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ADVANCED SUPERVISOR CERTIFICATE PROGRAM FINAL PROJECT
Leadership Competencies
Name: J. Smith 
EIN: 000001
Directions:  This final project is your opportunity to demonstrate that you have applied the key concepts and tools to a project in your workplace.  It is recommended that you complete each section after each class to help anchor the concepts and finish the project in a timely way.  You will receive a grade for this project according to the rubric attached at the end.
	LEADERSHIP SKILLS.  Describe how you used the key concepts of these competencies to successfully implement a process improvement solution or during the routine tasks in your department.

Description of Process Improvement Step or Routine Task
How the skills were used

Outcome 

Being Self-Aware

Key concepts: Six key concepts are given: Emotional Intelligence.  It is comprised of five competencies: Self-Awareness, Self-Regulation, Motivation, Empathy, and Social/Relationship Skill.  They are defined in  Attachment 1 
High Level Description of the Improvement Process:

 I started plans for 

1) Motivation

2) Empathy

3) Social/Relationship Skill

As mentioned in Attachment 1.
Detailed Description how the self-awareness competency was applied:

Increase of emotional intelligence with female workers that cry.  We build social relationships by celebrating birthdays, anniversaries at ADOT.

Motivation: a) Defined goals and broke the goals down into smaller, achievable goals. b) Plan to reward myself when I achieve goals.

1) Developing Empathy: a) I did a plan to keep log of situations in which I demonstrated empathy and in which I felt I did not; b) Listed incidents with others in which underlying concerns were not explicitly expressed.; c) Practiced active listening; d) Asked open ended questions to further understand the points of my employees.
2) Social/Relationship Skill: a) Talked to employees about their aspirations, goals and desires; b) I spent time with my employees to create a vision for the work; c) I encouraged employees to ask questions and summarize key points when I delivered information; d) I took steps to bring the disagreements with individuals into open

3) Strategies to manage emotions: a) Listen to my body; b) identify and personalize my emotions; c) Own my emotions to be accountable and decided what to do with my emotion. 

See Attachment 1: Being Self-Aware

Detailed Description of the Outcome:
 See Attachment 1.
Managing Change

Key concepts:
4-6 key concepts:

There are external and internal forces of change that create the organizational change.  They are given in Attachment 2: Managing Change
4-6 key concepts:
High Level Description of the Improvement Step or Routine:

Started a model of structural approach to change in my work environment.   We use 8 steps for organizational change, please see Attachment 2
Detailed Description How Managing Change Concepts Were Applied: 

One of the supervisors of another Org retired.  His Org dealt with Electrical Inspections.  My Org deals with Freeway Management Systems and uses electricians as well.  Management decided to merge both Orgs because of hiring freeze.  I listened to the concerns of the new employees that are coming from Electrical Inspection Org.
I applied the eight steps to transform my organization: a) Establish sense of urgency: examine the challenges- Identify and discuss crises, potential crises or major opportunities; b) Form a powerful guiding team: Assemble a group with enough power to lead the change effort- Encourage the group to work together as a team; c) Create a vision: create a vision to help direct the change effort- Develop strategies for achieving that vision; d) Communicate the vision: Use every vehicle possible to communicate the new vision and strategies- Teach new behaviors by the example of the guiding team; e) Empower others to act on the vision: Get rid of obstacles to change- Change system or structures that undermine the vision- Encourage risk taking and nontraditional ideas, activities, and actions; f) Plan for and create short term wins: Plan for visible performance improvements- Create those improvements- Recognize and reward employees involved in the improvements; g) Consolidate improvements and produce more change: Use increased credibility to change systems, structures, and policies that don’t fit the vision- Re-energize the process with new projects, themes, and change agents;  h) Reinforce New Approaches: Show the connection between the new behaviors and organizational success- Develop the means to ensure leadership development and succession.

2) Strategies for Managing Resistance Change: 

3) Basic Steps for Effective Planning: a) Identify the major actions needed to produce change; b) Sequence the actions; c) Establish the time required for each action; d) Determine the start and finish date for each action; e) Determine who is responsible for each action; f) Resolve potential problems; g) Establish milestones, checkpoints, etc.; h) Implement your plan. 
Detailed Description of the Outcome: 
Improved efficiency and saved money.  My employees of both Orgs interacted learned from each other.  We shared ideas and reinforced the change.  Smooth change.

