an effective team, your company would not be able to get off the

ground. As billionaire Jack Ma says, “When your team is happy, the customer is
happy”.

(Source: http://www.thepositivepaper.com/6-leadership-styles-successful-leaders-use/)
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Module 11

LEADERSHIP AND MANAGEMENT

Evocation

Management is a process of planning, organizing, coordinating,

directing, and controlling the activities of the others.

Leadership is the process of influencing for achieving shared goals.

According to John Kotter, management involves coping with complexity,

while leadership involves coping with change.

1. In small groups analyze and discuss what information on leadership

vs. management the following visual aids give you (figures 1-3):

LEADERSHIP  °  MANAGEMENT

e

L g
N,

Figure 1
Management Leadership
(sructure) (fexbitty)
A function <= A relationship
Planning 4=p| Selecting talent
Budgeting > Motivating
Evaluating G Coaching
Facilitating <4=p Building trust

Figure 2

43




[Influence & inspiration
~ Have followers ' Have subordinates
~ Leading people _ ds Managing work

People focused Work focused
- Charismatic style i ] ; Authoritarian styl
R Risk averse &

Figure 3

Being a good leader is important in management but, to determine HOW
to be a good leader, one should have a good understanding of what makes

leadership a manager’s effective tool.
2. Share your opinion with the group:
What makes leadership a manager’s effective tool?
Realization of Meaning

While reading the information below find answers to the following

questions:

e How does the quality of leadership determine the success or failure of the

organization?

e How do you understand the author’s statement: “Leadership should be

both effective and successful”?
e Who is a super leader?

e What do strategies for self-leadership include?
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Leadership is an effective instrument by which a manager can establish a
feeling of mutual objectives and unity in a group, thereby ensuring maximum
efficiency of the group. To achieve this, a manager has to have special skills in
understanding impersonal and group behavior, establishing interactions and
communication, and promoting cooperation. The quality of leadership
determines the success or failure of an organization. Leadership can be defined
here as the effort to influence the behavior of individuals or group members in
order to accomplish organizational, individual or personal goals. It is an

essential component of organizational effectiveness.

A leader has to possess one or more forms of powers to orient others to the
desired direction (French and Raven, 1959): charisma, a position of authority,

expert knowledge, and power of reward and punishment.

The powers of authority, reward and punishment are primary powers,
which add strength to leadership quality and influence. These are powers, which

are delegated to a manager by the organization.

Expert knowledge and charisma power are personal, intrinsic to the

leader, and add to his or her strength.

To be effective, a manager should have a good understanding of
leadership, of motivating factors, of how people think and act, and should adopt

a personal and active attitude towards designated goals.

Leadership should be both effective and successful. While successful
leadership draws a response from individuals or group members on the basis of
rewards and punishments, effective leadership is based on mutual understanding
and social exchange. An effective leader makes the individual or group members
understand the problem and reasons for any actions or for changes needed in

their own perceptual terms, and then makes a well-reasoned decision.
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More recently, the concept of the super leader has been developed. A
super leader is one who leads others to lead themselves. Super leadership
inspires, stimulates and supports self-leadership in subordinates. It recognizes
self-influence as a "powerful opportunity for achieving excellence, rather than as
a threat to external control and authority” (Manz and Sims, 1987). Strategies for
self-leadership include: a) effective behavior and action, b) strategies focused on

behavior, and c) cognitive focused effective thinking and feeling.

Reflection

1. What can you say about leadership vs. management after working

with the text?

2. In any convenient form (using key words, graphic organizes, etc.)
sum up the ideas of the unit that seem most important to you from the

perspective of your professional development.

3. Share this “survival kit” with the group.

Module 111
MANAGEMENT AND SUPERVISION
Reading Selection 1

MANAGEMENT VS. SUPERVISION: SIMILARITIES AND
DIFFERENCES

Evocation

Discuss in a small group how management and supervision are connected.

Put down your assumptions.
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Realization of meaning
Read the article and render it into English in writing.

MEHE/JKMEHT U YIIPABJIEHUE: OBIIIUE YEPTHI U OTJINUUS
ITUX HOHATUI

IlonsiTue MEHCIKMCHTA

OmHUM 13 KITFOYEBBIX aCIIEKTOB MEHEPKMEHTA SBJISICTCS MPU3HAHUE POJTH
JIPYTUX JIIOJEH M MX 3HAYMMOCTB. XOpOIIHNE MEHEKephl 3HAIOT: 0€3 ydacTus
COTPYJHUKOB OpraHU3allid OHM HE JOOBIOTCS POBHBIM cueToM Huuero. Kak
omuchIBaja 3TOT mnporecc Mapu Ilapkep doter (0Ha U3 CaMbIX U3BECTHBIX,
CTOSIBIIUX y UCTOKOB MEHEHKMEHTA YUEHBIX), Mbl UMEEM JIEJI0 C «UCKYCCTBOM
oOecIieueHus BBIMTOTHEHUS paOOTHI IPYTUMH JIIOJIBMI». A U3BECTHBIA TEOPETUK
Hayku ynpapieHus [lutep JIpykep MHOSCHSET, YTO MEHEHKEPHI OINPESsioT
HaIpaBJICHUE Pa3BUTUSI CBOMX OpPraHU3allvii, BCTYMAlOT B POJIM JUJEPOB U
MPUHUMAIOT pEIIeHHe 00 WCHOJb30BAaHNM WMEIOIINXCS OpraHU3aIlMOHHBIX
pecypcoB ISl TOCTHKEHHS MOCTaBICHHBIX Iieied. OOecreueHrne BBIMOJTHCHHS
paboThl APYTUMHU JIFOJIBMU C UCIOJIB30BAHUEM UMEIOIIUXCS APYTUX PECYPCOB U
JUJEPCTBO — BOT OCHOBHAs 3aj7ava KaXKJIOro MeHe/Kepa, NMPUYEM HE TOJIBKO
BBICIIUX PYKOBOJUTEIEH, HO W PYKOBOJIUTENEH CIIyx 0O O€30MacHOCTH,
HAYaJIbHUKOB OyXTaJTepCKUX OTACIIOB, TUPEKTOPOB IO MAPKETHHTY W Tak
nanee. bosiee TOro mMMpoKo pacrnpocTpaHeHa TOYKa 3PEHUs, B COOTBETCTBUU C
KOTOpPOH  MEHEDKMEHT  pacCMaTpUBAETCsl  KaK  YHUBEPCAJIbHBIA  BUJ
YEJIOBEUYCCKON JIESATEIBHOCTH, IMOCKOJIBKY HANpaBICHHOE HA JOCTHKCHHUE IIENH
PYKOBOJICTBO ~ MCIIOJIb30BAHMEM PECYPCOB W CTPEMJICHHME K  BBICOKOM
MPOU3BOJIUTEIIBHOCTH  MMEIT MECTO B JIIOOOH  KOMMEpYECKOW W
HEKOMMeEpYEeCKON opraHuzanuu. Mtak, CylHOCTh pacCMaTpUBaeMOTO TTOHSATHS:
MenemxMeHT — 3T0 3h(EKTUBHOE U TPOU3BOJIUTEIBHOE AOCTIKCHUE IICIH
OpraHu3allid TOCPEJCTBOM IUIAHUPOBAHUSA, OPTaHU3alMH, PYKOBOJICTBA U

KOHTPOJISl OpTaHU3alMOHHBIX PECYPCOB.
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B 3TOM onpeneneHnn 3aKkiIF0UeHbI IBE BaXKHBIE UICH:
1) ocHOBHBIE ()YHKIIMU YINPABJICHUS, & UMEHHO: IJIaHUPOBAHUE, OpTraHU3alIlUs,
JUIEPCTBO U KOHTPOJIb;
2) ahpexTUBHOE U TPOU3BOAUTEIHLHOE TOCTUKEHUE 1IeJIe OpraHu3aluu.
BeimmontHeHre  OCHOBHBIX ~ ()YHKIWWA ~ yNpaBICHUS  IPEANoJaraet
UCIIOJIb30BAaHUE MEHEKEpPaMH Pa3IUYHbIX HABBIKOB M YMEHHI (HEKOTOphIE U3
HUX, KOHIENTyaJbHbIC, YEJOBEYECKHME U  TexHuueckue). Hekoropsie
UCCJIeIOBATENN BBIICISAIOT U JIpyrue (QyHKIMM MEHEIKMEHTa, U B YaCTHOCTHU

1noa00p KaJipoB, OCYIIECTBICHNE KOMMYHUKAIIUU U IPUHATUE PEIICHUN.
OcHOBHBbIC YHKIMH MEHEIKMEHTA

OcHoBHBIMHU (QYHKIIUSIMHA MCHEIPKMEHTA SIBIISTFOTCSI:
1) maHupoBaHueE;
2) opraHu3arusi;
3) nuaepcTBo.

PaccMmoTpum Bce Tpu OCHOBHBIE (DYHKITUM MEHEIKMEHTA.
IlianupoBanue

[InanupoBaHue OINpeaenseT «MeCcTO», B KOTOPOM KOMIaHHS XOTena Obl
OKazaTbcs B Oynyliem, U Beayluid Tyna «mapupyt». [log miaHupoBaHuEM Mbl
IIOHUMAEM ONPENEIICHUE LEJIEH U Pe3yJIbTATOB AEATEIbHOCTH OpPraHU3allud B
OyayieM, a TakKe MOCTAaHOBKY 3aJ1a4 M OIICHKY HEOOXOIUMBIX JIJISl UX PeIIeHUs
pecypcoB. OrpaHHYE€HHOE pPACIPOCTPAHECHUE IUIAHUPOBAHMUSA, a TAKXKE €ro
HEJOCTAaTOYHO BBICOKMH ypOBEHb UpeBaThl HU3KOM  3()PPEKTUBHOCTHIO

JESTEIIbHOCTH OpTaHU3aI1H.
Opranusanus

Bcernen 3a ruiannpoBaHMEM HACTYTMAET 4Yepe]l OpraHu3aluu, T.€. TPUHITHS

peﬂleHI/Iﬁ 0 MCTOJAaX MW HHCTPYMCHTAX BbIIIOJHCHUA IlJIaHaA. OpraHH3au1/151
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npeamnojgara€T Ha3Ha4CHHC pa6oqnx 3a1a4, HX KOHKPCTH3allMIO B OTACIAX

KOMIIaHUU U pacIpeeieHue PECypCOB MEXKAY HUMU.
JIugepcrBo

[Ton nuaepcTBOM MOHUMAETCSI UCIIOIB30BAHUE BIUSIHUSI MEHEIKEpa IS
MOTHBAIIMd PAOOTHUKOB K JOCTIKCHHUIO IieJiel opraHuzanuu. D(PpdheKTuBHOE
PYKOBOJICTBO MPEAINOJIAraeT, YTO BCE COTPYIHUKH OpPraHU3AIMU Pa3/ICISIIOT €€
LEJU, IEHHOCTU U KYJBTYPY, CTPEMSTCS K JOCTHKEHHUIO BBICOKHX PE3YyJIbTaTOB

COBMECTHOU JACATCIBbHOCTH.
CpaBHeHne MEHEC/I’)KMCHTA U YIIPABJICHUSA
I/ITaK, CXOACTBA U pa3jinduAa MOHSTHUI 3aBUCST OT KOHerTHOfI CUTyalluu.

