Joe Brodnicki Outline

I.  KSAs

A. Introduction

1. Been with CMS – HCFA at the time – since July 1978 in the Atlanta Regional Office

2. Out-stationed for four years in National Tennessee at a contractor site

3. First 15 years in Medicare and Medicaid Quality Assurance

4. Last ten worked with organizational development work

B. What are my most critical KSAs?

1. Facilitation – the ability to facilitate groups (not necessarily in order)

a. To plan various group activities both large and small (small about 12, large more than that)

b. To enable groups to get the outcomes that they need

c. A lot of flexibility in that because you need to know a lot of processes and how to put them together so the facilitator and the different modes of facilitation all the way training to just plain stuff around development and dialog

2. General knowledge of human resources development.

3. Getting more specific, what goes into a job? What makes a job important?  How do you analyze knowledge, skill, ability?  Then how do you tie it to performance?

4. Another critical KSA would be strategic and operational planning

a. To really know how to plan for an organization 

b. To even define what it needs down to a micro level which is a job level as well as overall 

c. To be able to make that happen

(1) The resources

(2) The time schedule

d. All that has been critical to Joe’s success and the success that he has had with clients in CMS

5. Other skills, certainly coaching – the ability to work with people one-on-one

a.  To help them define where they want to go

b.     To help them get there has been really helpful

6. They seem to really taken from me about ten years of some intensive study to get 

7. Organizational development principles are important, of course

a. It’s a little more than group dynamics

b. How these apply the ability to do that really come under communications – the ability to listen

c. It’s a lesson everyone learns the hard way – to really be able to listen to clients and exactly what they need.

d. Even if he has what he thinks is the right answer to what they need 

(1) The ability to hear them

(2) The ability to start where they are and help them define it because in most cases they don’t know

(3) To see where we cab start from what’s going on now and to go forward from there is really important

8. Other skills 

a. Computer skills – being able to work in PowerPoint 

b. Do awards

c. Work with databases

d. When I have needed them, they have been really important and really helpful along

9. Other knowledge, skills and ability

a. Flexibility is really important 

b. It’s hard to dance with a client, to dance with the organization, difficult to get that flexibility at times

c. Most people tend to be rigid and not knowledgeable in what they want 

d. Having the patience, having the flexibility to tease it out, not necessarily giving them what they ask for but really what is it that you need to work with

e. That has been a tough skill and again a tough skill to learn on and on

10. Back in the program side some of the knowledge, skills – the

Ability to read data and analyze is really important and that even ties with organizational development because if you’re going to be do databases, which is really important, you need to find out 

a. Where you’ve been

b. Where you are

c. Where you are going as a test

d. Data drives it all

e. Do you know what data you want is a really important skill to have

f. How do you array it to get the information that you need?

g. How do you gather it?

h. What’s the best way to gather it?

i. What’s the best way to store it?

j. What’s the best way to feed it back?

k. That’s been consistent from his first days, even with working with Medicare Quality Control onto this is what do you do with data?  How do you analyze it?

11. Writing a course is important

a. How do you make it simple enough to understand it, to be read but still be accurate?

b. Still get the information across

12. Some of the specialized skills in training design, developing materials which is a tough competency to get 

a. Because I understand it doesn’t mean that you will

b. But also, it takes a lot of time and that’s been the problem, is getting the time to really prepare excellent materials.

C. So far to look forward for CMS to meet its training needs it really needs to develop those same competencies

1. How do you develop good training material that helps the learner learn in ways that they can learn?

2. How do you develop data to really know what the specific learning needs are?

3. These are going to be some really important KSAs to get to enable us.

4. There are lots of training needs to be met.  How we meet those is important.

D. With CMS a lot of the knowledge we have is unique to us, particularly in the programs.

1. Nobody knows programs like we do because that’s our stock and trade.

2. How do you get that knowledge across?

3. How do we get it in ways that people need and can use immediately?

4. Often times we mistake a knowledge of something for the ability to train in it and it’s simply not true.

E. Another key knowledge, skill and ability is really to assess how much people know and what skills, what KSAs, do they need for their jobs?

1. Again, we’re a knowledge-based culture, but knowledge isn’t everything.

2. If I can’t get that knowledge across in a way that’s understandable, that’s useful and responsive, I’ve lost it.

3. Again, that knowledge is wasted in the people we have

4. That happens fairly often looking around at people very knowledgeable, but their communication skills and I think it goes beyond skills, it is knowing what the context that you’re looking to communicate within.