Short term wins.

Produce more change.

Reinforced new approach.

Being an Advocate

Key concepts: 
 4-6 key concepts: once Servant Leader serves first then leads and meets the needs of organizational members.  He balances employee advocacy with business realities and needs.
See Attachment 3: Being an Advocate.

High Level Description of the Improvement Step or Routine Task:

Servant Leader has 4 skills: Modeling the way, empathy, Listening actively, and communicating.  Leader decides how to balance employee advocacy with business realities and needs, consider: Job risk, employee satisfaction, his own sense of accomplishment, amount of control, and importance of battle.  Leader uses persuasion and assertiveness and avoids aggressiveness.  
See Attachment 3: Being an Advocate.
I have a problem to retain electrical inspectors.  I was advocating their request to have new classification so that they get more salary and not to loose them.

Detailed Description how the Supervisor advocated for the Team:

Serving Employees: 1) Modeling the way: Set example by working hard; 2) Empathy: Understand the makeup of other people by understanding, treating people according to their emotional reactions, be attuned to the subtle social signals that indicate what others want or need; 3) Listening actively: identify the will of a group and help clarify that will; listen to both what is being said and unsaid; listen with the entire body and pay careful attention; 4) Communicating: posture of involvement by leaning forward and keeping eye contact; make use of door openers; keep the other person talking with minimal encouragement; say responses reflectively by saying you appear and not you look…
Balancing Needs: consider: 1) Job risk, employee satisfaction; your own sense of accomplishment; amount of control; and importance of battle.

Persuasion: Perception of others, verbal styles; non-verbal styles; potential consequences; outcome

Detailed Description of the Outcome:
Employees perform better and serve my customers better because they feel I am supporting them.

Supervisor part of the team.

Share their successes with management.

Provide resources and career opportunities.

Grow and develop employees.

Increased trust.

Employee serves the customer better.

Persuaded management in requesting resources for employees.

Balance employee advocacy with business needs.

Developing Staff

Key concepts:

4-6 key concepts: 
Advance employee requisite knowledge, skill, and abilities.
Keep employee engaged and growing.

See Attachment 4: Developing Staff
High Level Description of the Improvement Step or Routine Task: See Attachment 4: Developing Staff

I conducted self assessment to list knowledge, skills, abilities, strengths, weaknesses, values and career goals, both short- and long-term.  Did the same with my employees to decide if to develop them or not.  Used ADOT training, Arizona Government training, and third party seminars.

Detailed Description how the supervisor developed staff:
Six steps for staff development process.

Used appropriate developmental strategy.

It showed that I care about my employees.  It led to increased efficiencies and increased job performance.

Detailed Description of the Outcome:
Identified the employees that need development or not and based my decisions on good reasons.

Our work place is competitive for skilled employees.

Attracted, retained employees.

Being Accountable

Key concepts:

4-6 key concepts: Accountability is a personal willingness to answer to a responsibility, after the fact.  It entails answering for the results of your behavior and actions, regardless of how things turn out.  Victim loop: ignore, deny, blame, rationalize, resist, and hide.  Your role may be one or more of these: doer, overseer, and helper.  Agreement between manager and employee is needed to spell out specific performance objectives for a particular task or project role.  Agreement is valid by: mutual agreement, mutual benefit, mutual ability, and policy compliance.  Asking for authority, if needed, is an example of empowerment.  As a manager, you must also evaluate if the task or goal assigned can be successfully completed by the individual assigned.  
Description of the Improvement Step or routine task: The accountability loop has 3 components: responsibility, empowerment, and accountability. Clear agreements include: task or goal, the owner, the results, barriers or constraints, and by when.   Leader creates clear agreement describes: what is the task/goal, actions to achieve the results, shows results and who is accountable for, spells barriers or constraints and what is needed or needed help, and start and end dates.  There are 4 key behaviors to empowerment: keep moving forward, ask for assistance, overcome barriers, and stay on track.  Leader overcomes obstacles: fear, internal resistance, and seeking perfection.  Renegotiate the agreement when unplanned events, cost changes and/or changes in resources occur.  When we have successful results document for the future: what you did, what you learned, how you rectified problems, and what you will do differently on a similar, future assignment.  When the results are poor document: were the instructions clear, was I clear about what, why and when I needed work from others?; Did I give this person adequate notice that something was needed and expected; Look back at the agreement to make sure you completed each step, and to understand and fix any problems; Suggest a re-negotiation of the agreement or discuss a better approach for the future.
See Attachment: Being Accountable