VYnpaBienne — 23TO OOHMH MPOIECC, MEHEMKMEHT — YacTHBIM.
[IpodeccnonanbHple  OpraHuW3aTopbl M YIOPABICHILBl HCHOJB3YIOT HAOOp
MHCTPYMEHTOB, UJI€aJIbHO MOJIXOASAIINN 11 KOHKPETHOM CUTYyalluu. Y IPABJICHUE
B MIEPBYIO OYEPE/b ONMUPAETCS HA MPAKTUKY, B TO BPEMsI KaK MEHEKMEHT — Ha
Teoputo. OTINYAIOTCA U MOJXOIbl K OLIEHKE KayecTBa TPYyJAd, paclpelelCHUs
pecypcoB. IIpuMEHHMO K COBPEMEHHOMY MHUPY, MEHEIKMEHT — 3TO HAy4HO
000CHOBaHHBIE METO/IbI BO3/ICHCTBUSI HA COLIMATIBHO-DKOHOMUYECKUE CUCTEMBI.

[TogBeaem wutor. MeHEHKMEHT OT OOBIYHOTO YIPABJICHHS OTIUYACTCS
T€M, YTO TMPEIINOoJjaraeT BBICOKYIO) CTENEHb CBOOOABI PYKOBOAMUTENCH W
MOAYMHEHHBIX B YCIIOBUSIX HEOMPEACIICHHOCTH CHUTyallud. YTpPaBJICHHUE XK€,
chopmupoBaBIieecs B paMKax aJMHUHUCTPATUBHON CHUCTEMBI, OCHOBBIBAETCH,
HAoOOpOT, Ha BCEMEPHOM OTpaHUYEHUH Takoh CBOOOJIBI U  HJIEE
MIPEIOIPEACITIEHHOCTH OCHOBHBIX COOBITHUI U MPOIECCOB HA MHOTO JIET BIEPE C

IMOMOIIBIO BCCOXBATBIBAIOIICTO LICHTPAIN30BAHHOI'O INIAHUPOBAHUAI.

(Mcrounuk: CunopoBa A.I'. MeHEKMEHT U yIpaBiIeHHE: OOIIUE YePThI U OTIUYHUS STHX
MOHATHUH // AKTyaJIbHBIE BOITPOCH SIKOHOMHYEeCKHX HayK. 2014. Ne 41-1.C.74-76.

URL.: http://cyberleninka.ru/article/n/menedzhment-i-upravienie-obschie-cherty-i-otlichiya-
etih-ponyatiy)
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Reflection

1. Using a cluster, sum up in English the info on the notion of

management from your rendering.

2. Using Venn diagram, sum up in English the info on management vs.

supervision: similarities and differences from your rendering.

3. Share your graphic organizers in a small group. Develop them if

necessary on the basis of sharing.

Reading Selection 2

INTRODUCTION TO MANAGEMENT AND SUPERVISION
Evocation

Think and share in a small group:

What interpretations of management and supervision do you know?
Make a list of the definitions that you know.

Realization of Meaning

Read the chapter on management and supervision using I.N.S.E.R.T.

reading strategy. While reading the text use the following marking system:
v 1 know this
+ The info is new for me
— The info is in conflict with my assumptions

Mark the info on the margins accordingly.
INTRODUCTION TO MANAGEMENT AND SUPERVISION

What is ""Management'? What Do Managers Do?
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What is ""Management'*?

Traditional Interpretation

There is a variety of views about this term. Traditionally, the term
"management” refers to the set of activities, and often the group of people,
involved in four general functions, including planning, organizing, leading and
coordinating activities. (Note that the four functions recur throughout the
organization and are highly integrated.)

Another Interpretation

Some writers, teachers and practitioners assert that the above view is
rather outmoded and that management needs to focus more on leadership skills,
e.g., establishing vision and goals, communicating the vision and goals, and
guiding others to accomplish them. They also assert that leadership must be more
facilitative, participative and empowering in how visions and goals are established
and carried out. Some people assert that this really isn't a change in the
management functions, rather it's re-emphasizing certain aspects of management.

What Do Managers Do?

Both of the above interpretations acknowledge the major functions of
planning, organizing, leading and coordinating activities — they put different
emphasis and suggest different natures of activities in the following four major
functions. They still agree that what managers do is the following:

1. Planning:

Including identifying goals, objectives, methods, resources needed to
carry out methods, responsibilities and dates for completion of tasks. Examples
of planning are strategic planning, business planning, project planning, staffing
planning, advertising and promotions planning, etc.

2. Organizing Resources:

Including to achieve the goals in an optimum fashion. Examples are
organizing new departments, human resources, office and file systems, re-

organizing businesses, etc.
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3. Leading:

Including to set direction for the organization, groups and individuals and
also influence people to follow that direction. Examples are establishing
strategic direction (vision, values, mission and /or goals) and championing
methods of organizational performance management to pursue that direction.

4. Controlling, or Coordinating:

Occuring with the organization's systems, processes and structures to
effectively and efficiently reach goals and objectives. This includes ongoing
collection of feedback, and monitoring and adjustment of systems, processes and
structures accordingly. Examples include use of financial controls, policies and
procedures, performance management processes, measures to avoid risks etc.

Another common view is that "management" is getting things done
through others. Yet another view, quite apart from the traditional view, asserts
that the job of management is to support employee's efforts to be fully
productive members of the organizations and citizens of the community.

To most employees, the term "management” probably means the group of
people (executives and other managers) who are primarily responsible for making
decisions in the organization. In a nonprofit, the term "management” might refer
to all or any of the activities of the board, executive director and / or program

directors.
What is "*Supervision'? What Do Supervisors Do?

What is "*Supervision*?

There are several interpretations of the term “supervision™, but typically
supervision is the activity carried out by supervisors to oversee the productivity
and progress of employees who report directly to the supervisors. For example,
first-level supervisors supervise entry-level employees. Depending on the size of

the organization, middle managers supervise first-level supervisors, chief
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executives supervise middle-managers, etc. Supervision is a management
activity and supervisors have a management role in the organization.
What Do Supervisors Do?
Supervision of a group of employees often includes:
1. Conducting basic management skills (decision making, problem solving,
planning, delegation and meeting management).
2. Organizing their department and teams.
3. Noticing the need for and designing new job roles in the group.
4. Hiring new employees.
5. Training new employees.
6. Employee performance management (setting goals, observing and giving
feedback, addressing performance issues, firing employees, etc.).

7. Conforming to personnel policies and other internal regulations.

(Source: https://managementhelp.org/management/guidebook.htm#anchor1012225)

1. Group the ides based on your notes in the chart:

v 1 know this + Theinfoisnew |- Theinfoisin
for me conflict with my
assumptions

2. Using your notes on management and supervision revise your graphic
organizers (cluster and Venn diagram).

The diagram given below represents graphically the definition of

management given by Michael H. Mescon, Michael Albert, Franklin Khedouri

in a very systematic book “Management”. The advantage of this definition is

53



that it allows outlining the whole course of management as a system rather than

a patchwork of different aspects®.

3. Analyze the diagram. How does the definition fit the info from texts 1

and 2? Discuss it in a small group. Sum up the conclusions that you have made.

MeHeameHT — 3TO yNpaeAeHWe AIAbMM B OPraHU3aLMAx, HanpaeAeHHbIA Ha
OOCTUMEHME LIeNnei
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PROJECT WORK

Make up a short presentation on management and supervision for the

personnel-training course.
BUSINESS SKILLS DEVELOPMENT
Presentation tips

I. Presentation check-list

Organization Content
Date, time Topic
Duration Purpose

* You can find the Russian version here: https://studfiles.net/preview/4514715/
or here: http://bibliotekar.ru/biznes-43/index.htm.

54



Questions & answers Importance to the

session audience
Room set-up Point 1
Equipment Point 2
Audience Point 3
(# of people, Outcome
professional level, Visuals
formality,
cultural diversity)

I1. Presentation structure
Introduction: Welcome the audience

Introduce yourself (name, position, function)

State the topic

Explain the importance of the topic for the audience

Describe the structure of your presentation

Tell how long it will take

Say when you’ll answer questions

Say if there are handouts / you’ll e-mail the presentation

Main part State the topic and the objectives briefly once again

Introduce you 2-3 main points and describe them in detail

Signal the end of the main part
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Conclusion Signal the end of your presentation

Summarize the key points

Highlight one most important point and explain its

significance

Make your final statement

Invite questions

Dealing with Possible questions — Possible answers

guestions

I11. Presentation vocabulary

INTRODUCTION

Welcoming the audience

Good morning / afternoon, ladies and gentlemen. Hello / Hi everyone.
First of all, let me thank you all for coming here today.

It’s a pleasure to welcome you today.

I'm happy / delighted that so many of you could make it today.

It's good to see you all here.

Introducing yourself

Let me introduce myself. I'm Ann Brown from...
For those of you who don't know me, my name is...

Let me just start by introducing myself. My name is ...
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Giving your position, function, department, company:

As some of you know, I'm the purchasing manager.

I'm the key account manager here and am responsible for...
I'm here in my function as life head of...

I'm the project manager in charge of...

Introducing your topic

What I'd like to present to you today is...

I'm here today to present...

Today's topic is...

The subject / topic of my presentation is...

In my presentation | would like to report on ...
In my talk I'll tell you about...

Today I'm going to talk about...

I'll be talking about ...

Saying why your topic is relevant for your audience

Today's topic is of particular interest to those of you / us who...
My talk is particularly relevant to those of us who...
My topic is be very important for you because...