5. If you ask me a general question, I can give you a general answer.  It won’t be specific.  I can’t prepare for it that well and no one can unless they know the context.

6. So we’ve got to work on that really framing context that are questions is another skill that’s often overlooked.

7. Joe has even noticed in managers he has had and other people he has had; at their very best their asking good questions, not the ordinary questions, not the normal questions, but good questions that are evocative, sometimes provocative, 

a. To get that extra bit of information.

b. To get more than the minimum

c. To provide more value, better information

d. Be responsive to things along that line

e. That’s a real important skill

F. Another skill is presenting skills

1.  Getting up in front of a group

2.  Not just giving them the information

3. Organizing the presentation

4. Most folks don’t do that well

5. It took Joe a long time to know how to do that, 

6. To get to what’s responsive to the audience needs, but also to present in a way and have some rapport with the audience.

7. Not to get up, be a talking head, just spit out facts with a nice PowerPoint

8. Really to connect with the audience where the questions and answers are more meaningful

9. You can adapt your presentation on the fly just with the feedback the audience gives you even in their expressions is really important to making the best times out of briefings, to making it the most for everyone involved.

G. So if Joe had to look at KSAs and that’s it in a nutshell.  If anyone came in and could do those things, if we could develop those things better, it would enable us to perform much better as an organization.

H. The ability to make performance expectations that are tied into mission, vision, all that.  Stick with it.  Really important.

I. Looking from training some of the training Joe has done with managers here and other.

1. Knowing how to set a clear expectation really, really important.

2. Often times, it doesn’t happen.  There’s not the give and take with it.

3. Knowing how and when to give feedback.

4. It doesn’t have to be a painful process but it has to be a process that opens the big one.

5. The skill about giving feedback.  There’s one that goes with it that is just as important.  The skill to get feedback.

a. When Joe is best at giving feedback he noticed it is a conversation.

b. People are trying to pull out what they need.

c. So it’s not just what I think you need giving feedback.

d. You give me feedback to help me help you which sounds kind of convoluted but it is really important.  To be able to have those conversations, to have those skills

e. It’s really what’s going to help take us to the next level in setting performance expectations, feedback.

6. Think a lot of knowing; thinking not in polarities but somewhere in the middle is another skill that we need to get.  

a. That goes with systems thinking – to be able to really look at things as a whole and go from there.

b. But polarities it’s “either,” “not”, “or.”  In other words, I’m either not giving somebody the employee of the year or I have to take some punitive action against them.  

c. The ability to think and work within that whole polarity is what’s going to be important to help frame issues for people.

7.  If I’m giving you constructive feedback and coaching, it means that you are doing well; we need to do better as a group.  As opposed to working down here with the poor performers that we need to change behavior immediately.

8.  The ability not to think in black/white/yes/no is really important.  The ability to see things as a whole and systems thinking is going to be important in the future too.

9. One thing Joe has noticed in the last 25 years is that things are a whole lot more complex than they used to be.

10. Our thinking needs to evolve, get more disciplined, and really be open to more possibilities than the thinking of 25 years ago and that’s assuming that worked well then.

a. It can’t

b. It won’t work well now because things are different.

11. That sums up the KSAs that I’ve had that I think would be helpful to have over the last 25 years in a nutshell.

II. Projects and Focus

A. Segment II in two basic areas

1. One is projects Joe has had, the projects that are unfinished, and opportunities in the future.

2. The other is around management skills and getting the skills to the area we need them in.

B. First, the more significant project done during the last ten years and the most satisfying

1.  Working with CMS and their outside stakeholders to try to forge better partnerships with each other

a. Recently National facilitated a conference.  It was with Indian Health, but with the Eastern tribes

b. Done a lot of work with Medicare Outreach, things along that line.

2. As over the last 25 years we’ve become more outward looking.  For a long time we were very inward looking which Joe thinks is “death” to an agency and we probably still are too much, but as we look out more to the people that we work with, the people we deal with, those opportunities are great for them to understand us and for us to understand them.

a. Helps us to be more responsive helps them, to be better customers.

b. If we can get people to be better customers for us, it makes our life easier.

c. As we change our outlooks, we change our ways to be better suppliers.  Then everyone benefits.

