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Introduction

Why Go Through This Training (

The traditional workplace no longer exists. The world is flat. Businesses are glgbally co ted,

driven and competitive. Business has become dependent on technology; re\SgIt, t e{orkplace is fast-
paced, high-pressure, and constantly changing. Managers have more m ta :\s\éﬂd\res onsibilities,

N &

and more people to manage than ever before.

Learning Objectives
After your managers complete thi

Identify their man

Identify popular n{j
Identify ways to e fvely manag ir team in today’s work environment.

O 0O 0 O O

Bruce Tulgan brings-his highly engaging seminar, based on his bestselling book IT’S OKAY TO BE THE BOSS,
directly to you in an entertaining DVD presentation. Mr. Tulgan is an advisor to business leaders all over the
world. For more than 15 years, he has studied workplace dynamics and has concluded that most problems can

be avoided or quickly solved by a highly engaged management style.

In this program he shares specific ways to become the manager that today’s employees need to succeed.
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Mr. Tulgan is highly sought after as a keynote speaker and leading expert on management, including managing
the younger generations entering today’s business sector. He is founder of RainmakerThinking, Inc., and he has

written or co-authored 16 books, including Managing Generation X, Winning the Talent Wars and Not Everyone

Gets a Trophy. He was recently awarded the Golden Gavel by Toastmasters Inte onal, one of our nation’s

most prestigious awards to those in the communications field.

&
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Getting Started

How to Use This Guide
While Media Partner’s IT’'S OKAY TO BE THE BOSS DVD is the foundation of thi

s program, this Leader’s

implement the action steps into their daily managing style.

Following this training, managers will be armed with ways to i i ini ing how they interact with
their team.

Your Role

O Take brea

ex@
request. It's

O Raise the-energy level and increase participation in the class by having fun.

ore fun too!

up leaders the responsibility for rounding people up at the end of a break.

Everybody knows that learning is more effective when it is fun. As the leader, it's your responsibility to

keep things going. Ask a lot of questions and facilitate small-group discussions.
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When the energy level starts to dip, get your participants out of their seats. Ask questions and reward
answers. Or give participants a break and have them return to a fast-paced Q&A contest. Give prizes for

Q&A summary games or reward small groups for returning from break on time. Be creative!

&
&
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Training Time Estimates

Training Topic Estimated Time
(minutes)
Welcome o

Icebreaker: The Kite; Learning Objectives

Activity: That Was Then, This Is Now 5
Assessment: My Management Style 5
IT'S OKAY TO BE THE BOSS DVD 28
Optional Bonus Video: The Five Myths of t erk Bos 7
Activity: The Seven Myths of Manag 20
Activity: Beat the Clock 10

Consequences of Undermanagement 15
15
10
10
TOTAL Training Time Approx. 2:15 hours
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Preparing for Your Meeting

The most important thing you can do before you teach this workshop is prepare. Get familiar with the DVD. Get

comfortable with this Leader’s Guide.

Pre-Meeting Checklist
O Watch the DVD.
Read this Leader’s Guide.

Reserve meeting space and DVD player.

Print Participant Guides. <

Gather candy, gum and trinkets to}e\war
/ \\

Prepare flip charts.

o 0O 00 0 0 0 o

Print and send M

Flip Charts

4. Nothing fair about treating

everyone the same.
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5. Jerk Bosses:

Don’t keep track of the details.

6. Jerk Bosses:

Pretend employees have decision-making power.

7. Jerk Bosses:

Let small problems slide.

8. Jerk Bosses:

Build rapport on false terrain.

9. Jerk Bosses:
Are hands off.

10. Strong managers:
Keep track of what's going

11. Strong managers:

17. You don’t have time

NOT to manage.
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Conducting Your Meeting

Welcome

WELCOME managers to the workshop. Thank them for coming. You may want to.ask participants to put their

cell phones on silent and discuss such items as restroom locations, refreshments available, et'\cetera.
About the Workshop
EXPLAIN:

O The workshop will run 1 % to 2 hours, depending on.the numberof participants.

O The foundation of the workshop is a DVD pre Igan,/an expert on generational

workplace dynamics.

About Bruce Tulgan
EXPLAIN:

O The DVD presentation/is baséd onhis bestselling book IT’'S OKAY TO BE THE BOSS: How to Become

a s in-depth research on workplace dynamics and
a ays to become a highly engaged manager.
a ’s business leaders and is president of RainmakerThinking, Inc.

He writt C d 16 books, including Winning the Talent Wars, Managing Generation X
and Everyone Getsva Trophy!