By the end of this talk you will be familiar with...
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Stating your purpose

The purpose / objective / aim of this presentation is to...
Our goal is to determine how / the best way to...

What | want to show you is...

My objective is to...

Today I'd like to give you an overview of...

Today I'll be showing you / reporting on...

I'd like to update you on / inform you about...

During the next few hours we'll be...

Structuring

I've divided my presentation into three (main) parts...

In my presentation I'll focus on three major issues...

Sequencing

Point one deals with... point two... and point three...
First. I'll be looking at... second and third...

I'll begin / start off by... Then I'll move on to...
Then / Next / After that...

I'll end with...

Timing

My presentation will take about 30 minutes.
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It will take about 20 minutes to cover these issues.

This won't take more than...

Handouts

Does everybody have a handout / brochure / copy of the report? Please take one

and pass them on.

Don't worry about taking notes. I've put all the important statistics on a handout

for you.
I'll he handing out copies of the slides at the end of my talk.

| can email the PowerPoint presentation to anybody who wants it.

Questions

There will be time for questions after my presentation.
We will have about 10 minutes for questions in the question and answer period.
If you have any questions, feel free to interrupt me at any time.

Feel free to ask questions at any time during my talk.

EFFECTIVE OPENNINGS

Rhetorical questions

Is market research important for brand development?

Do we really need quality assurance?
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Interesting facts

According to an article | read recently, ...
Did you know that...?

I'd like to share an amazing fact / figure with you.

Stories and anecdotes

| remember when | attended a meeting in Paris, ...
At a conference in Madrid, | was once asked the following question...

Let me tell you what happened to me...

Problem to think about

Suppose you wanted to... How would you go about it?

Imagine you had to... What would be your first step?

THE MAIN PART

Saying what is coming

In this part of my presentation, I’d like to talk about...

So, let we first give you a brief overview...

Indicating the end of the section

This brings me to the end of my first point.

So much for point two.
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So, that's the background on...

That's all I wanted to say about...

Summarizing a point

Before | move on, I'd like to recap the main points.
Let me briefly summarize the main issues.

I’d like to summarize what I’ve said so far...

Moving to the next point

This leads directly to my next point.
This brings us to the next question.

Let's now move on / turn to...

After examining this point, let's turn to...

Let's now take a look at...

Going back

As | said / mentioned earlier, ...

Let me come back to what | said before...

Let’s go back to what we were discussing earlier.
As I’ve already explained, ...

As | pointed out in the first section,...
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Referring to other points

| have a question in connection with / concerning payment.
There are a few problems regarding the quality.
With respect / regard to planning, we need more background information.

According to the survey, out customer service needs reviewing.

Adding ideas

In addition to this, I'd like to say that our IT business is going very well.
Moreover / Furthermore, there are other interesting facts we should look at.

Apart from being too expensive, this model is too big.

Talking about (difficult) issues

| think we first need to identity the problem.

Of course, we'll have to clarify a few points before we start.

We will have to deal with the problem of increasing prices.

How shall we cope with unfair business practices?

The question is why don't we tackle the distribution problems?

If we don't solve this problem now, we'll get / run into serious trouble soon.
We will have to take care of this problem now.

We are currently having difficulties with...
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Rhetorical questions

What conclusion can we draw from this?

So, what does this mean?

So, just how good are the results?

So, how are we going to deal with this increase?
So, where do we go from here?

Why do I say that? Because...

Do we really want to miss this opportunity to...?

DESCRIBING VISUALS

Introducing a visual

Let’s now look at the next slide which shows ...

To illustrate this, let's have a closer look at...

The chart on the following slide shows...

| have a slide here that shows...

The problem is illustrated in the next bar chart...
According to this graph, our net profit has doubled.
You can see the test results in this table.

As you can see here, ...

Explaining a visual

First, let me quickly explain the graph.
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You can see that different colors have been used to indicate...
The new models are listed across the bottom.
The biggest segment indicates...

The key in the bottom left-hand corner...

Highlighting information

I'd like to stress / highlight / emphasize the following point(s).
I'd like to start by drawing your attention to...

Let me point out that...

I think you'll be surprised to see that...

I'd like you to focus your attention on...

What's really important here is...

What I'd like to point out here is...

Let's look more closely at...

Describing trends

Sales increased slightly in summer.
Consumer-spending foil / declined sharply.
Interest rates have risen steadily.

Food prices went up significantly.

There was a sudden increase in prices.

In August, we saw a moderate fall.
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This was followed by a gradual decline.
There was a sharp slump in sales.

Ticket sales have started picking up.

Explaining purpose

We introduced this method to increase flexibility.
The purpose of this step is to expand to foreign markets.

Our aim was to...

Explaining cause and effect

What's the reason for this drastic decrease?

The unexpected drop was caused by...

This was because of...

As a consequence / Consequently, sales went up significantly.
As aresult...

The venture resulted in a sharp fall in share prices.

Our new strategy has led to an increase of 10 %.

CONCLUSION

Indicating the end of your talk

I'm now approaching / nearing the end of my presentation.

Well, this brings me to the end of my presentation.
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That covers just about everything I wanted to say about...
OK, I think that's everything | wanted to say about...
As a final point, I'd like to...

Finally, I'd like to highlight one key issue.

Summarizing points

Before | stop, let me go over the key issues again.
Just to summarize the main points of my talk...

I'd like to run through my main points again...

To conclude / in conclusion, I'd like to...

To sum up (then), we...

Making recommendations

We'd suggest...
We therefore (strongly) recommend that...
In my opinion, we should...

Based on the figures we have, I'm quite certain that...

Inviting questions

Are there any questions?
We just have time for a few questions.

And now I’ll be happy to answer any questions you may have.
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EFFECTIVE CONCLUSIONS

Quoting a well-known person

As... once said....
To quote a well-known businessman, ...

To put it in the words of...

Referring back to the beginning

Remember what I said at the beginning of my talk today?

Let me just go back to the story I told you earlier. Remember, ...

DEALING WITH QUESTIONS

Clarifying questions

I'm afraid | didn't (quite) catch that.

I'm sorry, could you repeat your gquestion, please?

So, if I understood you correctly, you would like to know whether...
So, in other words you would like to know whether...

If I could just rephrase your question, you'd like to know...

Does that answer your question?

Avoiding giving an answer

If you don't mind, could we discuss that on another occasion?
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I'm afraid that's not really what we're discussing today.

Well, actually I'd prefer not to discuss that today.

Admitting you don’t know

Sorry, | don't know that off the top of my head.
I'm afraid I'm not in a position to answer that question.

At the moment, I'm afraid | don't know the answer to your question, but I'll try

to find out for you.

Sorry, that's not my field. But I'm sure Peter Boll from Sales could answer your

question.

Postponing questions

If you don't mind, I'll deal with / come back to this point later in my

presentation.

Can we get back to this point a bit later?

I'd prefer to answer your question in the course of my presentation.
Would you mind waiting until the question and answer session at the end?

Perhaps we could go over this after the presentation.

Summarizing after interruptions

Before we go on, let me briefly summarize the points we've discussed.

So, now I'd like to return to what we were discussing earlier.
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USEFUL WORDS (SEE THEIR USAGE IN CONTEXT)

to clarify: Before we go on, let me clarify one point.

to focus on: We need to focus on customer service.

to highlight: Let me highlight the following points.

to illustrate: This chart illustrates our success story.

to indicate: The figures on the left indicate sales in France.

to lead to: This leads to my next point.

to mention: As | mentioned earlier, our staff is well-qualified.

to move on to: Let's now move on to the next question.
to note: Please note that prices rose slightly.

to notice: You'll notice a sharp drop in August.

Pexomenganuu aJst padoThbl HAj mpe3enTanueii Power Point!

1. Bcerna nmiuaHupyiTe CBOIO MPE3EHTALMIO Ha Oymare. YUUThIBAUTE €€ LIeJu,

COJIepKaHKE, 3HAUTE CBOIO ayAUTOPHIO.

2. He momermmaiiTe Bech CBOM YCTHBIM TEKCT Ha ciaija. [lomHUTE mpaBuio: He

0onee 5-6 cTpouek Ha ciaiize, He 0osee 6-7 CIOB B CTPOUKE.

3. N30Geraiite wCMONBb30BaHMs 3aryiaBHBIX OYKB Uit OOJIBIIOTO TEKCTAa: OHH
TPYAHBI 17151 yTeHUs. JIuip HeGObIINE 3ar0JJIOBKM MOXKHO MHUCATh 3arjlaBHbIMU

OyKBaMHU.

4. Pazmep mipudra oTpaxkaeT BaXHOCTb WH(OpManuu. 3arojIOBKH JOJIKHBI

OBITH OOJIBIIIE, YEM OCHOBHOM TEKCT.

! Paspaboransl nomeHTOM Kademphl AHTIHICKOTO f3bIKa M MPO(ecCHOHANbHON KoMmyHHKamun HIJTY
JI.B. PomanoBckoit
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5. OrpanuumBaiiTe TUN MWpUPTa U BETUYUHY OYKB OJTHUM-IIBYMs, COXpaHSiTe
ATO Ha MPOTSHKEHUU BCeil mpe3eHTaruu (eciu Beioupaete 40 17151 3arojJ0BKOB, TO

JUTSL OCTaJIbHOTO TEKCTa ClielyeT BhIOpaTh 38).

6. Hcnone3yiite mpoctor mpudrt Tuma Times New Roman wmu Arial. Onu

PEKOMEHAYIOTCS KaK HanboJiee ONTUMAJIbHbIE.

7. WN36eraiite Tupe u neducoB B Tekcre. He mepeHocwuTe ciaoBa Ha APYTYIO

CTPOYKY. DTO MPEPHIBAECT BOCIIPUATHE HH(POPMAITUH.

8. Ecim Ha cnaﬁz[e HAacTCsA IICPCUCHb HCCKOJIBKUX ITYHKTOB, PCKOMCHAYCTCA

O(bopMJ'I}ITI) HNX MApKCpaMH UJIN HYMCPOBAThb.

9. ®pa3pl B 3TUX MyHKTaX JOJDKHBI MMETh MapajuieibHble I'paMMaTHYECKHE
CTPYKTYpPBbI (OIMH M TOT € TUI MPEMJIOKEHHSI, OJJHO U TO K€ BpEMs, YUCIO U

3aJI0T IJ1aroJa).