3. So Joe would say those opportunities have been the most fruitful and anyone who comes along afterward, more of that work needs to be done.  Not in just conferences and show and tell sessions but in some real areas where people get together and listen.

4. Now with Medicare Fraud and Abuse we started the program from scratch about five or six years ago.

a. Started with what we call an open space session.

b. Had fraud and abuse people from states, from federal level get around just listen to each other

c. Where are the areas that we need to work together?

d. Get a really successful program going with a minimum of resources.

e. So the key there is just to set up, to get out of the conventional show and tell conference but also into areas where people listen, that type of participative meeting.

5. Other things Joe has been doing on-going

a. You never finish team building

b. You never finish group development

c. A lot of opportunities there

d. The biggest challenge with every group is what are we a team about?

e. A team doesn’t work in every area.  Certainly got that from years of experience with that.

f. Get the idea of what can people work together with

g. Some of the most successful work has been with ad hoc teams

h. Teams that come and go as opposed to on-going branches.

i. Our work still isn’t structured to where we can work in teams.

j. Until we get our job re-structured toward that’s not possible to try to push teamwork in most cases.

k. Joe can’t say in every case because some it has worked.  It is wasting our time. So there’s something to keep in mind.  

l. The opportunities there, of course, are job re-structuring, things along that line to make teamwork, to make the communication more possible.

m. So, it’s new and different things as opposed to more of what we’ve been doing in that area.

n. There are really no unfinished projects.

6. Of course, we had the on-going, the yearly training assessment.

a. There, we can do an awful lot, better job, a much better job, in defining what our needs are.  We still, and this is a segway into management, 

7. What would be really helpful is management processes, not managers as individuals, but management process that would help us is to really define what it takes to do a good job

a.  To have some very clear expectations of what a good job is

(1) The results of a good job

(2) Joe gets a lot from people that they really don’t know what their job adds up to

(3) You go out, you work hard, you think you do good work but what does it matter?

(4) We have to put that, “What does it matter,” in there.

(5) Makes everyone’s work significant

b.  From there we can go forward to what does it really take to do a good job and then what does a good job add up to in some very measurable and clear terms.

8. So until we get what it takes and these are the big opportunities, the biggest opportunity that anyone who comes along and that’s the next step for all of us

a. You define what a job takes to where we can assess where we are.

b. The workforce planning is a start but it is not everything.

c. Then we can start to develop from there.

9. Develop the competencies to train people to be good learners as well

a. It is really important to remember that to really start to pick our jobs apart and what they add up to and that will open up the next level.

10. Central Office can be a huge help to regions in giving expertise in how to assess really what a job is

a. What training needs are

b. What our job is

c. What performance needs are, along that line

d. Joe does not believe training is the answer in most cases.  It is in some cases.

11. We have a lot of defects in our processes, again, in our job design that need to be addressed.

a. When we identify those, if we care to, there is a lot of resistance around that.

b. That’s what is going to take us forward and also going to make the training in most part something in management processes

(1) This is implied

(2) It is of value in action by not espoused

(3) It is one way that training is not valued is that management expects people to be in two places at once.

(4) In general, oh, it’s good to go to training.  We want you there but if anything comes up though, I want you back at your desk.

(5) Until we get people’s mindset to where they are free to spend maybe a day, ½ day, 2-3 days in training, we are never really going to make the most out of our training opportunity

12. If we want to get down to then, again, what would I do less of, there is nothing I would do less of.   There are a whole lot of opportunities that just don’t happen.

13.    So, if you can structure things to get that it’s really going to be helpful in anyone who comes along.

a. Actually think every consortium should have a position similar to this.

b. It is not necessarily enough work for each region

c. If a consortium had it, would use it and relationships develop, we could gain a whole lot out of maybe less people than you think it takes

d. But again, it would be a pretty wide array of skills

14. Back to management

a. Establishing performance expectations is a key skill that is lacking in a lot of areas.

b. There is going to need more managers to take effective corrective action.

c. To be effective coaches which is something there is really a whole lack in the coaching part.

d. And this is similar but not the same, a lack of self awareness of impact on others

e. Very few managers really want any kind of feedback let alone any kind of structured data feedback.  Until you get to this point where you are able to do that and take it

f. Joe has seen some managers that have been very successful at changing their behaviors with this, to get good processes.

g. He has seen some shoddily designed instruments that really are designed to do nothing but destroy.

h. We are not here to destroy anyone.

i. We want to build them up.

j. To get some good, reliable instruments, some good reliable people to help feed it back, 

k. Have the courage to take the feedback and also the humility to realize that, yes, my style needs changing.

l. Joe does not mean fixing.  We are not in the business of fixing people, but we are in the business of improving ability.

m. Until we get managers to the point of A., they can improve their ability and the pay-off would be big, it is not just more of the same, then we are stuck

n. But once we get the feedback, the openness to it 

(1) That my impact on others does matter, 

(2) That I don’t know everything, 

(3) That my people think, that type of thing.  

