Leader’s Guide

This Leader’s Guide is a short, easy-to-read booklet that will help prepare you fg
upcoming class. It is divided into the following sections:

Introduction

Getting Started
- Facilitating the Class
+  Follow-up
+ Class Aids

Introduction

ang’ give you facilitation
participant materials.
he video and participant materials

This booklet is designed to orient you to the tre
ideas. However, it is not an in-depth "discussion
While this booklet will get you starfed
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That may seem like a daunting task, but it's actually straightforward, fun, and easy to do.
We're not suggesting that you need to rewrite the activities in the workbook; rather, you
need to facilitate the activities in the workbook. And this guide will heip you get started.



Getting
Started

training. The training may be used several different ways.

SELF-PACED STUDY

evaluate the learning that has taken place.

CLASS SETTING — KNOWLEDGE-BASED



Decide whether your workshop will be knowledge-based or skill-based.
Watch the video.

Read the participants workbook.

Read this booklet.

Customize the program by making notes in the margins of your participant workbook
pages and copying the Class Aids you're going to use.

Create flip charts to reinforce the learning points of each section.

Get giveaways (candy, inexpensive trinkets, buttons, stickers, etc.) to reinforce the
learning and add another dimension of fun.

Establish a follow-up process to reinforce the learning.

Setting Up the Room

If possible, set up the tables in small groups. Try to avoid the classroom or U-style setup
because neither is conducive to small-group formations and discussions.

Facilitating
the Class

Before we get into the nitty-gritty of the program, let's go through a few basic training
tips:

c

Start on time and end on time.

If you want your participants to respect you, you need to first show that you respect
them and their time. Start on time to reward those who arrive promptly.

Take breaks at odd intervals.

Tell your class to return in seven minutes, or start your 10-minute break at 11:33.
Participants are more apt to return promptly because of the specifics of your request.
It's more fun too!

Keep the workshop interactive.



Ask a lot of questions and facilitate small-group discussions.

Raise the energy level and increase participation in the class by having fun:

Everyone knows that learning is more effective when it is fun. As the leader, it's your
responsibility to keep things going. When the energy level starts to dip, ask\questions

fast-paced @ & A contest. Be creative!

Tell the class that you will follow up fo help ensure that lea
sol /

Icebreakers

Spend 15 minutes at the start of your workshop facilitating iGh
the two we've included in the Class Aids sectibn_of this guid
purpose of the icebreaker is to: _

breaker, Choose from

Set the stage for a fun workshop.



Many of these activities in the workbook are geared toward individuals. However, after
participants finish the activity, small-group discussion or classroom discussion can help
reinforce concepts.

We also recommend pairing participants within their small groups. Utilize the peer-to-peer
commitments and discussions.

To maintain an interactive environment during the activity debriefings, consider the
following:

Have groups flip-chart their collective answers.

Go from group to group, discussing the answers to one question (take one answer
from each group).

- Go through an activity together aloud.

+ Instead of everyone doing all the questions, assign a different question to each
group.

Note: Participants may want to maintain confidentiality with regard to their team members,
their managers and their teams’ issues. Allow them to speak in general terms about
issues and action plans. It's more important that they create an action plan and commit to
follow up with a peer than to share the action plan with the class.

Skill-based Activities

To expand this workshop and offer participants the opportunity to practice and model
skills, focus on these areas:

Reasons Employees Leave — page 3
Connecting with Your Employees — page 36
Appreciating Your Employees — page 48

LN

Helping Your Employees Grow — page 60

Think of ways participants can practice the skills in the class and model the correct
behaviors. For example, to practice ways to help employees grow (number 4 above),
practice developmental meetings in pairs. The group can pick a strength and a
professional developmental need from several you've developed or use an idea of their
own. One person in the pair should be the employee and one person shouid be the
manager. The employee should offer feedback to the manager, and then they shouid
switch roles. The employee should critique based on:

- Did the manager use specific examples when discussing both the employee’s
strength and the employee’s developmental need?



How did the employee feel as the manager spoke? Built up and affirmed? Like the
manager fruly cared? Or defensive and attacked? Like the manager was just going
through the motions?

Did the manager get commitment from the employee and make impro
employee’s responsibility?

Was the manager supportive?

Summaries

Each chapter has a summary activity. With a little imaginatiog you gan turn them into high-
energy group summaries. Some ideas are: '- /N

Play a Charades- or Pictionary-type ga -
group brainstorms the learning points a

cross off duplnc : ; . Thie group with the most unigue answers wins. This
summary activity w U

hiere are many ways to reinforce the learning. Be creative and have fun.



Follow-up

Once your participants walk out of your training room, it may seem as if your job is done.
But how do you know whether they will remember what they learned? If it's a skill-based
workshop, how do you know they will transfer those skills to the workplace?

That's why follow-up is so critical. When you sent your participants a confirmation letter
that outlined the learning objectives, you prepared them to learn. Then, when they walked
into your training room, you created an environment in which they could learn, facilitated
discussions and, maybe, gave them an opportunity to practice new skills. Now it's time to
determine what they are doing with their new knowledge or skills.