10
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Icebreaker: The Kite
DIVIDE managers into groups of three or four. EXPLAIN that:

O You have a drawing project for them to complete. N

// \\\\
O They should work alone, but when they finish, they’re welcome to share their drawin§§ with the others

in their group. \

O When they are finished, you will talk about their drawings.

TELL them to draw a picture of a kite in the space provided. / /.

A \ / S
\\ N\ \\ M{/
Note: The intent of this icebreaker is to illustrate how dlfflcuit |t is to Qompiete a task without guidance. Your
\
debrief questions should be specific about the details: of thé k|te you drew on fhp c rt No. 1. For example, the

debrief questions listed below correspond to a kite that has aQ |nch body and.a 3 inch tail with four ribbons. If
)
your kite is different, alter the questions accordmgly Contmue to\ask speclf/dquestlons about the details of your

flip-chart drawing to illustrate to your managqrs that thelr dfawmgs Qren 't up to the standard you expected.

S

>
) / ‘ //
/ / /// \\ //
POST flip chart No. 1 (your picture-of a k|§e),./ // AN
ASK for a show of hands: \\ /
Who drew a kite that has a 2-inchbody and.a 3-inch tail?
V ‘//

Whose kite has four ribbons on the tail?
Whos¢ kite s@\pws the/}suppoftingyérossbars of the kite’s body?
Whose kite has a string trailing?

Who drew their kifé*inﬂl/e upper right-hand corner of the space?

How many of you completed the kite project successfully by creating a kite that looks exactly like

this one?

11
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Icebreaker Debrief

ASK:

What could have made this project easier? What could | have done %&Wt our kites up to
standard? \

/a@e ectations beforé starting.

N

Possible answers may be: Offer more direction and guidance.

Provide the flip-chart example first.

SAY:

we’re going to talk about how to provide the dwgan

successful. Let’s look at the learning objectives ne<<t
/ \

EXPLAIN that after they comple

Identify theiy‘%&r\nent tyle.

tbs/ about ma

O 0O 0 0O O

12



IT°'S OKAY TO Leader’s Guide
BE THE BOSS

Activity: That Was Then, This Is Now

REFER managers to page 6 in their workbooks. TELL managers to work in groups,

Debrief

ASK each group to share their answers to one of these questions:
Describe the work environment of your first job.
What expectations did your boss have of you?
What did you expect of yourself?
What did you expect of your boss?

Is your work environment different nkb:w? |

/N
N

What expectations do you h\aﬁle of?Ou(rfeyv e

SAY:

\;1://I//e ’ve@(efd about the ;)Va;(s orkplace expectations have changed and how the workplace itself has
cﬁanged. How, &bout the way we manage? The next activity gives you an opportunity to consider your
mana&ément style.

13
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Assessment: My Management Style
REFER managers to page 8 in their Participant’s Guide.

EXPLAIN that they should:

O Select the answer that best describes them.
O Be honest. This is for their eyes only.
O Take about five minutes to complete it.

Note: Although you will not debrief the assessment, it is included here for your revie ase managers

have questions.

1. My management style is:

b. They follow my guidance and directio
3. | believe in:
)
a. Empowering-my em ees so they are responsible for their own success.
b. Guiding my employees every. step of the way and sharing in their successes.
sink or swim, many will:
a. Figure itout and

hen feel good about their accomplishments.

b. Flounder and getfrustrated with the lack of direction they are receiving.

14
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5. It's important to treat all your employees:

a. The same because if you make special accommodations, everyone will expect special treatment.

______b. Differently, according to their performance and effort.
6. My motto is:

__ a.Don’t sweat the small stuff: | let small problems slide and foct
_______b. Where there is smoke, there is fire: | address all prop
7. Basic supervision is:

a. Unnecessary: We're all adults.

b. Don’t care whether my employees like me as a person and a boss; | just want them to focus on getting

the job done.
TELL managers to note the number of “a” responses they have and the number of “b” responses they have.

EXPLAIN that they will refer again to this assessment later.

15
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IT’S OKAY TO BE THE BOSS
DVD/video

What was most interesting or surprising?
Answers will vary.
Was there anything you disagreed with or ar re ab

PLAY the DVD.
Activity: The Seven Myths of Management
ASK:

What did you think of the program?

Answers will vary.

Answers will vary.

POST flip chart No. 2: “Myths”

Difficult Confrontation

5. Natural Leader

6. HR Police

7. Time

16
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ASK:
Which myths surprised you most, and why?

Answers will vary.