10. Ecnum XOTHTE BBIAEIUTH KaKylO-TO YacTh HH(POpPMAIMM B TEKCTE, HE
NO/TYEPKUBANTE €€, a BBIACISANTE )KUPHBIM IIPU(PTOM WA BTOPHIM U3 OCHOBHBIX

LIBETOB CJIaiija.

11. JnuHy CTpOYEK Ha KaXKJIOM CJIaijie ®KenaTelbHO JeNlaTh OJMHAKOBOM.
12. Texkct Ha cnaiijie He JOJDKEH npeodiaaaaTh HaJl TpaduKo.

13. BaumaTenbHO MPOBEPHTE IPAMOTHOCTH BaIlIETO TEKCTA.

14. OrpanuuuBaiiTe I[BE€Ta, HCIIOJB3yeMbIE€ Ha Claiiie, IBYMS-TpeMsi Ha

KOHTPacTHOM (POHE.

15. Mexny TekctoM W (OHOM JODKEH OBbITh  YETKUH  KOHTPACT
(pexoMeHIyeMble coYeTaHusi — OJieHbIe MBeTa aJis (OoHA, TEMHBIC I[BETA IS

TEKCTA).

16. Ucnonw3yiiTe sipkue mBeTa ajs 6osee BaxkHou uHbopmaruu. SApkue meera

BCCraa BBIACIIAIOTCA U IIPUBJICKAIOT BHUMAHUC.
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17. XenatenbHO MpoOyMaTh [IBETOBYIO TaMMYy BCEU MPE3CHTAIIMH, TIPEXKIC YEM
BBIOMpATh IBETA JJII OTACNbHBIX CiaiiioB. Mcnons3yiTe OOuH CTaHAapTHBIM

1a0JIOH JIJIS1 BCEH Mpe3eHTAaINH.

18. IlomMHuTe 00 SMOIMOHAIBHOM pEaKluu, KOTOPYID MOTYT BBI3BATh
HEKOTOphIe 1BeTa. M30eraiite coueTaHuss KpaCHOTO W 3€JEHOrO: OHO CO3JAcT

HaIpsKCHUC JIA T'J1a3.

19. He mneperpyxkaiite cnaiin TeKcTOM U TpaduKOW: 53TO 3aTpyaHSET

BOCIIpUATHC. PaSI[eJII/ITG I/IH(I)OpMaHHIO Ha HCCKOJIBKO CHaﬁHOB.

20. HPGBGHTaI_[I/II-O PCKOMCHAYCTCA 3aKaHYUBATh YCPHBIM CﬂaﬁIIOM.

Module IV

BASIC SKILLS IN MANAGEMENT AND SUPERVISION
Reading Selection

CORE SKILLS IN MANAGEMENT & SUPERVISION
Evocation

According to Robert Katz, management skills are conceptual, technical

and human skills.

Conceptual — be able to see ‘the big picture’ of the situation; ability to

arrive at ideas, create a vision and plan for the future.
Technical — possess specific knowledge and have a specialized expertise.

Human — be able to work with others both individually and in group

setting.

(Source: Katz R.I. Skills of an Effective Administrator // Harvard Business Review.
September-October, 1974. P. 90-102)
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According to management writings, all managers need to have all the
three skills, but they need them in different amounts, depending on their position

in the organization.
Brainstorm to answer the following questions:

o What skills will a senior manager need and use more?

e What skills will a lower level manager need and use more?

Realization of Meaning

Though the skills needed for various positions in management will be
different, any manager should master certain BASIC skills in management and

leadership.

The following Reading Selection presents the information on core skills in
management and supervision. Meeting management as a core focus of the
course will be dealt with separately. The basics of the rest of the skills essential

for management and supervision are outlined below.

1. Work in groups of five. Each of you will study carefully ONE of the

skills. Use any graphic organizer to sum up the information.

2. Prepare 5 “thin” (comprehension) questions to your skill info to

check how your group mates acquired the info you’ve presented.
CORE SKILLS IN MANAGEMENT & SUPERVISION

Core skills in management and supervision are:
1) problem solving and decision making;
2) planning;
3) effective delegation;
4) ensuring strong ongoing internal communications;
5) meeting management;

6) managing yourself.
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Skill 1
Problem Solving and Decision Making

Much of what managers and supervisors do is solve problems and make
decisions. New managers and supervisors, in particular, often solve problems
and decisions by reacting to them. They are "under the gun™, stressed and very
short for time. Consequently, when they encounter a new problem or decision
they must make, they react with a decision that seemed to work before. It's easy
with this approach to get stuck in a circle of solving the same problem over and
over again. Therefore, as a new manager or supervisor, get used to an organized
approach to problem solving and decision making. Not all problems can be
solved and decisions made by the following, rather rational approach. However,
the following basic guidelines will get you started. Don't be intimidated by the
length of the list of guidelines. After you've practiced them a few times, they'll
become second nature to you — enough that you can deepen and enrich them to
suit your own needs and nature.

(Note that it might be more your nature to view a "problem™ as an
"opportunity”. Therefore, you might substitute "opportunity™" for "problem™ in
the following guidelines.)

1. Define the problem

This is often where people struggle. They react to what they think the
problem is. Instead, seek to understand more about why you think there's a

problem.

Defining the problem: (with input from yourself and others)

Ask yourself and others the following questions:
A. What can you see that causes you to think there's a problem?
B. Where is it happening?
C. How is it happening?
D. When is it happening?
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E. With whom is it happening? (HINT: Don't jump to "Who is causing the
problem?" When we're stressed, blaming is often one of our first reactions. To
be an effective manager, you need to address issues more than people.)

F. Why is it happening?

G. Write down a five-sentence description of the problem in terms of "The
following should be happening, but isn't ..." or "The following is happening and
should be: ..." As much as possible, be specific in your description, including
what is happening, where, how, with whom and why. (It may be helpful at this

point to use a variety of research methods.)

Defining complex problems:

If the problem still seems overwhelming, break it down by repeating steps

a-f until you have descriptions of several related problems.

Verifying your understanding of the problems:

It helps a great deal to verify your problem analysis for conferring with a

peer or someone else.

Prioritize the problems:

A. If you discover that you are looking at several related problems, then prioritize
which ones you should address first.

B. Note the difference between "important” and "urgent” problems. Often, what
we consider important problems to consider are really just urgent problems.
Important problems deserve more attention. For example, if you are continually
answering "urgent" phone calls, then you've probably got a more "important"
problem and that's to design a system that screens and prioritizes your phone

calls.

Understand your role in the problem:
Your role in the problem can greatly influence how you perceive the role
of others. For example, if you are very stressed out, it'll probably look like

others are, too, or, you may resort too quickly to blaming and reprimanding
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others. Or, you are feel very guilty about your role in the problem, you may

ignore the accountabilities of others.

2. Look at potential causes for the problem
A. It is amazing how much you don't know about what you don't know.
Therefore, in this phase, it is critical to get input from other people who notice
the problem and who are effected by it.
B. It's often useful to collect input from other individuals one at a time (at least
at first). Otherwise, people tend to be inhibited about offering their impressions
of the real causes of problems.
C. Write down what your opinions and what you've heard from others.
D. Regarding what you think might be performance problems associated with an
employee, it is often useful to seek advice from a peer or your supervisor in
order to verify your impression of the problem.
E. Write down a description of the cause of the problem and in terms of what is

happening, where, when, how, with whom and why.

3. Identify alternatives for approaches to resolve the problem
At this point, it is useful to keep others involved (unless you're facing a personal
and / or employee performance problem). Brainstorm for solutions to the
problem. Very simply put, brainstorming is collecting as many ideas as possible,
then screening them to find the best idea. It's critical when collecting the ideas to

not pass any judgment on the ideas — just write them down as you hear them.

4. Select an approach to resolve the problem

When selecting the best approach, consider:
A. Which approach is the most likely to solve the problem for the long term?
B. Which approach is the most realistic to accomplish for now? Do you have the
resources? Are they affordable? Do you have enough time to implement the

approach?
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C. What is the extent of risk associated with each alternative? (The nature of this
step, in particular, in the problem solving process is why problem solving

and decision making are highly integrated.)

5. Plan the implementation of the best alternative (this is your action
plan)
A. Carefully consider "What will the situation look like when the problem is
solved?"
B. What steps should be taken to implement the best alternative to solving the
problem? What systems or processes should be changed in your organization,
for example, a new policy or procedure? Don't resort to solutions where
someone is "just going to try harder".
C. How will you know if the steps are being followed or not? (these are your
indicators of the success of your plan)
D. What resources will you need in terms of people, money and facilities?
E. How much time will you need to implement the solution? Write a schedule
that includes the start and stop times, and when you expect to see certain
indicators of success.
F. Who will primarily be responsible for ensuring implementation of the plan?
G. Write down the answers to the above questions and consider this as your
action plan.
H. Communicate the plan to those who will involved in implementing it and, at
least, to your immediate supervisor. (An important aspect of this step in the

problem-solving process is continually observation and feedback.)

6. Monitor implementation of the plan
Monitor the indicators of success:
A. Are you seeing what you would expect from the indicators?

B. Will the plan be done according to schedule?
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C. If the plan is not being followed as expected, then consider: Was the plan
realistic? Are there sufficient resources to accomplish the plan on schedule?
Should more priority be placed on various aspects of the plan? Should the plan

be changed?

7. Verify if the problem has been resolved or not

One of the best ways to verify if a problem has been solved or not is to
resume normal operations in the organization. Still, you should consider:
A. What changes should be made to avoid this type of problem in the future?
Consider changes to policies and procedures, training, etc.
B. Lastly, consider "What did you learn from this problem solving?" Consider
new knowledge, understanding and / or skills.
C. Consider writing a brief memo that highlights the success of the problem
solving effort, and what you learned as a result. Share it with your supervisor,

peers and subordinates.
Scaffolding Activities
1. Find in the text answers to the following comprehension questions:

e Why is problem solving difficult for new managers and
supervisors?

e \What approach does the author suggest?

2. Using the author’s guidelines, make a succession of steps to solve a

problem :
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Skill 2

Planning

Quick Look at Some Basic Terms

Planning typically includes use of the following basic terms.

NOTE: Itis not critical to grasp completely accurate definitions of each of
the following terms. It is more important for planners to have a basic sense for
the difference between goals/objectives (results) and strategies/tasks (methods to

achieve the results).

1. Goals

Goals are specific accomplishments that must be accomplished in total, or
in some combination, in order to achieve some larger, overall result preferred
from the system, for example, the mission of an organization. (Going back to

our reference to systems, goals are outputs from the system.)

