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Introduction

In April 2002, XYZ Training, in liaison with Peter George, Purchase Ledger Manager, designed and delivered a 2 day Leadership Programme for 6 Team Leaders in the Accounts function (Learning Objectives on Appendix 1).

The workshops covered:

· The nature and skills of leadership

· Communication skills

· Assertiveness

· Influencing

· Time management

· Delegation.

Post -workshop, XYZltd evaluated the effectiveness by means of :

· Interviews (both face to face and telephone) with delegates and the Purchase Ledger Manager

· Questionnaires

· Knowledge / Skill Checklists. 

The purpose of this report is to summarise the findings., and make recommendations for the future. 

Summary

Due to its nature, it is important to stress that management development can be difficult to measure. As Peter George put it: “It’s not like a sales course, which could be measured by a 5% increase in sales”.  

However, there are numerous examples of changes of behaviour from delegates as a result of the training, with significant improvement in confidence levels to apply the new-found knowledge and skills.

“I believe the course has been a success and will continue to be so over the months to come. I think a lot of ideas have been stored away, and they will now deal with situations differently.”

Peter George (Purchase Ledger Manager)
“Since we all worked together on the workshop, we’ve got a better rapport with each other, more banter, less frightened of helping and negotiating”

Dorothy James (BSP project)

The business is understandably focused on sales and profit, particularly with the difficult trading conditions resulting from September 11th. The delegates also recognise the financial investment made by the Directors to run the workshops. However, the impact of the workshops (and the impact of any further development events) could be further improved by a more ‘development focused’ culture within the organisation:

· Encouraging people to develop.

· Gaining ideas and feedback.

· Encouraging staff to ask questions of why we do things in certain ways.

· Suggesting more efficient ways of working.

Some suggestions as to how to promote this sort of culture are detailed in this report.

Feedback From Interviews

All of the delegates viewed the training as a very positive step by the business, to invest in their skills.

On the positive side, as a result of the workshops, delegates have:

· Used e-mail assertively to Branch managers to ask them to do tasks. Arguments presented more logically and an improved level of response prior to deadlines. Also, more managers have queried the content of the e-mail, as opposed to ‘ignoring/making assumptions.

· Changed their approach – explained the why as well as the what.

· Thought that perhaps their way may not be the right way, all the time.

· Put more thought into ‘turning a difficult telephone caller around’.

· Been more enthusiastic about ‘selling their message’.

· Set up a separate e-mail folder for ‘waiting for a response’.

· Negotiated more on tasks

“Before the course, I tended to be too nice and let other people get away with more. Now I know how to get more of what I want without having to be aggressive or nasty”

Jane Lorimer (Accounts Assistant).

· Learnt about the way they delegate, and concentrated on explaining it properly – the why, and what the goal is, resulting in a reduction in the number of occasions staff come back for re-explanation.

· Given more time for staff to ‘have their say’, as opposed to imposing ideas and solutions- “it makes them feel good”.

· Been prepared to establish the skills and qualities of newer members of staff that can be utilised within the team. 

On the development side:

· Delegates are more aware of the need to break the frequent, and sometimes inappropriate, use of e-mail, however e-mail is still used too much.

· No change in who prioritises – Manager does most for Team Leaders.   

· At the workshops and during the evaluative interviews, there was a clear impression that the business was under considerable pressure to maintain sales/profit improvements post September 11th. Both Peter and the delegates have remarked about the difficulty in finding time during the day to discuss and implement post-workshop action plans.

· Although delegates appreciate the clear responsibility on them to find the time to develop, there also appears to be an organisational culture that could recognise ‘development’ more:

· Would like to be able to take time out every week to develop staff – without the “eyes in the back of the necks”, as if it’s not the ‘done thing’ to be spending time on development.

· “Quite important that people know where they are going - the specific objectives of the business and be given time to review staff”.

Analysis From Checklists

The Confidence Checklist (Appendix 2) rates the delegates’ IMPROVEMENT IN CONFIDENCE LEVEL on a 1-5 rating (1 = No improvement to 5 = Vastly improved level of confidence). The average ratings for all delegates is as shown:
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A.= Understands what an effective team leader does.

B.= Understands what makes an effective team tick.

C.= Able to genuinely communicate, in an assertive manner that respects the other party.

D.= Understands and able to apply assertive techniques (e.g. 3 steps, broken record, self disclosure) to get more of what I want.

E.= Able to influence the outcome of a range of business situations.

F.= Able to set effective objectives and targets with staff (agreed rather than imposed) that are specific and measurable.

G.= Give effective feedback to staff on their performance and conduct, and to others where it affects the work that I do. 

H.= Prioritise my work effectively and more willing to negotiate deadlines and standards with others.

I.= Able to effectively delegate more of my work.

Suggestions for The Future

Suggestions are based on improving the impact of the Leadership workshops and, longer term, to develop a more ‘development focused’ organisation. They are categorised into 3 sections:

1. The delegates themselves:

· Review the delegate manuals and think about how they currently apply the skills covered.

· Develop a S.M.A.R.T. action plan for improvement, by choosing the top 3 or 4 things they would like to improve – it could be skill focused (e.g. ‘Use 3 of the influencing tips and techniques when persuading someone of my point of view’) or individual focused (e.g. ‘work on Fred to improve his standard of work, by communicating more thoroughly and setting S.M.A.R.T. objectives’).

· Agree action plan with line manager.