MYTH #1—The Myth of EMPOWERMENT

ASK:

According to Mr. Tulgan, managers have taken thei ea\bf\empow rme/nt/too ar. What does he

mean by that, and what has been the result?

anagement, because empowerment

Answers should include: Empowerment has turne nto hands -0

without guidance, support and coach/ng /Qneghgent
POST flip chart No. 3: “Empowerment../ .

SAY:

Think about the kite exerc:se I empower d you to doit on your own. You had the tools—the paper and a

pen—and the skills, tmt wha\hippenew

Answers shou[& inclée:/l did%)’t'gf've\y\o\irt e guidance, support and coaching you needed. Therefore, the
drawing wasn’t d\o\na\ correctly.- ] /

MVYTH #2~The Myth of FAIRNESS

ASK:
Why does Mr. Tulg\an say there is nothing fair about treating all employees the same?

Answers should include: Because employee performance varies. They should be treated differently based
on what they do and deserve. How you reward and incentivize individual employees can be a critical key

step in keeping and motivating your best performers.

17
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Post flip chart No. 4 “Nothing fair...”

SAY:

What can we do to reward high performance here?

RECORD answers on a flip chart.

MYTH #3—The Myth of the JERK BOSS

ASK:

According to Mr. Tulgan, do employees mgéi o jerk when the boss is soft-

What makes the soft-pedaling, weak b6“s§ a jerk?
//\\

Answers should include: Too<ften the Soft-pedali

lack of direction and supemiS?on

boss bécomes a jerk when things go wrong from a

d ‘t‘hebgss re?cts with undue force.

**Bonus Video: Th"éFl:\\)\eNi:\ihmon Jerk'Boss/Scenarios
Note: The Boﬁus S&Qo/n of tI’%é’D’VELcaﬁt ins a 5 minute video wherein Mr. Tulgan goes into much more detail
on the Myth of the Jerk Bo

with ‘gbé/ followin se\cﬁQn. This.section presents the five most common scenarios of the Jerk Boss. You will find

s-We high/I/recommend you view the video with your trainees and then proceed

th/i/s/éectg\é;night ning\éing entertaining to watch. Without watching th bonus video, you will need to skip this
se\étio\n and move directly to MYTH #4—The Myth of the DIFFICULT CONFRONTATION.

WATCH t\ﬁeponus ideo The Five Common Jerk Boss Scenarios

REFER participar\i\s to the common jerk boss scenarios listed in the Participant's Guide on page 12. POST flip
charts No. 5 through No. 9: “Jerk Bosses... ,” which also list the scenarios. Post a blank flip-chart page next to

each.

READ each jerk boss scenario out loud and ask participants to describe how each scenario results in a jerk

boss.

18
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RECORD answers on the blank flip-chart pages.

Jerk Boss Scenario: The boss doesn’t keep track of the details.

ASK: AN
4 \
\

N\
\

What happens to the work when the boss doesn’t keep track of the\dgt\éils? \,
O Projects go off-course.

Q Small problems become big problem before anyone ce’é7iz§3‘;~ .

And how do the employees react when the bos§ decldes to t mvolv by making a big decision

that affects what everyone has been domg‘? \\ /

\
\ //
O Employees get frustrated. \ \ V

,/\\ N \

Zan )
/ / \\ ~ //
Jerk Boss Scenario: ThlS bos&pretenc;s/employees have decision-making power when they don’t.

\
\

What happens then thls kind of boss goes back to the employee later?

e N ///
Q The 'bos\s change ﬁu’ngs. /
NN N
/0 Efmployees‘/} get frUst(atﬁd.
/ /// \
Q Labor dK/Ld payroll hours are wasted because work has to be changed and done again.

N\
\\

V

Jerk Boss Scenario: This boss lets small problems slide.

ASK:

What happens when small problems aren’t addressed?

19
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O They fester and grow and turn into big problems.

ASK:

What kind of consequences do big problems often carry?

O Damaging consequences.

Q Cost and revenue consequences.

What do you think happens to the employee whep ti\i\e\poss

serious boss?

Q The employee gets a mixed message. /

ASK:

What is Mr. Tulgan’s other term for thi

/ T

Q The Jekyll and Hyde s{ﬂa(io.

\\

Jerk Boss Sge/r/lari<'(his boss is hand
AN

ASK:
And what happe\r\is\when is boss gets angry?
O They have a management tantrum. They come down hard on an employee.

ASK:

And then what do they do?
20
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O They go back to their hands-off, soft-pedal approach.

(End of Bonus Section: The Five Common the Jerk Boss Scenarios.)