2. Strategies or Activities
These are the methods or processes required in total, or in some
combination, to achieve the goals. (Going back to our reference to systems,

strategies are processes in the system.)

3. Objectives
Objectives are specific accomplishments that must be accomplished in
total, or in some combination, to achieve the goals in the plan. Objectives are

usually "milestones" along the way when implementing the strategies.

4. Tasks
Particularly in small organizations, people are assigned various tasks
required to implement the plan. If the scope of the plan is very small, tasks and

activities are often essentially the same.
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5. Resources (and Budgets)

Resources include the people, materials, technologies, money, etc.,
required to implement the strategies or processes. The costs of these resources
are often depicted in the form of a budget. (Going back to our reference to
systems, resources are input to the system.)

Basic Overview of Typical Phases in Planning

Whether the system is an organization, department, business, project, etc.,
the basic planning process typically includes similar nature of activities carried
out in similar sequence. The phases are carried out carefully or — in some cases —
intuitively, for example, when planning a very small, straightforward effort. The
complexity of the various phases (and their duplication throughout the system)
depend on the scope of the system. For example, in a large corporation, the
following phases would be carried out in the corporate offices, in each division,
in each department, in each group, etc.

NOTE: Different groups of planners might have different names for the
following activities and groups them differently. However, the nature of the
activities and their general sequence remains the same.

NOTE: The following are typical phases in planning. They
do not comprise the complete, ideal planning process.

1. Reference Overall Singular Purpose ("Mission™) or Desired Result
from System

During planning, planners have in mind (consciously or unconsciously)
some overall purpose or result that the plan is to achieve. For example, during
strategic planning, it's critical to reference the mission, or overall purpose, of the

organization.

2. Take Stock Outside and Inside the System
This "taking stock™ is always done to some extent, whether consciously or
unconsciously. For example, during strategic planning, it's important to conduct
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an environmental scan. This scan usually involves considering various driving
forces, or major influences, that might effect the organization.

3. Analyze the Situation

For example, during strategic planning, planners often conduct a "SWOT
analysis". (SWOT is an acronym for considering the organization's strengths and
weaknesses, and the opportunities and threats faced by the organization.) During
this analysis, planners also can use a variety of assessments, or methods to
"measure” the health of systems.

4. Establish Goals

Based on the analysis and alignment to the overall mission of the system,
planners establish a set of goals that build on strengths to take advantage of
opportunities, while building up weaknesses and warding off threats.

5. Establish Strategies to Reach Goals
The particular strategies (or methods to reach the goals) chosen depend on
matters of affordability, practicality and efficiency.

6. Establish Objectives Along the Way to Achieving Goals
Obijectives are selected to be timely and indicative of progress toward goals.

7. Associate Responsibilities and Time Lines With Each Objective

Responsibilities are assigned, including for implementation of the plan,
and for achieving various goals and objectives. ldeally, deadlines are set for
meeting each responsibility.

8. Write and Communicate a Plan Document
The above information is organized and written in a document which is

distributed around the system.

9. Acknowledge and Celebrate Accomplishment of the Plan
This step is frequently forgotten, which can lead to increasing frustration and

skepticism on the part of those people who are responsible to carry out the plan.
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Guidelines to Ensure Successful Planning and Implementation

A common failure in many kinds of planning is that the plan is never
really implemented. Instead, all focus is on writing a plan document. Too often,
the plan sits collecting dust on a shelf. Therefore, most of the following
guidelines help to ensure that the planning process is carried out completely and
IS implemented completely — or, deviations from the intended plan are

recognized and managed accordingly.

1. Involve the Right People in the Planning Process

Going back to the reference to systems, it’s critical that all parts of the
system continue to exchange feedback in order to function effectively. This is
true no matter what type of system. When planning, get input from everyone
who will responsible to carry out parts of the plan, along with representative
from groups who will be effected by the plan. Of course, people also should be

involved if they will be responsible to review and authorize the plan.

2. Write Down the Planning Information and Communicate it Widely

New managers, in particular, often forget that others don't know what
these managers know. Even if managers do communicate their intentions and
plans verbally, chances are great that others won't completely hear or understand
what the manager wants done. Also, as plans change, it's extremely difficult to
remember who is supposed to be doing what and according to which version of
the plan. Key stakeholders (employees, management, board members, funders,
investor, customers, clients, etc.) may request copies of various types of plans.

Therefore, it's critical to write plans down and communicate them widely.

3. Goals and Obijectives Should Be SMARTER
SMARTER is an acronym, that is, a word composed by joining letters
from different words in a phrase or set of words. In this case, a SMARTER goal

or objective is:
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Specific:
For example, it is difficult to know what someone should be doing if they

are to pursue the goal to "work harder"”. It is easier to recognize "Write a paper".

Measurable:
It's difficult to know what the scope of "Writing a paper" really is. It is

easier to appreciate that effort if the goal is "Write a 30-page paper".

Acceptable:

If | am to take responsibility for pursuit of a goal, the goal should be
acceptable to me. For example, 1 am not likely to follow the directions of someone
telling me to write a 30-page paper when | also have to five other papers to write.
However, if you involve me in setting the goal so | can change my other
commitments or modify the goal, | am much more likely to accept pursuit of the

goal as well.

Realistic:
Even if | do accept responsibility to pursue a goal that is specific and
measurable, the goal won't be useful to me or others if, for example, the goal is

to "Write a 30-page paper in the next 10 seconds".

Time Frame:

It may mean more to others if I commit to a realistic goal to "Write a 30-
page paper in one week". However, it'll mean more to others (particularly if they
are planning to help me or guide me to reach the goal) if | specify that I will
write one page a day for 30 days, rather than including the possibility that 1 will
write all 30 pages in last day of the 30-day period.

Extending:
The goal should stretch the performer's capabilities. For example, | might
be more interested in writing a 30-page paper if the topic of the paper or the way

that | write it will extend my capabilities.
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Rewarding:
| am more inclined to write the paper if the paper will contribute to an
effort in such a way that | might be rewarded for my effort.

4. Build in Accountability (Regularly Review Who is Doing What and By
When?)

Plans should specify who is responsible for achieving each result, including
goals and objectives. Dates should be set for completion of each result, as well.
Responsible parties should regularly review status of the plan. Be sure to have
someone of authority "sign off" on the plan, including putting their signature on
the plan to indicate they agree with and support its contents. Include responsibilities
in policies, procedures, job descriptions, performance review processes, etc.

5. Note Deviations from the Plan and Replan Accordingly

It is OK to deviate from the plan. The plan is not a set of rules. It is an
overall guideline. As important as following the plan is noticing deviations and
adjusting the plan accordingly.

6. Evaluate Planning Process and the Plan

During the planning process, regularly collect feedback from participants.
Do they agree with the planning process? If not, what don't they like and how
could it be done better? In large, ongoing planning processes (such as strategic
planning, business planning, project planning, etc.), it's critical to collect this
kind of feedback regularly.

During regular reviews of implementation of the plan, assess if goals are
being achieved or not. If not, were goals realistic? Do responsible parties have the
resources necessary to achieve the goals and objectives? Should goals be changed?
Should more priority be placed on achieving the goals? What needs to be done?

Finally, take 10 minutes to write down how the planning process could
have been done better. File it away and read it the next time you conduct the
planning process.
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7. Recurring Planning Process is at Least as Important as Plan Document

Far too often, primary emphasis is placed on the plan document. This is
extremely unfortunate because the real treasure of planning is the planning
process itself. During planning, planners learn a great deal from ongoing
analysis, reflection, discussion, debates and dialogue around issues and goals in
the system. Perhaps there is no better example of misplaced priorities in
planning than in business ethics. Far too often, people put emphasis on written
codes of ethics and codes of conduct. While these documents certainly are
important, at least as important is conducting ongoing communications around
these documents. The ongoing communications are what sensitize people to
understanding and following the values and behaviors suggested in the codes.

8. Nature of the Process Should Be Compatible to Nature of Planners

A prominent example of this type of potential problem is when planners
don't prefer the "top down" or "bottom up", "linear" type of planning (for
example, going from general to specific along the process of an environmental
scan, SWOT analysis, mission / vision / values, issues and goals, strategies,
objectives, timelines, etc.) There are other ways to conduct planning.

9. Critical — But Frequently Missing Step — Acknowledgement and
Celebration of Results

It is easy for planners to become tired and even cynical about the planning
process. One of the reasons for this problem is very likely that far too often,
emphasis is placed on achieving the results. Once the desired results are achieved,
new ones are quickly established. The process can seem like having to solve one
problem after another, with no real end in sight. Yet when one really thinks about
it, it's a major accomplishment to carefully analyze a situation, involve others in a
plan to do something about it, work together to carry out the plan and actually see
some results. So acknowledge this — celebrate your accomplishment!
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Scaffolding Activities
1. Find in the text answers to the following comprehension questions:

e What is the basic difference between goals / objectives (results) and
strategies / tasks (methods to achieve the results)?

e What is a common failure in many kinds of planning?

2. Name the typical phases of planning:

3. Using the author’s guidelines, describe a SMARTER goal or objective:

ol m| H| O > Z »

4. Using the author’s guidelines, make a “must-do” list t0 ensure

successful planning and implementation (it should include 9 points):

Must-Do List
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Skill 3
Effective Delegation

The hallmark of good supervision is effective delegation. Delegation is
when supervisors give responsibility and authority to subordinates to complete a
task, and let the subordinates figure out how the task can be accomplished.
Effective delegation develops people who are ultimately more fulfilled and
productive. Managers become more fulfilled and productive themselves as they

learn to count on their staffs and are freed up to attend to more strategic issues.

Delegation is often very difficult for new supervisors, particularly if they
have had to scramble to start the organization or start a major new product or
service themselves. Many managers want to remain comfortable, making the
same decisions they have always made. They believe they can do a better job
themselves. They don't want to risk losing any of their power and stature
(ironically, they do lose these if they don't learn to delegate effectively). Often,
they don't want to risk giving authority to subordinates in case they fail and

impair the organization.

However, there are basic approaches to delegation that, with practice,
become the backbone of effective supervision and development. Thomas R.
Horton, in Delegation and Team Building: No Solo Acts Please (Management
Review, September 1992, pp. 58-61) suggests the following general steps to

accomplish delegation:

1. Delegate the whole task to one person

This gives the person the responsibility and increases their motivation.