· Once action plan completed, choose another 3 or 4 objectives to work on.

2. The line managers of delegates:

· Agree learning objectives with delegates (either individually or host a group meeting so everyone knows what each other is working on, for support purposes).

· Host a 20 minute review meeting with each delegate in 4 weeks time to review objectives, and agree more objectives if appropriate.

· Run short, focused meetings with the delegate group every fortnight. Suggestions for topics:

1. Communicating this report and getting feedback on its contents, prior to issue to senior management.

2. What is good about how we work together / What ‘pisses us off’ about how we work together, and what are we going to do about it.

3. The ‘Building Blocks of Effective Teamwork’ Checklist (page 18 of delegate manual on Day 1)  - How does it apply to us/ What can we learn or improve?

· Encourage delegates to run their own meetings with staff, based on 2. and 3. above.

· Consider further general training needs mentioned by delegates:

· Recruitment Interviewing

· Train the Trainer

3. The Senior Management:

· From this report, pledge, as a group, to set an action plan to promote a ‘development focused’ organisation. Some suggestions follow.

· Actively discuss the workshops with delegates and line managers e.g. in the lift, to a delegate: e.g. “How did you find the workshop? What did you learn? How is your action plan going?” or set a target of visiting all delegates on ‘walk about’ to specifically mention the workshops.

· Encourage short meetings/training sessions between Team Leader/Manager and staff members:

· Performance reviews

· Action planning

· Coaching

· Multi skilling

· Progress and direction of the business

“A lot of the time we find it’s us and them – operations and accounts. We ought to have sales people looking at our jobs and processes, and vice versa – to see their problems – get everyone working as one team”

Toby Andrews (Accounts Supervisor)
· Encourage ‘flash’ meetings at the start of the day – 5 minute briefings on priorities of the day and business news of interest e.g. revised procedures.

· ‘Manpower Employment Services’ have a P.A. to one of the Directors as a direct channel for ideas and comments about the business from staff, nationwide. They submit feedback to her, she collates and presents directly to the Senior Management team every month. Then she dissipates the feedback back to the staff members concerned. 

· Actively ask for feedback on own performance from peers and team members beneath. If senior managers are doing it, then it encourages others to do it – behaviour breeds behaviour.
· Set up a ‘learning corner’ in the office – books, business magazines, articles of interest – promote it and actively view it.

Appendices

Appendix 1

Learning Objectives from the 2 day workshops:

At the end of the programme, participants will:

· Describe action centred leadership, and define the activities involved of an effective team leader

· Know the pitfalls of being too task, team or individually focused

· Identify whether they are TASK or PROCESS driven as team leaders, and therefore adjust their style accordingly

· Appreciate the ‘performance management‘ process in terms of the range of staff’s ‘skill and will’ to perform

· Understands the essential building blocks to team working/building

· Understand the benefits of improved communication skills

· Be able to match communication methods to the content of the communication

· Appreciate own personal behavioural style in business dealings with others

· Know the differences between assertive, aggressive and passive behaviours

· Understand and practice the 3 steps to assertive behaviour to encourage staff to ‘give of their best’, and to help manage upwards

· Say ‘no’ assertively without fear of guilt

· Understand a range of influencing techniques

· Deal confidently with a range of difficult situations/people at work

· Appreciate the importance of effective feedback

· Understand the dos and don’ts of effective feedback

· Apply the E.E.C. (Example, Effect, Change) model for giving feedback on staff and peer performance

· Demonstrate enhanced listening skills

· Apply effective questioning techniques using the T.E.D. (Tell, Explain, Describe) model

· Understand the S.M.A.R.T. model for setting tasks/performance objectives for staff 

· Set S.M.A.R.T. based objectives for themselves and their staff

· Understand the range of performance standards that can be applied in the workplace, and how to communicate these standards to staff

· Apply a structured process to analyse their present use of time and to prioritise key activities

· Understand the benefits, and pitfalls, of delegation

· Know a process in order to effectively delegate tasks to staff

· Apply simple tips and tricks to improve their time management

Appendix 2

CONFIDENCE CHECKLIST

Name: ………………………..………….  Job Title: ………………………………….

In order to check your confidence level in the range of concepts and theories we discussed at the workshops, please complete the checklist below, and bring a copy along to our meeting.

Rate your IMPROVEMENT IN CONFIDENCE LEVEL in each of the areas as a result of attending the workshops, as follows:

1= No improvement in confidence level.

2= A little improvement in confidence.

3= Some improvement in confidence.

4= Good level of improvement in confidence.

5= Vastly improved level of confidence.

	CONFIDENCE ELEMENT
	RATING

(1-5)

	1. Understands what an effective team leader does.
	

	2. Understands what makes an effective team tick.
	

	3. Able to genuinely communicate, in an assertive manner that respects the other party.
	

	4. Understands and able to apply assertive techniques (e.g. 3 steps, broken record, self disclosure) to get more of what I want.
	

	5. Able to influence the outcome of a range of business situations.
	

	6. Able to set effective objectives and targets with staff (agreed rather than imposed) that are specific and measurable.
	

	7. Give effective feedback to staff on their performance and conduct, and to others where it affects the work that I do. 
	

	8. Prioritise my work effectively and more willing to negotiate deadlines and standards with others.
	

	9. Able to effectively delegate more of my work.
	


www.abctrainingsolutions.biz - now uploaded with loads of freebie trainer resources!
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