SAY:

No one wants to be a jerk boss. We all want to be a strong boss.
ASK:

What are the four things you need to do to be a strong ma éggr? Th \ki\nd f boss who gains

employees’ respect?
As answers come out, POST flip charts No. 10 through Ng{./13: “

Strong managers:

1. Keep track of what’s going on every step of the Way The knoW w is working on what and they know

the status of the work.z

2. Stop pretending things are up to people en theyre not. Strong managers make it clear what their

4. Build rappor;wiﬂi’

work-relatéd Zigs.

Myth/#/t/l—',[he

ASK
Wha;\r\i\apgens hen you don’t keep track of the details?
Q Things e;\r;\ﬁ ely to go wrong.
And then what do you have to do?
O Confront the employee.

21



IT°'S OKAY TO Leader’s Guide
BE THE BOSS

ASK:

What happens when you don’t provide direction?

O Employees will likely go in the wrong direction.

And then what do you have to do?

O Confront the employee.

ASK:

What happens when you don’t address s
O They turn into big problems.
And then what do you have t

O Confront the employe

O Have many small, boring conversations about the work before anything goes wrong.

22



IT°'S OKAY TO Leader’s Guide
BE THE BOSS

MYTH #5—The Myth of the NATURAL LEADER

ASK for a show of hands:

Who believes you have to be a natural leader to be a strong manager?

Who believes you can be a strong manager by providing hands-on stpervision?
POST flip chart No. 15, “Hands-on =...”
ASK:

What does providing hands-on supervision mean?

Note: Answers may vary, but make sure the following points.come out. In~addition, discuss any hands-on

supervision specific to your line of business.
O Keeping track of what'’s going on
Q Guiding and supporting your employees
QO Making sure your employees know what to do-and how/to do it

O Noticing the work youremployees do

MYTH #6—The Mythof'the HR POLICE

ASK:

How do ‘you benefit from following Human Resource’s rules? How do you benefit from cutting

through the redtape and doing what you’re supposed to do?

Q You're ima betterposition to help your people succeed. You're in a better position to hold employees to

a higher standard.
POST flip chart No. 16, “HR is...”

What are some examples of how your Human Resources department can help you and your

employees succeed?

23
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QO HR can help you orient new employees.

O HR can help you create a nonthreatening, harassment-free work environment.

QO HR can help you counsel employees whose performance is below standard.

QO HR can help you reward high performance.

MYTH #7—The Myth of TIME

ASK:

Managers da tasksithey should have delegated.

POST flip chart No. 17, “You don't...”

24
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SAY:

Those are the eight consequences of undermanaging. That’s why you don’t have time NOT to manage. To

buy into that myth is to say you don’t have time to do your job.

Activity: Beat the Clock

a
a

ANNOUNCE it’s time tg/b’é@i :
///

GIVE the 30-second wa@g\;

/
/

ANNOUNCE the-end time.

EXPLAIN th<

a C\)\ne\group

ill read aloud the answers to the first question.
a Other gr\()\u\Q\s should place a check mark by answers that they also listed.

O When the first group has read aloud each of its answers, you will go to the next group to add to the list

until all answers are read.

O You will award points to teams who have correct answers that nobody else listed, and you will tally

totals at the end of the activity.

25
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Questions and Answers

Questions #1: What are eight consequences of undermanaging?

1. Fires get started that never would have started.

2. Fires get out of control that could have been put out easily.

3. Resources get squandered.
4. People go in the wrong direction for days, weeks or month Q{before a
5. Low performers hide out and collect a paycheck.

6. Mediocre performers start believing they are high@/erfor e(/s./

3. Low performe/r/s

4. Lowperfgrﬁ;lezenda essage that |

vo things that low-performers like in a boss?

Question #3: a\i\a(\e the

Va S@é\ne who will leave them alone.

2. \SQ\meon who will treat them like everyone else.

Low performers are

the great beneficiaries of undermanagement.

26
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Fighting the Undermanagement Epidemic

ASK:

Who remembers the four ways to fight the undermanagement epii;fl/emic’?\\\

AN
RECORD answers on a flip chart: :

1. Establish one-on-one time to talk about the work
2. Talk like a coach.
3. Make accountability a process, not a slogan/,/

4. Deal with low performers.

the undermanagement epidem/izf/./

Debrief
ASK each group tq/address}% of the steps. Make sure the following learning points come out:

a Establish ongn-/one time to-talk-about the work: It’s too easy to hide in a team meeting. People

aren’t a\&cguntabl “ina-group/Setting.

E/I//Tal like a ac:h:'\Coach use descriptive language and break tasks down. For example, “Inventory
_ lev /a‘re too low. Wee pect the upcoming promotion to blow away the competition, but we have to be

Note: ASK for an\\éx mple specific to your industry and work environment.