(4) It’s going to open up a lot of possibilities

o. I don’t even think I can begin to define it as individually or as organization-wide.

15. Another is, I guess you’d call it attitude.  Some people call it KSAs as knowledge, skills and attitude.

a. It’s an attitude that really needs to be changed.

b. Applying the skills that we have.

c. Certainly leadership in context gives some really good basic manager skills

d. Along with the human resources management courses

e. Taking the time to apply what we have is probably more important right now then more training.

f. Some people may need re-training in some of these

g. But, having the courage and humility to realize what I’m doing now is not working for me is change.

h. Performance expectations, Joe can’t hammer that enough

i. Support in dealing with poor performance, it’s out there 

j. Or even poor performance– maybe one shot from one person who you wouldn’t label as that; that type of skill

k. The thinking skills, the same that managers need

(1) Not to think in polarities

(2) Systems thinking

(3) Discipline problem-solving is really missing.

l. Often times Joe has seen ready, fire, aim

(1) Our problem, our answer isn’t the right question

(2) Taking the time to really analyze

16. People pride themselves as good problem solvers.  Most people are not and that goes for everyone.

a. Good problem structured problem-solving is something that’s missing from CMS that’s really going to help us along a lot.

b. That is where a lot of the management, you can help it, and this is a tough one, we can offer courses and Joe thinks we have offered some good courses.

c. We have a weakness in the ability to offer feedback

d. It is there but maybe not the people and that may be something you want to contract out.

e. Managers may not be comfortable dealing with a CMS employee.

f. There is some hierarchical issues there in some cases but to really get that is part of our culture.

g. The feedback, personally, how we do it, how I’m doing as a first manager and as an employer.

h. Joe does not believe a manager can give good feedback until she or he gets good feedback.

i. Experiencing it is a big step.

17. Central Office can be a help in all those

a. Assessing needs

b. Identifying vendors

c. Certainly, giving the ability to give feedback for managers

d. To continue training the way we have.  Joe thinks we can go a long distance with what we have.

18. Some attitudes need to be changed

a. Joe thinks the biggest attitude that needs to be changed is “hopefulness.”

b. We are generally in a culture that he would describe as hopelessness, which sounds harsh

c. It is generally a feeling of hopelessness that we really can’t do much but what we are doing

d. If we can change that

(1) If we can get self motivation,

(2) Hopefulness, 

(3) I can make a difference

(4) Yes, this system is capable of changing for the better

e. That is where we start

(1) In a respect

(2) Of listening

(3) The hope 

f. That is what’s going to take us to the next level

g. That is probably our challenge for the next five years if we are going to be a responsive, viable agency

III.  Teamwork

A. What makes a good team?

B. What are some of the challenges that Joe has seen working with groups, Central Office, Regional Office, all around?

C. Some things Joe thinks and again we go back to expectations (not to harp on it)

1. What makes a good team is why we are together.

2. What’s our purpose for working together?

a. We’ve come for years and we have a civil service system that is set up to work as individuals.

b. Your whole process, your whole structure points the way.

3. What is the advantage of working together?

a. Some of the advantages, the main ones, Joe has been able to see really is information sharing.

b. The managers want back up out of it which is realistic and something that is necessary.

c. But if we can’t get people to share their experiences, share their knowledge with each other, a lot of your training needs go by the wayside.  That is how it happens.

D. The group development

1. One way to really help group development, and this is a major shift, is for people to take their responsibility in creating the situation that they are in.

a. It’s easy to do, he did it, she did it, it’s her job, it’s his problem.

b. Until we really own up to, yeah, it is my problem and I’ve contributed to this.

c. A lot of people have been stuck because of that so that is something to get unstuck.

2. The managers have to participate

a. 50% participation

b. 50% not

c. As much as anyone needs to participate, they need to own up to their contribution of creating the situation.  So, that’s important.