2. Select the right person
Assess the skills and capabilities of subordinates and assign the task to the most

appropriate one.
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3. Clearly specify your preferred results
Give information on what, why, when, who and where. You might leave the

"how" to them. Write this information down.

4. Delegate responsibility and authority — assign the task, not the method
to accomplish it
Let the subordinate complete the task in the manner they choose, as long as the
results are what the supervisor specifies. Let the employee have strong input as
to the completion date of the project. Note that you may not even know how to
complete the task yourself — this is often the case with higher levels of

management.

5. Ask the employee to summarize back to you, their impressions of the

project and the results you prefer

6. Get ongoing non-intrusive feedback about progress on the project
This is a good reason to continue to get weekly, written status reports from all
direct reports. Reports should cover what they did last week, plan to do next
week and any potential issues. Regular employee meetings provide this ongoing

feedback, as well.

7. Maintain open lines of communication
Don't hover over the subordinate, but sense what they're doing and support their

checking in with you along the way.

8. If you're not satisfied with the progress, don't take the project back
Continue to work with the employee and ensure they perceive the project as

their responsibility.

9. Evaluate and reward performance
Evaluate results more than methods. Address insufficient performance and

reward successes.
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Scaffolding Activities
1. Find in the text answers to the following comprehension questions:

e Why is delegation often difficult for new supervisors?
e How does effective delegation make managers more fulfilled and

productive?

2. Using the author’s guidelines, formulate nine steps to accomplish

delegation:
General Steps to Accomplish Delegation
1.
2.
3.
Skill 4

Ensuring Strong Ongoing Internal Communications
Basics of Internal Communications

Effective communications are the "life's blood" of an organization.
Organizations, that are highly successful, have strong communications. One of
the first signs that an organization is struggling is that communications have
broken down. The following guidelines are very basic in nature, but comprise

the basics for ensuring strong ongoing, internal communications.

1. Have all employees provide weekly written status reports to their
supervisors
Include what tasks were done last week, what tasks are planned next week, any
pending issues and date the report. These reports may seem a tedious task, but
they're precious in ensuring that the employee and their supervisor have mutual
understanding of what is going on, and the reports come in very handy for
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planning purposes. They also make otherwise harried employees stand back and

reflect on what they're doing.

2. Hold monthly meetings with all employees together
Review the overall condition of the organization and review recent successes.
Consider conducting "in service" training where employees take turns describing
their roles to the rest of the staff. For clarity, focus and morale, be sure to use
agendas and ensure follow-up minutes. Consider bringing in a customer to tell
their story of how the organization helped them. These meetings go a long way

toward building a feeling of teamwork among staff.

3. Hold weekly or biweekly meetings with all employees together if the
organization is small (e.g., under 10 people); otherwise, with all managers
together
Have these meetings even if there is not a specific problem to solve — just make
them shorter. (Holding meetings only when there are problems to solve cultivates
a crisis-oriented environment where managers believe their only job is to solve
problems.) Use these meetings for each person to briefly give an overview of
what they are doing that week. Facilitate the meetings to support exchange of
ideas and questions. Again, for clarity, focus and morale, be sure to use agendas,
take minutes and ensure follow-up minutes. Have each person bring their calendar

to ensure scheduling of future meetings accommodates each person's calendar.

4. Have supervisors meet with their direct reports in one-on-one meetings
every month
This ultimately produces more efficient time management and supervision.
Review overall status of work activities, hear how it's going with both the
supervisor and the employee, exchange feedback and questions about current
products and services, and discuss career planning, etc. Consider these meetings
as interim meetings between the more formal, yearly performance review

meetings.
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Scaffolding Activities
1. Find in the text answers to the following comprehension questions:

e Why are effective communications the "life's blood" of an
organization?

e What does the author recommend to introduce to ensure strong
ongoing, internal communications?

Skill 5 — Meeting Management will be discussed in the next module.

Skill 6
Managing Yourself
Role of New Manager or Supervisor Is Often Very Stressful

The experience of a first-time supervisor or manager is often one of the most
trying in their career. They rarely have adequate training for the new management
role — they were promoted because of their technical expertise, not because of their
managerial expertise. They suddenly have a wide range of policies and other
regulations to apply to their subordinates. Work is never "done". They must
represent upper management to their subordinates, and their subordinates to upper
management. They're stuck in the middle. They can feel very alone.

Guidelines to Manage Yourself
Everyone in management has gone through the transition from individual
contributor to manager. Each person finds their own way to "survive". The

following guidelines will help you keep your perspective and your health.

1. Monitor your work hours
The first visible, undeniable sign that things are out of hand is that you're
working too many hours. Note how many hours you are working per week. Set a

limit and stick to that limit. Ask your peers or boss for help.
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2. Recognize your own signs of stress
Different people show their stress in different ways. Some people have "blow
ups”. Some people get very forgetful. Some people lose concentration. For many
people, they excel at their jobs, but their home life falls apart. Know your signs
of stress. Tell someone else what they are. Ask them to check in with you every
two weeks to see how you are doing. Every two weeks, write down how you are
doing — if only for a minute. Stick in it a file marked "%*#)%&!1#$".

3. Get a mentor or a coach
Ideally, your supervisors is a very good mentor and coach. Many people have
"been there, done that" and can serve as great mentors to you.

4. Learn to delegate
Delegating is giving others the responsibility and authority to carry out tasks. You
maintain the accountability to get them done, but you let others decide how they
will carry out the tasks themselves. Delegation is a skill to learn. Start learning it.

5. Communicate as much as you can

Have at least one person in your life with whom you are completely honest.
Hold regular meetings with staff — all of them in one meeting at least once a
month, and meet at least once every two weeks with each of your direct reports.
A common problem among new managers and supervisors (or among
experienced, but ineffective ones) is not meeting unless there is something to
say. There is always something to communicate, even if to say that things are
going well and then share the health of your pets. New managers and
supervisors often assume that their employees know as much as they do. One of
the first signs of an organization in trouble is that communications break down.
Err on the side of too much communication, rather than not enough.

6. Recognize what is important from what's urgent — fix the system, not the
problem
One of the major points that experienced manages make is that they've learned
to respond to what's important, rather than what's urgent. Phone calls, sick
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employees, lost paperwork, disagreements between employees all seem to
suddenly crop up and demand immediate attention. It can seem like your day is
responding to one crises after another. As you gain experience, you quit
responding to the crisis and instead respond to the problem that causes the
crises. You get an answering machine or someone else to answer the phone. You
plan for employees being gone for the day — and you accept that people get sick.
You develop a filing system to keep track of your paperwork. You learn basic
skills in conflict management. Most important, you recognize that management
IS a process — you never really "finish" your to-do list — your list is there to help
you keep track of details. Over time, you learn to relax.

7. Recognize accomplishments

Our society promotes problem solvers. We solve one problem and quickly
move on to the next. The culture of many organizations rewards problem
solvers. Once a problem is solved, we quickly move on to the next to solve that
one, too. Pretty soon we feel empty. We feel as if we are not making a
difference. Our subordinates do, too. So in all your plans, include time to
acknowledge accomplishments — if only by having a good laugh by the coffee

machine, do take time to note that something useful was done.
(Source: https://managementhelp.org/management/guidebook. htm# anchor 227589)

Scaffolding Activities
1. Find in the text answers to the following comprehension questions:

e Why do first-time supervisors or managers rarely have adequate
training for the new management role?

¢ \What makes their first managerial experience challenging and stressful?

2. Using the author’s guidelines, compile a “survival kit” that will help

new managers to manage themselves.
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Reflection

1. Using your graphic organizer share the info about the skill you have
read about in your small group. After your speech, answer your groupmates’

clarifying questions.

2. To check understanding ask your groupmates the questions that you

prepared.

3. Using any graphic organizer sum up the group info on all the five

skills you have discussed.

4. Share with the group what skills you have and the ones you need to

work on.

PROJECT WORK

Analyze the table that summarizes the roles of the manager according to
Henry Mintzberg. Decide what role(s) you may perform best. Explain what
skills you possess to be successful in performing the necessary activities. Your
list of skills may include the ones that were not discussed in the unit.

Mintsberg’s Roles of the Manager

Category Role Activity

Informational | Monitor Look for and receive information, review papers
and reports, maintain interpersonal contacts and

networks

Disseminator | Pass info to others by phone, in meetings, memos

Spokesperson | Represent the area or organization to people
outside the area or organization in speeches and
reports. Deal with media. Make presentations at

professional or community events

Interpersonal | Figurehead Perform ceremonial and symbolic duties inside the

organization, receive visitors. Give

presentations / awards to employees

93




Leader Supervise direct subordinates, including recruiting,

selecting, motivating, leading and training them

Liaison Be the conduit (the in-between person) for info

flowing in and out the organization

Decisional Entrepreneur Initiate change. Plan new projects, spot
opportunities, identify areas of business

development

Disturbance Take corrective action during crises or operational
handler breakdowns, resolve conflicts amongst staff, adapt

external changes

Recourse Decide who gets resources, sets the schedule, set
allocator priorities
Negotiator Represent department during negotiations with

unions, suppliers, and generally defend interests

(Source: http://www/provenmodels.com/88/ten-managerial-roles/henry-mintsberg)

Module V
MEETING MANAGEMENT

Reading Selection 1
MEETING MANAGEMENT BASICS
Evocation

Meetings are typically arranged for: planning, information-giving,
brainstorming new ideas, problem-solving, decision-making, negotiating a

contract, first contact with a customer / business partner / supplier, etc.

1. Match the type of meeting to its description. Think what these
meetings may be organized for:
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1.board meeting a. a group of experts who meet to brainstorm

problems

2. steering committee e. a monthly meeting with regular reports and

additional important items

3. subcommittee c. a committee which is responsible for

implementing a plan

4. think-tank d. a meeting of the company directors

5. regular departmental | b. a part of a larger committee with a special

meeting responsibility

Sometimes meetings are held to take another look at things that were

previously decided.

2. Use the appropriate word with the prefix re- to indicate that

something is being done or considered again. Write a suitable response:

reorder redraft reschedule | rearrange

reconsider reread review

1. - Did you hear what the chairman said?

- The meeting has been called to the sales figures in

the light of the initial forecasts.
2. - I don’t think their decision was a wise one.

- They’ll have to it.

3.- We can’t send out a report like that!

- We’ll have to it.
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4. - The meeting can’t take place next Monday!

- We’ll have to it.

5. -  We’ve run out of printer ink.
- We’ll have to some.