I have an employee that erodes his/her annual leave and sick leave.  She believed that she is a victim.  I helped her to take vacations when is needed so that she can take care of her sick son.  I empowered my employees so that they will be accountable and respond to work problems.  I did clear agreement with them, ensured validity of the Agreements.
Detailed Description how the Supervisor Created an Environment of Purposeful Accountability: Identify employees that believe they are victims: ignore, deny, blame, rationalize, resist, and hide.
1) Accepting ownership to show responsibility.

I documented what I learned to keep my employees accountable, how did I rectify problems, and what will I do differently on a similar, future assignment.  See Attachment 5: Being Accountable.
Detailed Description of the Outcome: 
The rewards of accountability: trust, achievement, recognition, and freedom.

Trust

Achievement

Recognition

Freedom

What will I do differently on a future assignment?
Clear agreement for a work task.

Identified taking responsibility, empowering myself and accepting accountability.

See Attachment: Being Accountable.
Fostering Teamwork

Key concepts:

4-6 Key Concepts: Principles of team work: respect each other, appreciate each other, have shared vision, common purpose, shared values, and diversified skills.  Team is a group of individuals that work together for common goal and rely on each other to achieve common goal and share responsibilities and rewards of achieving mutually defined results.  Teams generally fall into two primary types: permanent teams and temporary teams.  Natural work teams are made up of individuals who are based in the same work unit or share a function.  Cross-functional teams are made up of individuals who represent several different departments or functions.  Corrective teams (CATS) are made up of individuals who come together for a given time to solve specific organizational problems.  Hybrid teams are made up of individuals who may volunteer or form independently to work on a specific process improvement, which may lead to improved quality and/or productivity.
High Level description of the improvement Step or routine Task: There are two main factors that will determine a team’s effectiveness: the task factor and the relationship factor.  The task factor refers to the ability of the team to accomplish what it has committed to do through mutual goals.  This is how the team’s performance is measured.  Relationship factor refers to the team’s focus on one-to-one and to intra- and inter-group dynamics that can help productivity by building collaboration.  It is important to balance the task and relationship factors because this combination contributes to achieving speed, quality, and cost improvements.  Actions done to accomplish goals are: assigning work, presenting information, reviewing accomplishment, asserting one’s view, and decision making.  Actions done to build interpersonal dynamics are: clarifying work assignments, actively listening, recognizing effort, facilitating participation, reflecting on other values, and collaborating.  A dynamic team: clarify and states its mission and goals; operates creatively; focuses on results; clarifies roles and responsibilities, is well-organized; builds upon individual strengths; support leadership and each other; develops team climate, resolves disagreements, communicates openly, makes objective decisions, and evaluates its own effectiveness.  Stages in team development: forming, storming, norming, performing, adjourning, and transforming.
Strategies for facilitating team development are as follows.  During forming: allow time for team members to get acquainted; review the team’s purpose and goals, and share individual goals; share strengths and challenges related to working on teams; create initial guidelines for working together; determine task-related details; develop team communication and conflict management skills proactively, conduct a group check-in at the end of meetings; and provide active task and process leadership.
I have always construction projects that last from 2 months to two years.  I form teams from ADOT inspectors, project supervisors, contractor’s superintendent and contractor’s workers, subcontractors and suppliers

Description How the Supervisor fostered Effective Teamwork:
Three strategies to foster teamwork:

1) Identify the team’s stage of development.