E. Creating ad hoc teams is a great opportunity and again great success

1. People particularly the work you do up front with the group leaders

2. Why are we here?

3. What are we doing?

4. What’s this person here for?

5. What’s that one?

6. Can really get things to click

7. When you get down to particular with face-to-face we’ve been able to meet pretty successfully just using picture-tel, conference calls when people know when they are meeting

F. If you want to blend the technology, people know the roles, goals, and all

1. It really enables technology to work well until you get away from the teleconference.  For instance you see in the John Cleese videos which are absolutely hilarious, but probably the reason for that is there is a grain of truth in it, if not more.

2. We have to get away from that and it is not how we get better calls, it is how do we set the group up better?

3. How do we get group composition?

G. Get away from people coming to be spectators

1. If there is one annoying thing and one distracting thing that people come to meetings to be spectators, “I’m just here to take notes.”

2. Spectators are of no value.

3. Unless you are there to participate in the group and are part of the group, don’t intervene in the group, don’t work with it.

4. That has been very valuable – getting people together for groups, even large groups.

H. The planning session, the start off, real important

1. Working up front

2. Who are the right people?

3. Who do we need to get here?

4. Even if they are not really willing participants initially, if they see the grain of hope that somebody is going to listen, that they will have an impact, with a good process

5. Chances are with a good facilitator they will participate well.

6. These are things to keep in mind.

I. Blending technology, something that would be a big shift in technology that might be really useful 

1. There is a lot of online programs

2. You can do synchronous and asynchronous meetings

3. People would take use of these

4. A group would be able to take advantage of them to talk

5. There is even some decision-making things that can be built in to not be at the same place at the same time necessarily and to work along

6. That might be real helpful so the openness to this type of technology would be valuable and help us be stronger as a group either intact or ad hoc

7. Use the technology that we have would mean we would need faster speeds going, more reliability with the internet, quicker and everything else and more capability

8. That is the case of the tail wagging the dog or what. If we have real needs in this area then it is up to technology to catch up not up to us to adapt to the technology that we have.

9. We are robbing ourselves in a large part by taking the attitude that technology drives us

10. Lots that can be done in the area of building strong groups.

J. Feedback and assessment is important

1. Using technology as assessment

2. Clear goals, clear roles

3. If we do these things and take the time to sit, take the time to listen and ingenuity to use big processes, to use the technology, that is available, not just available with what we have but available out there and get support we need, we can make some really good stabs.

K. Training people to be better team leaders

1. Joe knows CPE reviews, a lot of teams form and go, really effective team leaders

a. What do I need to know?

b. What do I need to do to get this team together and go?

2. Certainly nurses do it fairly well, they maybe could be better but that is even an example of how it can be done successfully in CMS.

IV.  Relationships – How can regions help Central Office help Regions

A. One of the gaps in regions is we lack the skills to be training professionals.

1. Assessment

2. Delivery

B. Regions could help Central Office a whole lot by getting people the skills

1. Hiring training professionals

2. Getting the people who want to do these skills some skills on what it takes

a. Performance Consulting – How do we analyze performance?

b. Training needs assessment

c. How do you train people to be good trainers?

d. Work with them constantly

(1)  Just by going to a course isn’t going to do it

(2) You have to have people to work as consultants in that

C. Regions could help Central Office in providing them better material personnel-wise to act with that way as well as better data and this is going to work back and forth.

D. Central Office needs to give Regions some framework and higher professional help

E. Regions in turn need to give better quality data to Central Office to help better

1. People talking together

2. People trying to find out

3. Getting managers in the loop

4. Training is not only valuable but it’s necessary

5. That’s owning up to some of the gaps that we have that we’re reluctant

a. It’s not a sign of failure to realize that you’re not perfect and you’re not all you can be

b. It’s a sign of maturity as an individual and an organization to realize we have gaps

(1) Some of those gaps may be very embarrassing

(2) There are some people who don’t write well

(3) They can’t construct a report, can’t construct a paragraph

(4) There is maybe a lot of reasons underlying that but to own up to it and to start to get into that area and really work on it is a sign of maturity that we are not quite at yet.