How you follow up will depend on your time, resources, demands and company culture.
The ideas here range from simple check-ins to a more formal process:

. At the end of your workshop, distribute / Want to Remember... notes (located in
the Class Aids section of this booklet) or funny postcards. Tell participants to write
three or four things they want to take away from the workshop and address the
notes / postcards to themselves. Collect the notes / postcards and tell participants
you will return their mait to them in two weeks. This requires little time on your part.
The only thing you have to remember is to mail (or deliver) the notes / postcards.

At the end of the workshop, distribute the Action Plan Follow-up (located in the
Class Aids section of this workbook). Tell participants that you will follow up with
them to ensure that they are keeping their promises to call their partner. This requires
a little time on your part. Aithough you don’t have to call both partners each time
(consider alternating), you do have to make calls for each action plan. You may aiso
have opportunities for coaching one-on-one.

. Call participants at random within 30 days of the training. Ask them specific questions
to ensure their understanding of the content or to ensure they have transferred the
skills they learned. This can be time-consuming but is a great way to build
relationships with your participants and coach one-on-one.

. Schedule a follow-up coffee break or lunch 30 or 60 days after the training. Use a
brown-bag coffee break or lunch hour to informally discuss what's worked, what’s
been challenging and any issues or achievements related to the training.

. Offer certificates to participants who complete certain milestones. For example, have
participants send you an assessment of how well they are connecting with their
employees after initiating an action plan, or call you after they offer informal



developmental ideas to their employees. Then, send the participant a Certificate of
Achievement. Decide the criteria for the certificate and share it with the class at the
end of the workshop.

. Have a Wall of Fame board with successes and milestones. Use the juccesses
instead of the managers’ names, to maintain confidentiality.

regard to team members, though.

Again, be creative and have fun. The follow-up is not an g
you but, rather, to reinforce the learning.

ffort to ke more work for



Class Aids

Confirmation Letter

Congratulations! You have been chosen to attend our leadership workshop, Keeping the
Good Ones.

This leadership workshop deals with what you can do to keep good employees. Good
employees definitely affect the bottom line, so even though you are busy managing the
day-to-day details of your job, you know keeping the good ones is worth your efforts.

But where do you start? What's within your control and what's not? All employees start a
new job wanting to do a good job, wanting to be a good employee. So how do you keep
the good cnes?

During this workshop, we will cover:

The three main reasons employees leave

How to connect with your employees

How to show your employees you appreciate them
How to help your employees feel that they are growing

And we’ll present these issues in a practical, real-world way. We won't give you any
magic fixes or management technigues. We will give you information and ideas to help
you continue to build your leadership skills.

When you have successfully completed this program, you will be able to:

. Explain the three main reasons why employees leave.

- Explain what motivates employees and assess what's important to each of your team
members.

- Describe how to connect with your team members.

- Define the four different types of feedback: praise, constructive feedback, silence
and critical feedback.

- Explain how Daily Shift Starters and Take 10 Check-ins can help you connect
with your employees.

Explain how Feedback Moments can help you catch your employees doing things
right.



Explain how Developmental Meetings can help unleash your tea
potential.

- Explain how you will connect with your team members and help them '4"=-_ .' at they
are growing and appreciated, using the Team Action Plan.

. members’

The workshop details are as follows:

DATE:
TIME:

LOCATION:



lcebreakers

Toss Your Worries Away

MATERIALS:

One blank piece of 81/2" x 11” paper per participant
A box or basket near the door

OBJECTIVE:

To clear participants’ minds as they enter your classroom.

DIRECTIONS:

1.

Tell participants that adults have thousands of thoughts a day. Most are fleeting.
Some linger and turn into conversations. Other thoughts are problems and potential
solutions. They can really occupy our time, especially if they are personal concerns.

Telt participants that, given the above, you're confident their minds were filled with
many thoughts as they entered the classroom.

Give them a couple of minutes to write down everything that's on their minds. Assure
them that nobody will see their paper.

Explain that for the purpose of the next few hours, you want their focus to be on
how to keep good employees, how to be a better leader and how to strengthen their
teams. Tell participants that you want them to toss away their worries. They can pick
them up at the door when they leave.

Tell participants to wad their papers into balls and throw them into the basket at the
door. If they miss, tell them to get up and take another try.

After about a minute, tell everyone to take their seat. Pick up any stray balls and put
them into the basket.

DEBRIEF:

Ask participants why you took the time to go through this activity:

The exercise of writing all their thoughts down and tossing them away — even
temporarily — does clear the mind.

The fun of throwing paper balls relaxes everyone.

It ilustrates that many people have work thoughts and personal thoughts on their mind
at the same time.

Discuss the idea that as managers who want to learn about how to keep the good ones,
they need to have open minds.



Pick the Best One

MATERIALS:

One small ball — Ping-Pong, rubber, tennis, etc. — for each group

OBJECTIVE:

1. Tell participants to form groups of three, ant\hav

heir balls and you will judge
that they should stand and



| Want to Remember. ..

I'd like to remember the following three things from the Keeping the Good Ones workshop
f attended. | want to remember these things and incorporate them into my work practices.

SIGNATURE:

DATE:



Action Plan Follow-up

| plan to discuss My Team Action Plan with my partner on:

(date) at (ime

| will call my partner.
My partner will call me.

| plan to discuss my partner's Team Action ame time as

Pan/with him/her at the™s
above or on:

(date) at

| wili call my partner.
My partner will call me.

NAME:
DATE:
PARTNER’S NAME:

PARTNER’S PHONE