2) Balance the task and relationship factors to achieve speed, quality, and cost improvements.

3) Strategies for facilitating team development during: forming, storming, norming, performing.

Respect for each other.  Appreciate each other.  We shared vision with contractors and suppliers.  Formed common purpose and shared values.  The team has diversified skills.  See Attachment 6: Fostering Teamwork
Detailed Description of the Outcome: 
1) Better focus self-directed.

2) Higher productivity

3) Diversity in leadership

4) Autonomy

5) Winning team

6) Dynamic team

7) Achieve speed, quality, cost, improvements.

Please send your completed project as an attachment to stars@azgu.gov




Grading Rubric for Advanced Supervisor Certificate Program --- Leadership Competencies
	Levels of   [image: image1.png]


Achievement
	1
	2
	3
	4
	Rating
	Comments

	Being Self-Aware

	Does not include any of the following:  key concepts, a description of the improvement step or routine task, a description how the self-awareness competency was applied, and a description of the outcome

	Includes 2 or fewer key concepts, or an incomplete description of the improvement step or routine task, or an in incomplete description how the self-awareness competency was applied, or an incomplete  description of the outcome

	Includes 3-5 key concepts, a high level description of the improvement step or routine task, a description how the self-awareness competency was applied, and a description of the outcome

	Includes 4-6 key concepts, a high level description of the improvement step or routine task, detailed description how the self-awareness competency was applied, and detailed description of the outcome

	4
	There is a detailed description of this improvement step and how the competency was applied. The outcome was clearly listed and discussed. Emotional Intelligence is explained in a way that captures the essence of being self aware.

	Managing Change


	Does not include any of the following:  key concepts, a description of the improvement step or routine task, a description how managing change concepts were applied, and a description of the outcome

	Includes 2 or fewer key concepts, or an incomplete description of the improvement step or routine task, or an in incomplete description how managing change concepts were applied, or an incomplete  description of the outcome

	Includes 3-5 key concepts, a high level description of the improvement step or routine task, a description how managing change concepts were applied, and a description of the outcome

	Includes 4-6 key concepts, a high level description of the improvement step or routine task, detailed description how managing change concepts were applied, and detailed description of the outcome

	4
	The internal and external forces of that cause change in an organization are discussed comprehensively with specific workplace examples. The outcomes of change are discussed sufficiently.

	Being an Advocate


	Does not include any of the following:  key concepts, a description of the improvement step or routine task, a description how the supervisor advocated for the team, and a description of the outcome

	Includes 2 or fewer key concepts, or an incomplete description of the improvement step or routine task, or an in incomplete description how the supervisor advocated for the team, or an incomplete  description of the outcome

	Includes 3-5 key concepts, a high level description of the improvement step or routine task, a description how the supervisor advocated for the team, and a description of the outcome

	Includes 4-6 key concepts, a high level description of the improvement step or routine task, detailed description how the supervisor advocated for the team, and detailed description of the outcome

	4
	The servant – leader concepts is explored with supporting data and explained in the application. The outcome is explained in ways that will translate into behavioral change for the employee and other team members.  There is a specific statement as to how the supervisor advocated for the team and how the team reacted.  There were good results.

	Developing Staff


	Does not include any of the following:  key concepts, a description of the improvement step or routine task, a description how the supervisor developed staff, and a description of the outcome
	Includes 2 or fewer key concepts, or an incomplete description of the improvement step or routine task, or an in incomplete description how the supervisor developed staff, or an incomplete  description of the outcome
	Includes 3-5 key concepts, a high level description of the improvement step or routine task, a description how the supervisor developed staff, and a description of the outcome

	Includes 4-6 key concepts, a high level description of the improvement step or routine task, detailed description how the supervisor developed staff, and detailed description of the outcome

	4
	This is a good description of how the writer developed the staff and a good discussion of the outcomes. The six steps in the staff development process were listed and discussed.  A good discussion of the Needs Analysis was done and the identified gaps between the employees’ skill and knowledge and the requirements of the job. 