F. Regions can help Central Office better data-more skilled people to work with

G. Central Office can do the same on a much higher level back to regions

H. Trust and rapport

1. Being able to be neutral is really helpful in the position Joe is in.

2. He has had managers now who have enabled and respected the confidentiality and some of the ethics that goes along with the type of consulting Joe does.  That has been a blessing to have that level of support and buy-in from it

3. It has been real important because Joe can listen.  We don’t talk out of shop with whatever.

4. Part of this position is you can’t be very isolated.  Being one of a kind it is tough because you have no peers in your region or even among regions.

5. Fortunately, Joe has established some relationships with Central Office people as they staffed up over the last three years and invited him in.  That has really been a life saver

6. How you establish the rapport is to go out and listen to people

a. It is the non-judgmental part

b. It is not necessarily being in a hurry although Joe probably is more often than he needs to be.

c. Just listen to what they are thinking, to what they have to say

d. Reframing for people.  Not just paring back to what they said but trying to reframe issues, trying to bring people to a different way of thinking has been really helpful in establishing some trust and rapport

7. A lot of that is accepting people for who they are which may be difficult

a. Now with diversity that we have much different workforce

b. We have hired younger people.  They come into it with a whole different experience then older folks have

c. They have different needs, a different outlook on life, different outlook on work

8. That is where just to sit down and to understand – not try to replicate me – I like you as long as your are like me – is not successful

9. It is really listening to these people

a. Jobs

b. Work schedule

c. Everything else around the different kinds of workforce

10. Restructuring jobs is going to be real important to give people what they want

a. Career development is going to be important to give people what they want.

b. Traditionally, we want to hire a skill and run it into the ground.

c. We’re going to have to develop people to hang onto.  That’s a big shift that we have.

d. We’re going to have to develop trust that development activities don’t count against your performance.

e. Which that attitude is pretty well ingrained.  It is not an espoused value but it is one in practice.

11. How you develop that trust and rapport is listening, even mirroring what people do, what they say, not mocking.  It is a skill to have that Joe recently learned last year and real helpful to do.  To set processes to where it can happen

12. If Joe is trying to build trust at an annual performance appraisal, it is not the time to build trust.  It is a time to use the trust that you built.  You build the trust all the time with

a. Honest feedback

b. Constant feedback

c. You don’t hide information – if you do, you at least tell people, “I can’t tell you that.”

I. Areas to build trust even managers don’t know how the budget works or what the budget is going to be.

1. It is unconscionable to, if we were to answer the taxpayer.  This is not CMS, this is government-wide the way we do budgets.

2. This is a rape of the taxpayer’s money.

3. It disables us 

a. From planning

b. From doing the work that we need to do year to year

4. This year it took six months to get a budget.

5. In training we were disabled.

6. People didn’t have time because they had other work that just got funded.

7. Know what we have, how the process works.

8. Give managers a travel budget or whatever.

9. This is your budget for the year to work with as best you can.

10. Let them know with their staff.  Okay, this is the money that we have, X amount of money.

11. Big trust builder with that.  Let them know how decisions are made.

J. If there is a new structuring going on or a re-organization

1. One thing we tried to do with the HCFA of Tomorrow is to involve staff and to get information out.

2. It fell short of ideal but was a big step forward in building a stronger workforce, a more trusting one.  So getting that information out.

K. Remember that e-mail is not a viable way to communicate most things

1. When I hear people talking about getting 2-300 e-mails a day.  Everything that is not immediate is lost in the fog.

2. It is not an effective way to communicate long term a really strategic item or things that you need to know so you do need to meet.

a. Those meetings have to have content so if I’m building trust, I’m letting people know what’s going on

b. Letting people know what resources we have, exactly what the score is.

L. Joe has noticed managers here and other places tend to take on the role of parents when they become managers.

1. We’re adults here.

2. We can handle the truth, unlike Jack Nicholson in the movie A Few Good Men, “You can’t handle the truth.”

3. We’re adults here.

4. We can handle the truth.

5. The more we have the more we have it, the more trust we are going to have and the more effective we will be in that.

M. Rapport – keeping confidences

1. When it is broken, confront, something that we don’t do well, a lot of people don’t do well, is confront.

a. Hey I said this.

b. This got back to me

c. I thought this was said in confidence

d. What happened there?  

e. To do that  

2. And for managers to deal with confidence as well which as far as I know is pretty good, but just think about that.

N. To treat people as people, not as jobs, respect for the individual. Joe thinks we’ll have that and start to build trust with that and really to listen to find out what does trust mean to me so I can give you the trust you want.  What does respect mean to me?  My definition isn’t the same as yours.  Let’s know what each other’s is, a common definition and move forward.  Joe thinks we can do that.