O Make accountability a process, not a slogan: When you define your expectations, attach
consequences to performance and pay attention to what your employees are doing, they will feel

accountable. They'll know exactly what you expect.

27



IT°'S OKAY TO Leader’s Guide
BE THE BOSS

O Deal with low performers: It shows strength and accountability, especially to the high performers.
Dealing with low performers shows that you expect a certain level of performance and won't tolerate

anything else. It also shows that you notice good work. A
/\\

\
\

Activity: Four Steps to Becoming the Manager Your Employees ‘Need
TELL managers that this next activity is designed to help them think through potentlal obstaaes that may make

\;

ASK managers to read each action step beginning on page 19 of the Part:mpants Guide and the description

it difficult to implement the action steps.

provided. EXPLAIN that they should consider what obstacles theymlght face when they}ry to implement this in
their organization. NEXT, debrief the group; ASK them to share their ansWers

/ / \

/ \ (\\
Establish One-on-One TIME to talk about the w&*lo /

\

Meet one-on-one with each of your employees one person at a %e one ge/ at a time. Talk about the work.
Make a plan. Make a checklist. R \ /\
ASK: o ~. N\ \

What obstacles might yo,u’/fac/e/és you try to accomplish this in your workplace?

A

How can you overcome'those obs}aéles?/ N

— 4 y //
///" \\ \\\,,/

Talk L|keaCOACH S

Use descr/pt/ve Ianguage Br«%k th/ngs down Spell things out. Set up a time to check in and follow up. If you
have remote employees schedule «calls and talk like a coach on the phone. Use e-mail to prepare for the phone
call Descr/bebulle />omts for cﬁscussmn Ask remote employees to summarize the phone call in e-mail. Follow

up. Create. checklists
\\

ASK: U/
What obstacles might you face as you try to accomplish this in your workplace?

How can you overcome those obstacles?

28
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Make ACCOUNTABILITY a process, not a slogan

Define your expectations so your employees know exactly what they need to do. Establish real consequences
attached to performance and explain those too. Commit to noticing their performancé/\émg explain how you will

monitor their performance. Get your people in the habit of knowing that they are gomg to have to give an

account of their performance. \

What obstacles might you face as you try to accompllsh thlsy,your workblace"\
/ \\

/ y, \ /
/ >
/ / N

How can you overcome those obstacles? l ./ /

ASK:

/
/
/
\\/ />

Deal with LOW PERFORMERS N\
\\ \

Meet with low performers who lack skill or will tWICe a day \Expla/n what }ou need them to do for the next four

hours. Give them a checklist. Coach them into the7r)tob Then follow up

~\ \

ASK: //\) i }

Who are your low performers? / A\

Do your low performers hé\(e a\h\ability\',’/skill/({will problem?
] Lackih\g abil(ity?/Chanéé"fhe task of change the person.
N ) — ///
EI,/ /Lackir\lij\gktlT?\Get t\h\&person/more training or get a different person.

, \
- \

/,

, ) \ /
f:i\ a Lackmg wM’? Determujé whether the problem is an inside or outside problem. If the problem stems
\\\from somethlng personal—an inside problem—refer the employee to HR for employee services. If it
is an outs\de problem deal with the problem, circumstance or other person. Work with them to help

them succ . If they don’t let you help them, get a different person.

If you broke the day’s tasks for your low performer into four-hour increments, what would the

checklist look like?
What obstacles might you face as you try to accomplish this in your workplace?

How can you overcome those obstacles?
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Conclusion

It's never too late to become the manager your employees need. With preparation and commitment, you can

fight the undermanagement epidemic and become a stronger manager. As you stdrt,\be honest. Tell your

employees you haven’t been as strong as you need to be to help everyone be successful. Tell them you have

good news. You're going to try to help them. Good news. You realized you/haven‘t.given assmuch guidance and

direction as you need to, so you’ll be more involved. Be the Good News Boss. The action plantincluded in this

section will guide you. Good luck.

Be the Boss Action Plan

REFER managers to their Management Style Asse on page

EXPLAIN that:

They should review their assessme

The “a@” responses indicat

s’associated with their “a” responses.

O 0O 0O O

TELL managers that once they’ve identified the myths they need to overcome, they should refer to the previous
activity and think about how to implement the five action steps for becoming a stronger manager. TELL them to
complete the Action Plan that follows.
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Action Step

How I will implement this:

When:

Establish One-on-
One Time to Talk
About the Work

O\

Talk Like a Coach

A

Make Accountability a
Process, Not a

Slogan

)

Deal with Low

Performers

.

@