	Being Accountable


	Does not include any of the following:  key concepts, a description of the improvement step or routine task, a description how the supervisor created an environment of purposeful accountability, and a description of the outcome

	Includes 2 or fewer key concepts, or an incomplete description of the improvement step or routine task, or an in incomplete description how the supervisor created an environment of purposeful accountability, or an incomplete  description of the outcome

	Includes 3-5 key concepts, a high level description of the improvement step or routine task, a description how the supervisor created an environment of purposeful accountability, and a description of the outcome

	Includes 4-6 key concepts, a high level description of the improvement step or routine task, detailed description how the supervisor created an environment of purposeful accountability, and detailed description of the outcome

	4
	A through discussion of the key concepts of being accountable was made: accountability, empowerment and responsibility and how a Clear Agreement holds all three together.
The outcomes of the above when applied are discussed.

	Fostering Teamwork


	Does not include any of the following:  key concepts, a description of the improvement step or routine task, a description how the supervisor fostered effective teamwork, and a description of the outcome

	Includes 2 or fewer key concepts, or an incomplete description of the improvement step or routine task, or an in incomplete description how the supervisor fostered effective teamwork, or an incomplete  description of the outcome

	Includes 3-5 key concepts, a high level description of the improvement step or routine task, a description how the supervisor fostered effective teamwork, and a description of the outcome

	Includes 4-6 key concepts, a high level description of the improvement step or routine task, detailed description how the supervisor fostered effective teamwork, and detailed description of the outcome

	4
	Good discussion of the nature of team and how they are developed and their value to the organization. There is a sustentative discussion how the skills of teams are developed. 

	
	
	
	
	
	Total score x 4 =


	24 x 4= 96

	Mechanics


	Does not include any of the following: uses template provided above, includes attachments as needed, general flow of work is professional 


	Includes 1 of the 3 following aspects:  uses template provided above, includes attachments as needed, general flow of work is professional 


	Includes 2 of the 3 following aspects:  uses template provided above, includes attachments as needed, general flow of work is professional 


	Uses template provided above, includes attachments as needed, general flow of work is professional 


	Plus total from this line:  


	4

	
	
	
	
	
	Total score = 100

	Very good paper! Very detailed with supporting data.
CEP


Attachment 1: Being Self-Aware
Key Concepts:

1) Ability to monitor one’s own and others’ feelings and emotions, to discriminate among them and to use this information to guide one’s thinking and actions.  

2) Emotional Intelligence is the ability to recognize and understand our moods, emotions, and drives as well their effect on others.

3) Self-regulation is the ability to control or redirect disruptive impulses and moods and involves suspending judgment and thinking before acting.  It is the ability to manage emotions so that they are appropriate.

4) Motivation is a passion to work for reasons that go beyond money or status and involves pursing goals with energy and optimism.

5) Empathy is the ability to understand the emotional makeup of other people.  It involves treating people according to their emotional reactions.

6) Social/relationship skill involves in managing relationships and building networks by finding common ground and building rapport.  It involves handling relationships by managing emotions in others.
Triggers that make me Aware of my Emotional State:
1) Emotional Intelligence: 

a) I use both negative and positive emotions as a source of wisdom about how to navigate my life;

b) Knowing my true feelings is crucial to my well-being;

c) I am aware of my true feelings most of the time;

d) I have the ability to monitor my feelings from moment to moment; and

e) I can generally express how I am feeling at the time.

2) Self-Awareness:
a) I have learned to control negative thinking;
b) After something has upset me, I can regain my composure quickly;

c) I have control over my thoughts, feelings and actions;

d) I can change from a negative emotional state to a positive emotional state when necessary; and

e) I feel emotionally stable.

3) Self-Regulation:

a) When a job is important, I am often able to perform to my full potential;

b) I am able to motivate my self to try and try again in the face of setbacks;
c) When necessary, I can enter a state characterized by calmness, alertness, and focus; and

d) I generally can do whatever I need to emotionally, to get myself performing well.