V. Diversity and hiring practices 

A. The biggest challenge that we have is to get beyond the affirmative action mind-set that everyone falls into a demographic.

B. Diversity in skills, diversity in outlook, diversity in experience, to identify that and to work with it and to accept it

C. Often times, Joe has heard that we hire people without the programmatic experience, that they didn’t come through the ranks that we did.  The “Hey, catch a clue.” Part of it is that the programmatic experience is not as important as we have made it in the past

D. The work skill, the analytical skill, some of the work experience that people have

1. The writing skills

2. Communication skills

3. Different attitudes along the line are equally and in some cases more important than programmatic knowledge which we should be at the point where we can teach people.

E. A big switch in seniority is out.  Different skills are in. We need to define what those skills are so that people already in place can develop them and recognize people when they do

F. Often times, one of the big lies about TQM when we did it is if you learn new skills, you’ll get promoted.  That didn’t happen.

G. That is a lot of trust to get off, to really reward people,

1. Not for who they were five years ago, with the skills they had not to stereotype that but also, who are they now?

2. What can they do now?

3. To get a fresh look at everyone

H. Some of the racial issues that we have with diversity, below the surface is people tend to, for one thing part everything as race when it’s not necessarily race.

1. So if someone of the same race gives preferential treatment to someone else of the same race we brand it as racism.

2. Joe does not necessarily think that it is, he thinks it’s, “I’m picking people like me which we all tend to do.

I. A big skill that we need to get over here is to get beyond, 

1. I have to replicate me.  

2. This organization has to look like me.  

3. I’m going to work better with you if you are like me

J. To really get diverse skills, diverse outlooks, to deal with the tension that causes because it does deal with a lot of tension.

K. Joe had a manager once.

1. We spoke the same language, English but if there were a way to speak different language to the way we thought we certainly did.

2. Real tough communication skills to get over 

3. We finally worked most of that out

4. That is the type of thing that we need to deal with

5. Recognizing each situation on its face value

6. What is happening now as opposed to take the easy way out which is to call it race.

L. That is organizational assessment which we don’t want to do

1. We don’t want to get feedback on how we are doing in these areas so that we can deal with problems.

2. There is a comfort in dealing with stereotypes and generalities.  That way I don’t have to do anything about it because I can’t.

M. The assessment, the problem-solving, the feedback.  Painful process, big commitment.

1. That’s where the answer lies to get out the issues that we can work on and that we can solve.

2. Now we solve a big general one.

3. People, when they get looked over don’t get good feedback.

4. There was a question on that.  How do people who aren’t in some groups or who get looked over for promotions?

5. Joe heard many, many times that they don’t get feedback on why they didn’t get it.

6. Makes people think they couldn’t get it and that the deck was rigged.

7. Maybe it was, maybe it wasn’t but we need to give people good information and good signs to how.

8. If this opens again, can I develop myself and get a better shot at it, 

a. Get the skills

b. Get the knowledge

c. Get the ability of the person who got it

d. Get onto the same level

e. It goes back to feedback with that

f. We have to identify specific issues to work on

g. The more we want to stereotype the more we want to work in generalities, the more we paralyze ourselves

N. Organizational assessment and feedback is the answer there.  We’ve been adverse to it in years past.  It would be a big sign of maturity when we are ready to do that.

VI. Leadership training – How do we make leadership training a reality in practice not just in the classroom, how do we transfer those skills? 

A. Not to beat a dead horse because the horse isn’t really born yet is feedback – constant feedback from their staff.

1. How are we doing in these skills?

2. This means it is already there to do this but the reluctance to do it 

3. Well, they tell me I’m doing as well as I wish to look at myself do it so I’m great aren’t I?

4. I can do that because I am flying blind.  That’s a big one.  Have that feedback

B. A manager can’t coach a manager in these areas all that well because it gets too close to home and too close to performance

1. They can be a big help as mentors.

2. They can help people from going off a cliff but you need skilled coaches sometimes from the outside, maybe on the inside, who might be a peer.