6. - It’s along time since I looked at the safety regulations.
- You’ll have to it.

7.- Itdoesn’t look as if I’ll be able to attend Thursday’s meeting.

- We’ll have to it.

3. Which of these do you agree with? Which, in your opinion, is most

important and which is least important. Rank them from 1 to 10:
e never hold meetings on Monday
e set atime limit for the meeting to end

e tolerate interruptions and digressions so that everyone has a chance

to participate
e circulate essential documents beforehand
e put the most important item in the middle of the agenda
¢ limit the number of people attending the meeting to eight
e always obtain unanimous agreement
e record decisions and agree on further action
e cancel the meeting when key people or facts are unavailable

e deal with the important issues behind the scenes
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4. Think and share:

Why should meeting management be taken very seriously?

What makes a productive meeting? Make a list of key factors.

Realization of Meaning

While reading the selection find answers to the following Meeting

Management Questions:

How can you ensure that the right people are included in your
meetings?

What's the best way to design an agenda (according to the materials
for review)?

What kinds of activities should be included in the opening of a
meeting?

What is the purpose of ground rules for a meeting. How can they be
developed?

What are some ideas to ensure that meeting time is managed as
effectively as possible?

How can you evaluate the meeting process? How can you evaluate
results of the overall meeting process?

What activities are including when closing a meeting?

MEETING MANAGEMENT BASICS

Meeting management tends to be a set of skills often overlooked by

leaders and managers. The following information is a rather "Cadillac™ version

of meeting management suggestions. You might pick which suggestions best fit

the particular culture of your own organization. Keep in mind that meetings are

very expensive activities when one considers the cost of labor for the meeting
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and how much can or cannot get done in them. So take meeting management
very seriously.

The process used in a meeting depends on the kind of meeting you plan to
have, e.g., staff meeting, planning meeting, problem solving meeting, etc.
However, there are certain basics that are common to various types of meetings.
These basics are described below.

(Note that there may seem to be a lot of suggestions listed below for
something as apparently simple as having a meeting. However, any important
activity would include a long list of suggestions. The list seems to become much

smaller once you master how to conduct the activity.)
Selecting Participants

1. The decision about who is to attend depends on what you want to
accomplish in the meeting. This may seem too obvious to state, but it's
surprising how many meetings occur without the right people there.

2. Don't depend on your own judgment about who should come. Ask
several other people for their opinion as well.

3. If possible, call each person to tell them about the meeting, it's overall
purpose and why their attendance is important.

4. Follow-up your call with a meeting notice, including the purpose of
the meeting, where it will be held and when, the list of participants and whom to
contact if they have questions.

5. Send out a copy of the proposed agenda along with the meeting notice.

6. Have someone designated to record important actions, assignments
and due dates during the meeting. This person should ensure that this

information is distributed to all participants shortly after the meeting.
Developing Agendas

1. Develop the agenda together with key participants in the meeting.

Think of what overall outcome you want from the meeting and what activities
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need to occur to reach that outcome. The agenda should be organized so that
these activities are conducted during the meeting.

In the agenda, state the overall outcome that you want from the meeting.

2. Design the agenda so that participants get involved early by having
something for them to do right away and so they come on time.

3. Next to each major topic, include the type of action needed, the type of
output expected (decision, vote, action assigned to someone), and time estimates
for addressing each topic.

4. Ask participants if they'll commit to the agenda.

5. Keep the agenda posted at all times.

6. Don't overly design meetings; be willing to adapt the meeting agenda
if members are making progress in the planning process.

7. Think about how you label an event, so people come in with that
mindset; it may pay to have a short dialogue around the label to develop a
common mindset among attendees, particularly if they include representatives

from various cultures.
Opening Meetings

1. Always start on time; this respects those who showed up on time and
reminds late-comers that the scheduling is serious.

2. Welcome attendees and thank them for their time.

3. Review the agenda at the beginning of each meeting, giving
participants a chance to understand all proposed major topics, change them and
accept them.

4. Note that a meeting recorder if used will take minutes and provide
them back to each participant shortly after the meeting.

5. Model the kind of energy and participant needed by meeting
participants.

6. Clarify your role(s) in the meeting.
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Establishing Ground Rules for Meetings

You don't need to develop new ground rules each time you have a
meeting, surely. However, it pays to have a few basic ground rules that can be
used for most of your meetings. These ground rules cultivate the basic
ingredients needed for a successful meeting.

1. Four powerful ground rules are: participate, get focus, maintain
momentum and reach closure. (You may want a ground rule about
confidentiality.)

2. List your primary ground rules on the agenda.

3. If you have new attendees who are not used to your meetings, you
might review each ground rule.

4. Keep the ground rules posted at all times.
Time Management

1. One of the most difficult facilitation tasks is time management — time
seems to run out before tasks are completed. Therefore, the biggest challenge is
keeping momentum to keep the process moving.

2. You might ask attendees to help you keep track of the time.

3. If the planned time on the agenda is getting out of hand, present it to

the group and ask for their input as to a resolution.
Evaluations of Meeting Process

It's amazing how often people will complain about a meeting being a
complete waste of time — but they only say so after the meeting. Get their
feedback during the meeting when you can improve the meeting process right
away. Evaluating a meeting only at the end of the meeting is usually too late to
do anything about participants' feedback.

1. Every couple of hours, conduct 5-10 minutes "satisfaction checks".
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2. In a round-table approach, quickly have each participant indicate how

they think the meeting is going.
Evaluating the Overall Meeting

1. Leave 5-10 minutes at the end of the meeting to evaluate the meeting;
don't skip this portion of the meeting.

2. Have each member rank the meeting from 1-5, with 5 as the highest,
and have each member explain their ranking.

3. Have the chief executive rank the meeting last.
Closing Meetings

1. Always, end meetings on time and attempt to end on a positive note.

2. At the end of a meeting, review actions and assignments, and set the
time for the next meeting and ask each person if they can make it or not (to get
their commitment).

3. Clarify that meeting minutes and / or actions will be reported back to

members in at most a week (this helps to keep momentum going).

(Source: http://smallbusiness.chron.com/meeting-management-techniques-3151.html)

Reflection

1. Return to the Evocation Section task 3.

Has your ranking changed after reading the article? How has it changed?
2. Return to the Evocation Section task 4:

e Has your answer to question A changed after reading the article?
How has it changed?

e Compare your key factors for a successful meeting with the
following checklist. What factors did you add after reading the

article? What factors from the checklist are new to you?
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Checklist: What makes an efficient meeting?

Preparation

Have the participants been informed of:. date, place, time,
agenda, objectives, specific preparation, documentation,

specific roles?

Purpose Do the participants: share the same expectations, have clear
objectives, understand the scope / limits of the meeting?
Procedure Has the procedure (formal chairing, informal brainstorming,
etc.) been agreed?
Has the agenda been agreed and understood?
Are the time limits clear (duration, finish time, date and time
of next meeting)?
Roles Are the roles clearly understood?

Chairperson — how much control is appropriate?
Minute-taker — detailed minutes or just a summary?

Participants — general and / or specific contributions?

Communication

Do all the participants get a chance to contribute?
Is there a clear direction to the meeting?

Do the participants understand each other?

Is there a positive atmosphere?

Is there a clear outcome to the meeting?

3. Discuss your answers to the questions from Realization of Meaning

section with your groupmates.
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4. Think and share your opinion on the following:

e What challenges do you see in implementing the meeting-
management recommendations in the materials for review?

e What do you dislike about meetings? What do you like?

e \What are you hearing from others about the quality of the meetings

In your organization?

To express your opinion, use the phrases: as far as | am concerned;

personally I find; you should never underestimate; there is nothing wrong with, etc.
PROJECT WORK

Listen to the consultant giving advice about meetings. Take notes to

complete the passage below. Complete the passage.

If a meeting is to be productive it should have 1 that
all the participants know and understand. You should appoint 2 who
manages and controls the meeting. You must write 3 , or list of

items to be discussed and send it to 4

They should 5 and come to it with ides to
contribute.
You have to 6 to each point, otherwise there is a risk

that some of the items will not be dealt with at all.

You oughtto 7

If not you are to 8 into the agenda.

You don’t need to 9

But you should send other senior staff members 10 , or

summary of what was discussed.

The minutes should include 11 —you

don’t have to 12
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However, you need to include 13 decided upon at the meeting.

Lastly, the minutes should 14 . It is essential

to keep the 15 clear in

everyone’s mind.

Act as a consultant. Give your profound advice on what should be done
to make your meetings more effective. Use all the info of the reading and

listening selections and your discussion output.

BUSINESS SKILLS DEVELOPMENT
Discussing and Evaluating Meetings

Basic Vocabulary

What do we call it? a meeting
a (video) conference
a conference call

a discussion

How do we organize the meeting? to call a meeting
to hold a meeting
to set up a meeting

at a very short notice

What are the reasons for meetings? to communicate ideas / opinions
to make plans

to pool ideas

to plan the future / the budget
to settle differences

to solve problems
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Who participates?

chairperson (chairman, chairwoman)
participant

delegate

colleague

What do we do?

discuss
negotiate
propose

decide
brainstorm
recommend
postpone
exchange ideas

What do we talk about?

items
points
topics
issues
matters
subjects

What is the atmosphere like?

positive
collaborative
cooperative
friendly
participative
OR

negative
hostile
uncooperative
unfriendly
competitive
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What’s the output? minutes
report
actions

proceedings (of a conference)

How do we evaluate the meeting? fruitful
productive
helpful
positive
useful
stimulating
interesting
OR
pointless
useless
boring
fruitless
unproductive

a waste of time

Reading Selection 2

MEETING MANAGEMENT TECHNIGUES
Evocation

Think and share:

How should a meeting chairperson encourage effective participations of

the attendees in the discussion of the agenda?
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Realization of Meaning

While reading the article mark the points on which the author agrees

with the recommendations from Reading Selection 1.
MEETING MANAGEMENT TECHNIQUES
by Maggie McCormick

Meetings are a necessary evil for getting things done in your business.
Your employees may hate them, feeling they are a waste of time. The key to
successful meetings is to plan and manage them properly. A meeting will go
poorly if you have is no clear focus, and if you have the wrong people attending
the meeting. Circumvent this by taking the time to plan, and communicate with
your employees about your expectations for the meeting.

Invite the right people to the meeting. There is no need to invite
everyone in the office to every meeting. If you are discussing potential software
upgrades, the meeting should include only your software engineers. If you want
to generate ideas for new products, invite customer service representatives, who
deal with customers daily. Inviting unnecessary people can breed resentment
and disarray.