4) Motivation:

a) I define my goals and break them down into smaller, achievable components;

b) I did a contract with myself and reviewed it often.  Stated what I will do, when I will complete the task, and what reward will be once the contract is fulfilled;

c) I acted as if I am already motivated.  I began to feel confident and sure of myself.  I became even more energized and motivated;

d) I did not blame myself for failures- instead, I turned them into learning experiences; and
e) I rewarded myself when I achieved my goals.
5) Empathy:

a) I am strongly attuned to others’ feelings;

b) I can easily “put myself into other people’s shoes,”
c) I am sensitive to emotional needs of others;

d) I am effective at listening to other people’s problems; and

e) I am good at understanding the emotions of other people, even when the emotions are not directly expressed.

Strategies:
a) Keep a log of situations in which I felt I demonstrated empathy and in which I felt I did not.  I compared the situations and tried to identify the reasons for my behaviors;
b) I become aware of incidents with others in which underlying concerns were not explicitly expressed.  I made a note of possible emotions or feelings that the other person may have been experiencing.
c) Practice actively listening to others without interrupting.  I clarified the meaning of what was said by paraphrasing their words.

d) I did allow time for others to express their opinions and ideas.  I waited until they provide their points of view before offering mine.

e) I asked others open-ended questions to further understand their points of view.

6) Social/Relationship Skill:

a) I took time to talk with employees about their aspirations, goals and desires.

b) I spent time with the team when launching new projects or initiatives to create a vision for the work and build commitment.  I celebrated my team’s successes as well as the contributions of individual team members.

c) I encouraged the employees to ask questions and summarize my key points when I delivered information to ensure that they have understood me.
d) I thought about how the change will impact each person.  I thought about how he or she has responded to change in the past and what questions he or she might have.  I used my answers to prepare for a discussion with each person.

e) I took steps to bring the disagreement or grievance into the open before it turns into conflict.  I focused on the issues at hand and left personal matters aside.

Strategies to Manage Emotions:
1) Listen to your body.

2) Identify and personalize your emotions.

3) Own your emotions

4) Decide what to do with your emotions.

Description of Outcome:
1) Used emotional Intelligence competencies to guide my thinking and actions.

2) I have sure sense of how I feel about personal decisions.

3) I managed emotions so that they are appropriate.  I am able to shake off rampant anxiety, gloom or irritability.  I can bounce back quickly from life’s setbacks and upsets.
4) I pursued goals with energy and optimism.

5) I am attuned to the subtle social signals that indicate what others want or need.

6) I know other’s feelings and act in a way that further shapes those feelings.  I have the capacity to discern and respond appropriately to the moods and desires of other people.  I interacted smoothly with others.

7) I used mental thought process to deal with emotional triggers of: anger, sadness, fear, enjoyment, surprise, love, disgust, shame.
Attachment 2: Managing Change
Key Concepts:

There forces of change come from outside of the Organization and include:

1. Technological advancements: Organizations are increasingly using technology as a means to improve productivity.

2. Legislative actions and/or political activities:  Legislative actions and/or political events may impact work functions in minor or major ways.

3. Privatizing/outsourcing: The Governor, the Legislature or agency management may determine that privatizing/outsourcing a government function is more efficient and cost effective than performing the function within the state agency.

Internal forces of change come from inside of the organization and include:

1. Demographic characteristics:  The workforce is more diverse, and effectively managing the diversity is critical to organizational success.

2. Human resource problems and solutions: Employee dissatisfaction, absenteeism, turnover, work overload and stress represent forces for organizational change.  Solutions for positive change stem from employee participation and suggestions.

3. New management:  It is often a new department director or a new division-level manager- someone with a fresh perspective- who sees that the status quo is unacceptable, and therefore, wants to implement change.
4. Managerial decisions and behavior:  The decisions managers make lead to organizational change.  Likewise, interpersonal conflict between managers and their subordinates, or inadequate direction and support from department leaders, is a sign that change is needed.
Eight Steps to Transform My Organization:

1) Establish a sense of urgency:  

· Examine the challenges

· Identify and discuss crises, potential crises or major opportunities.

2) Form a powerful guiding team:

· Assemble a group with enough power to lead the change effort.

· Encourage the group to work together as a team.

3) Create a vision:

· Create a vision to help direct the change effort.
· Develop strategies for achieving that vision.

