First, Break All the Rules (12 Questions): 
What the Worlds Greatest Managers Do Differently
Summary by Barry Austin

· What determines how long a talented staff person stays with an organization?
· What determines how productive he or she is while in that organisation?
· What makes an organisation a great group to work with?
· What do the most talented staff need from their work place?
· How should organisational leaders find, focus, and keep talented staff?

The answers to these questions can be found in a book with some challenging ideas produced by a couple of leaders of The Gallup Organisation: First, Break all the Rules (1999).  As we'd expect from Gallup, their ideas are based on a huge amount of research. Perhaps their most important finding for international aid/mission organisations is that… "a talented person may join an organisation because of its charismatic leaders, and its world class training programmes, but how long that staff person stays and how productive he is while he is there is determined by his relationship with his immediate supervisor." See also: http://www.familybusinessstrategies.com/articles05/061505RP2.html

Leaders and Managers
Their definition of the difference between leaders and managers is an important one. The most important difference between a great manager and a great leader is one of focus.  Great managers look inward.  They look inside the company, into each individual, into the differences in style, goals, needs, and motivation of each person.  These subtle differences guide them toward the right way to release each person’s unique talents into performance.  They define the right outcomes for this performance and let each person get there by using their unique talents.

Great leaders, by contrast, look outward.  They must be visionaries, strategic thinkers, and activators. The Gallup research shows that visionary leaders are vital to an organisation for direction and growth, but the role of the manager is the most important for finding, focusing, and keeping talented staff.

Some organizations may tend to lump everyone who holds any responsibility under the title of 'leader' and expect them to be visionaries, strategic thinkers, and activators.  But if we want to attract, focus, and keep the most talented staff we need to make some changes. For our purposes because the term 'manager' has had such bad press we probably need to use a different one; perhaps 'operational leader' would be better.

Gallup research shows that having a strong workplace led by effective managers produces positive answers to the questions above with which we started.  They have identified 12 questions that measure the strength of a workplace.  These questions measure the core elements needed to attract, focus, and keep the most talented staff.
· Do I know what is expected of me?
· Do I have the materials and equipment I need to do my work right?
· Do I have the opportunity to do what I do best every day?
· In the last seven days, have I received recognition or praise for good work?
· Does my supervisor, or someone at work, seem to care about me as a person?
· Is there someone at work who encourages my development?
· At work, do my opinions seem to count?
· Does the mission of my company make me feel my job is important?
· Are my co-workers committed to doing quality work?
· Do I have a best friend at work?
· In the last 6 months, has someone talked with me about my progress?
· This last year, have I had opportunities at work to learn and grow?

Employees from over 2,500 business units were asked to respond to each of the 12 questions on a scale of 1 to 5. Two important results were found:
     1. Those employees who responded most positively to the 12 questions also worked in business units with higher levels of productivity, profit, retention, and customer satisfaction.

     2. The analysis revealed that employees rated the questions differently depending on the business unit they worked for rather than which company.  This meant that, for the most part, these 12 opinions were being formed by the employees' immediate manager rather than by the policies or procedures of the overall company.  They discovered that the manager – not pay, benefits, perks, or a charismatic corporate leader – was the critical player in building a strong workplace.  The manager was the key!  
---------------------
The Survey--Please respond to each of the 12 statements on a scale of 1 to 5.   
"1" = strongly disagree.  "5" = strongly agree.  Put a circle around the appropriate number.

In my place of work, I know what is expected of me?
1   2   3   4   5
I have the materials and equipment I need to do my work right?
1   2   3   4   5
At work, I have the opportunity to do what I do best every day?
1   2   3   4   5
In the last seven days, I have received recognition or praise for good work?
1   2   3   4   5
My supervisor, or someone at work, seems to care about me as a person?
1   2   3   4   5
There is someone at work who encourages my development?
1   2   3   4   5
At work, my opinions seem to count?
1   2   3   4   5
The mission of my company makes me feel my job is important?
1   2   3   4   5
My co-workers are committed to doing quality work?
1   2   3   4   5
I have a best friend at work?
1   2   3   4   5
In the last 6 months, someone has talked with me about my progress?
1   2   3   4   5
This last year, I have had opportunities at work to learn and grow?
1   2   3   4   5

Evaluating the Survey (given to individuals and to groups)
**1.Total the scores of people in the same department or workplace.  Calculate the average score.
**2. If the average score is between 48-60 in any department or workplace you have an excellent department head or supervisor.  As a result there will be good morale amongst the team, and your staff are focused, productive and probably committed long-term.
**3. If the average score is below 36 in any department or workplace you have a serious problem.  The problem is either with the department head or supervisor, or with the job description by which he or she was selected. Their job description needs to be adapted to include the more people-oriented responsibilities outlined above for "great managers". If the job description already has these responsibilities, then obviously they are not exercising them, and need serious mentoring by senior leaders. Alternatively, they need to be "promoted" to other responsibilities that fit their gifts – but not supervising people. The staff in this department will probably have low morale and be producing far below their potential. This department will also lack long-term committed staff. You also need to read First, Break all the Rules.  You probably have a lot to learn about leading people!
**4. If the average score is between 37-47 you get a pass, but only just!  Your company or organisation would benefit by your asking each leader or supervisor to read the book "First, Break all the Rules".  You could then mentor them by discussing each chapter with them and consider how they could apply the principles to their work situation. It would be helpful to look at the individual papers of each person in this department and pinpoint the questions that scored lowest.  Use this as a starting point for mentoring the department head. The book identifies the issues related to each question.

Sentence Completion
Exploring Team Life 
Kelly O’Donnell
(based on material from the article Tools for Team Viability; 1992)

Resilient teams are healthy, able to endure hardship, and remain engaged in their work. Resiliency does not always come easily. For many teams it takes lots of hard effort—harmonizing different goals, clarifying unspoken expectations, and dealing with relational friction. Teams become resilient by going through the various ups and downs of team life together. They learn greater dependence on God and on each other and in the process become more effective in carrying out their tasks. Resilient teams are a process. They are made, or better grown, step by step.   
*****
This exercise is one of many to include in a good tool kit for team development. It can be used at almost any point in the team's life cycle. This type of tool—sentence completion—is an interesting and helpful way to get a quick picture of how the team is doing. It is also useful when a team is stuck in an area and when a moderator or consultant is available to help. Be sure to have a look at the Guidelines for Doing Team Building in these handouts.
	
Directions: Team members are to complete the following sentences by writing down some of their spontaneous thoughts and feelings. Responses are confidential although members are encouraged to share some of them with the group. After everyone has written down their answers, volunteers share their responses to the first item, discuss it, and then do the same with the remaining items. People are encouraged to ask about people’s different responses yet while also respecting how much disclosure people want to make. 

This team experience leads to a core question and some practical action points. Based on what we have shared, what do we want to do to strengthen our team? 

1. Life for me right now…

2. Our team is good at…

3. It is hard to…

4. I am most fulfilled when…

5. Our team needs…

6. My best coping strategy…

7. Our biggest team problem right now…

8. I am anxious about…

9. Three years from now…

10. Team communication…

11. If only they knew…

12. If I were in charge…

13. One thing I would like to ask our group…
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