3. Managers certainly don’t have time to do that though.  We aren’t given time.

4. They could have the skills to coach one another based on that feedback, based on how they are doing.

C. If Joe had to pick two big gaps, three, third is accountability.

1. We want people to go to these courses but if you come back

2. Joe is going to take the worst case scenario

a. If you are the most un-self aware, the most authoritarian, autocratic manager in the world, if we don’t hold people accountable for the change to these are the things we want 

b. For instance you take the five basic principles we teach with Zenger-Miller, Achieve Global, if they won’t live up to those

(1) If they won’t practice them

(2) If they don’t make the behavior and attitude changes

(3) Then it is a performance problem that needs to be dealt with

D. It’s not just solving the immediate problems of the day and getting the things done in the workplan.

E. If we work staff to death, if we work each other to death, even manager to manager, we don’t have a sustainable workplace.  We don’t have a viable workforce for tomorrow.  So that is the key.

F. If I had to pick three things in getting the skills

1. Feedback – Constant feedback.  Joe means every year, how am I doing?

a. From your people

b. From your peers

c. From your stakeholders

2. Excellent Coaching 

a. Train people

b. Make the skills

c. Make the time

d. Make a cultural improvement to where yes, I need to improve my skills to the manager

3. Joe was aware of one person who became what would be the equivalent of an RA in another agency who once boasted to him that they’d never been to a training course in their life for management or leadership.  Joe doesn’t know if that is true at all in CMS.  Even if it’s just one, even if it’s two courses, it’s still too, too few to move up.

4. That constant need for performance improvement in managers.

a. How do I become a better manager?

b. A supportive environment for that among the managers.

c. It would be really, really important.

5. Coaching where it’s necessary.

a. It’s not a fault

b. It’s value.

(1) It’s value so that I can be a better person.

(2) I can be a better manager

(3) I can even be a better staff member,

     whoever it is that I was, tomorrow.

6. If Joe had a big disappointment, 25 years here, that we don’t have a culture of improvement.

a. What we do now is always good enough.  That has to change.

b. If you look at it and Joe has the data to prove it

(1) If you look at the Quality of Worklife Survey

(2) If you look at the National Performance Review Survey

(3) We would consistently finish in the bottom, probably 10th percentile if not 20th
c. That indicates some problems that Joe doesn’t think we’ve been willing to look at.

d. The idea is to perform an agency-wide committee to look at it.

e. It has to be dealt with on an agency-wide basis and on a local basis at the same time with better data than we get.

f. Those are canaries in a coal mine to tell us.

g. We need to get more specific data on that.

h. We need to hold managers accountable for their behaviors to staff and get over

(1) If you have a good feedback instrument 

(2) That’s statistically valid

(3) That’s statistically reliable

(4) If the information is fed back correctly to get over the fact that I don’t want my staff evaluating me.

7. Many studies have come out that the most important indicator of managerial success is staff assessment of manager’s ability.  Joe has the studies to prove that one if you want it.  So, that’s the big change that’s got to happen.

8. There is a big unwillingness for that to happen.  Most of that, Joe means there’s resources between coaches and giving people assessment and feedback, but the big change for that lies in the manager and that is going to take a big reality check from top to bottom in the managerial ranks.

a. Do I have the self-awareness, the courage, the humility to realize that I am not as good a manager as I could be or that I need to be.  If not today then tomorrow.

b. Am I open to proven tools to improve myself 

c. Am I willing to change my attitude and beliefs, not just my behaviors

(1) About myself

(2) About my staff

(3) About my job

d. To get CMS out of the bottom 10th percentile

e. To put it in the top 10th, which is where is could be but isn’t

f. That is a ship that needs to be made, that Joe does not see that is in process, that will really make this an effective agency, a flagship agency and potentially a great place to work.

G. Watch your data.

H. Take your own responsibility

I. Get the resources for change

J. That is leadership development in a nutshell

K. Offer more and better so that as people go up through the ranks they have opportunity to expand their horizons

L. If you want to develop people to executive ranks, they are not going to do it with first line manager skills.

M. They need those executive level outlooks to changes and really what makes a good executive.

N. How do I build those skills, need those opportunities

O. Even if every person who is in a program like that doesn’t move up you still have branch managers with a more expansive view then just my branch and my work.

P. Huge value to get managers together to talk to one another, to listen to one another.

Q. If we can get those belief changes, if we can get those attitude changes, and if we are willing to put up the resources and get the professional that we need, to help them along, we can create a great management cadre – If we choose and the choice is ours.
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