Send out your meeting agenda ahead of time. This prepares attendees
for what to expect.

Establish the meeting’s goals. Some meetings are simply for informing
employees about new policies. Others are for generating ideas or making
decisions. If the employee goes into the meeting thinking that the group will
make a decision, she / he may be disappointed that you’ve only generated ideas,
not understanding that this was the point of the meeting.

Stay on task. Occasionally, the direction of the meeting will veer off
course, with an employee asking an unrelated question. When this happens,

draw the attendees back to your original agenda.

107



Encourage a culture of listening. In too many cases, meeting attendees
are simply waiting for a pause in the conversation to start speaking. Train your
employees to listen to what others are say by showing that you value each
person’s input. You can do this by referring to a suggestion that an employee
made later in the meeting.

Organize the minutes of the meeting properly. Remember that they
should include: a summary of the chairperson’s introduction; a summary of the
opinions and suggestions made by the participants; the action points that were
decided upon; the people involved in carrying out the action points; the
deadlines that were fixed; the day and time of the next meeting.

Reflection

1. Return to the Evocation section question. Does your answer differ
after reading the text?

2. Discuss the task from Realization of Meaning sections in a small

group.
PROJECT WORK

Develop the Guidelines for carrying out an effective meeting on the
basis of the info from reading and listening selections of the module (in
writing). Add 1-2 tips of your own to the list. Share your Guidelines with the
group.

Reading Selection 3

TECHNIQUES FOR BUILDING CONSENSUS IN BUSINESS
MEETINGS

Evocation

1. Think and share:
How should a meeting chairperson encourage effective participations of

the attendees in the discussion of the agenda?
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2. Which of the following word combinations describe the actions
performed by a) chairperson; b) participants; ¢) minutes-taker? Some of them

may be used more than once.
e to adjourn the discussion / a meeting
e to suspend the meeting
e to cancel the meeting
e to postpone the meeting
e to run the meeting
e to approve the minutes
e todraw an agenda
e to stick to the agenda
e to move to the next item on the agenda
e to involve everyone in the decision-making process
e to act on personal initiative
e to implement a decision
e to put something to vote
e to raise an objection
e to record a decision
e to second a proposal
e to setatime limit

e to table a motion

to write up the minutes
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3. Match the expressions a-j below to the things a chairperson should

do. More than one expression may be used:

1. open the meeting a. Has everyone got that?
2. keep things moving b. Shall we move on?
3. keep an eye on time c. As | see it, we seem to be saying...

4. make sure everyone stays d. Could you let us have the exact figures for

focused Friday?

5. invite contributions e. What exactly do you mean?

6. summarize regularly f. So, what we’ve finally decided on is...
7. seek clarification g. We’ll have to move on, | am afraid.

8. summarize agreed action h. Thanks for coming, everyone.

points

9. allocate action points and I. What do you think of that Mr. ...?

establish deadlines

10. close the meeting J. Thanks very much, everyone, that was very

useful.

4. Match the expressions a-l below to the things the participants should

do. More than one expression may be used:

1. express agreement a. I am convinced that...
2. express disagreement b. How about...?

3. make suggestions c. I am in favor of that.
4. summarize arguments d. Why don’t we...?
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5. ask for clarification e. [ am afraid I don’t accept that at all.

6. present arguments f. So, what you’re suggesting is...

g. Could you explain that in more detail?

h. I am sorry, but I don’t agree at all.

I. | quite agree.

J. The way | see it is...

k. Am right in thinking that...?

|. In other words you are saying...

Realization of Meaning
While reading the article find an answer to the question:

What ways have you found that work to keep your meetings on track?

TECHNIQUES FOR BUILDING CONSENSUS IN BUSINESS
MEETINGS

by Jill Huselton

In a recent column for Management Issues, organizational development
consultant Tim Lambert offers this perspective: “Let’s be clear: disagreement
and challenge are healthy activities. Without them, teams are denied innovation
and progress.”

Wise words, indeed. In the case of business meetings, however,
“disagreement and challenge” could become too much of a good thing. Why?
Because research tells us a common concern among business people is wasting
valuable time in meetings. Arriving at mutual understanding among multiple
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parties in any setting can take all the time you have, so there’s nothing worse
than when a meeting of many is derailed by debate between a few.

The task of keeping discussion on track can be especially challenging with
virtual meetings, when all or some attendees participate via audio or video
conference. Sensing when an argument — or a participant — has gone too far can
be trickier when dealing solely with indirect eye contact and verbal cues.

That’s why the first piece of advice Business Insider columnist Drake
Baer gives in a recent article carried by Entrepreneur magazine is “Be Civil”.

“Contrary to what your debate coach said, arguments aren’t rational,”
Baer writes. “So respect the other person’s perspective, no matter how
ridiculous it sounds.”

Baer’s piece focuses on arguments, but the counsel he shares can be
extended to a common theme for meeting leaders and attendees alike — reaching
consensus. By definition, consensus in a group means achieving “general
agreement or concord; harmony”. Building consensus in a meeting arguably
would be the best way to avoid wasting time and satisfy all parties involved.

Here’s a digest of guidance from Baer and Lambert, cast in the light of

equipping meeting leaders — and participants — to build consensus:
1. Collaborate, Don’t Compete

“Attacking someone’s ideas puts them into fight-or-flight mode. Once
they’re on edge, there will be no getting through to them,” Baer cautions.
Instead, he recommends “extreme agreement”.

He explains: “Take your conversational partner’s views and advance them
to their logical — and perhaps absurd — conclusion.” In either case, discussion is

more apt to move beyond dueling viewpoints to some sort of resolution.
2. Turn Talk to “How” not “Why”

Baer cites a 2013 University of Colorado study in which people were
asked to explain “why their opinions were right” or “how their ideals could be

turned into actual policy™.
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Those in the “how” group tended to soften their positions after given the
task of articulating the mechanics of implementing their point of view. Perhaps
because asking “how” invokes pragmatism while pressing for “why” may

engage more emotion.
3. Make Open-Ended Requests

Like focusing on “how,” posing open-ended inquiries can transform
competitive interactions into collaborative ones by engaging a person’s
creativity and critical thinking. Rather than dismissing or avoiding disputed
ideas, encourage a quick exploration by saying “That’s interesting. Tell us how
your approach will work.”

For this technique to be effective, the requester must be careful to strike

an optimistic tone. Any hint of sarcasm would be counterproductive.
4. Show with the Tell

Baer refers to research from Cornell University that shows people tend to
trust scientists. “Thus, doing things that make you appear scientific — like using
a graph — makes you more trustworthy,” he says.

Of course, graphic support when participating in a meeting with web or
video conferencing may take some extra work. But the impact is worth the
effort. Concise points are quickly made. And anyone concerned about the best

use of time appreciates a takeaway chart for later reference.
5. Tell Stories Featuring Numbers

Even if you don’t have time to make charts or graphs, you can speak in
word pictures, i.e., choose anecdotes that meeting participants can see in their
heads. Use numbers when appropriate because they stand out in a sentence.

This technique is easier to demonstrate than describe. For example, don’t
say “I performed a verbal survey of our marketing department, and 66 % of

respondents reported the new brochure is ineffective.” Instead, try “I sat down
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with all 10 members of the marketing team, and six of them said they saw our

new brochure in waste baskets when visiting our customers.”
6. Let Confidence Lead

Studies show people tend to gravitate to those who express positions with
conviction. Certainly not surprising in a society that reveres and fears the art of
public speaking. (For more on this point, see our recent post “3 Pointers for
Quelling Public-Speaking Jitters™.)

This technique is related to the bullets about focusing on “how” and using
“open-ended” statements. Invite participants with strong ideas and feeling to
elaborate on their positions. Of course, first let them know how much time is

available to them.
7. Flip Your Response

Lambert advocates a simple verbal tactic that some persuasive
communication specialists call “Inversion”. Rather than rebut a meeting
participant’s opinion by saying “I disagree”, first do the work of explaining your
position. Then, conclude with: “That’s why you and I see the situation
differently.”

This approach operationalizes Baer’s admonition to “Be Civil”. The
emphasis shifts from the person to the details, which, unlike emotions, can be

discussed or deferred. Either way — the meeting’s moving forward.

(Source: http://www.intercall.com/blog/web-video-conferencing/7-techniques-for-building-
consensus-in-business-meetings)

Reflection

1. Return to the Evocation section question. Does your answer differ

after reading the text?
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2. Discuss the task from Realization of Meaning sections in a small
group.
3. Share your ideas in a small group:

Are there different tactics based on who you’re meeting with our how

you’re hosting the meeting?
PROJECT WORK

1. Choose one of the sources below to prepare a short speech on one of
the following topics (you should speak for 5 minutes). See to avoiding
overlapping (one person per topic). You may think of your own topic to
explore within the limits of the Module:

e Ways to Start a Meeting
http://smallbusiness.chron.com/ways-start-meeting-17930.html
e Ways to Promote a Successful Staff Meeting

http://smallbusiness.chron.com/ways-promote-successful-staff-meeting-
69533.html

e Management Techniques
http://smallbusiness.chron.com/management-techniques-2589.htm

e Things Needed at a Business Meeting
http://smallbusiness.chron.com/things-needed-business-meeting-49868.htmi

e How to Keep Meeting Minutes
http://smallbusiness.chron.com/keep-meeting-minutes-s-corporation-40353.html

e Example of Meeting Minutes

http://smallbusiness.chron.com/example-meeting-minutes-3157.html
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e How to Write Notes from an Employee Meeting
http://smallbusiness.chron.com/write-notes-employee-meeting-11856.html
e Steps in Writing Minutes
http://smallbusiness.chron.com/steps-writing-minutes-meeting-79280.htmi
e Pre-Meeting Planning for Effective Communication

http://smallbusiness.chron.com/premeeting-planning-effective-communication-
76909.html

e Ten Rules for Proper Business Etiquette

http://smallbusiness.chron.com/10-rules-proper-business-meeting-etiquette-
2857.html

e How to Conduct a Business Meeting
http://smallbusiness.chron.com/rules-conduct-business-meeting-1395.htm

e What Are the Three Dos and Don’ts for Attending a Business
Meeting

http://smallbusiness.chron.com/three-dos-donts-attending-business-meeting-
21691.html

2. Take notes while listening to the speakers. Organize your notes to

emphasize the most important points.
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