4) Communicate the vision:

· Use every vehicle possible to communicate the new vision and strategies.

· Teach new behaviors by the example of the guiding team.
5) Empower others to act on the vision:

· Get rid of obstacles to change.

· Change systems or structures that undermine the vision.

· Encourage risk taking and nontraditional ideas, activities and actions.

6) Plan for and create short-term wins:

· Plan for visible improvements.

· Recognize and reward employees involved in the improvements.

7) Consolidate improvements and produce more change:

· Use increased credibility to change systems, structures, and policies that don’t fit the vision.

· Hire, promote and develop employees who can implement the vision.
· RE-energize the process with new projects, themes and change agents.

8) Reinforce new approaches:

· Show the connections between the new behaviors and organizational success.

· Develop the means to ensure leadership development and succession.

Attachment 3: Being an Advocate
Key Concepts:

Leaders serve their employees to ultimately serve the customer.  Servant leader serves first then leads.  He meets the needs of organizational members.  Then, employee’s satisfaction positively impacts satisfaction.

Advocate means to place a case for another and represents interest of another.  Supervisor is a part of the team.  He shares their successes with management and stakeholders.  He provides resources and career opportunities.  He helps them to grow and develop.  This increases employee performance and trust.

Description of Process Improvement Step or Routine Task:

1. Modeling the way:  Leader establishes principles for how people should be treated and how goals should be pursued.  He creates standards of excellence and set an example that others can follow.

2. Empathy has 3 steps: understand, treat, and be attuned.  Leader understands the emotional makeup of other people.  He treats people according to their emotional reactions.  He is attuned to the subtle social signals that indicate what others want or need.
3. Listening actively has 4 components.  Leaders identify the will of the group and help clarify that will.  He listens to both what is being said and unsaid.  He listens with the entire body and pays careful attention.  He paraphrases by repeating in own words what someone said.

4. Communicating has 5 components.  Leader leans forward and keeps eye contact.  He keeps the other person talking with minimal encouragements.  He asks open ended or closed questions.  He says proper responses, i.e. say appear instead of look.

5. Strategies of a servant leader to communicate effectively are: 1) Understand yourself and understand others behavioral styles; 2) Explore personal bias or prejudice; 3) understand core values of the generational preferences; 4) Keep an open mind; 5) Focus on job competency; and 6) Pursue same goals.

6. Leader decides how to balance employee advocacy with business realities and needs, consider the following characteristics and questions: 1) Job risk: What is the likelihood that the value of the leader’s contribution would be questioned and What is the likelihood that he would lose his job over this; 2) Employee satisfaction: Have the employees identified their request as a want or need? And will his employees appreciate his effort?; 3) His own sense of accomplishment: Is this in line with his personal value system?- Is doing this critical to his being a servant leader?; 4) Amount of control: How much influence or control does he have over the situation?- Does he have a history of success or loss in this particular area or with the particular person who must approve the request?; and 5) Importance of battle: Is this fundamental to the success of his function?- What price does he have to pay for victory?
7. Leader uses persuasion.  Persuasion is the process of reinforcing or changing other people’s beliefs or actions.  It is an important characteristic of servant-leaders in acting as advocates for employees.  It is a form of influence used in problem solving and decision making; not manipulation or coercion.

8. He uses assertiveness.  1) Perception of others: We are both important- We both matter- I think we are equal-; 2) Verbal styles: firm voice; 3) Non-verbal styles: looking direct- relaxed postures, smooth and relaxed movements; 4) Potential consequences: respect feelings of others- positive reaction with others; and Outcome is Win-Win.
Outcome:

1) I was persuasive and assertive in requesting required classification with the State Engineer.  Employees perform better and increased trust.

2) Business realities: We can afford to lose employees in time of hiring freeze and we can not ask for salary increase.  Therefore we asked for new classification for electrical inspectors.
Attachment 4: Developing Staff
Key Concepts:

1) Staff development is a process whereby every employee is provided the opportunity to enhance his or her knowledge, skills, and abilities

2) Staff development is needed for the following reasons: Competition for skilled employees, attracting and retaining employees, changing requisite knowledge, skills, and abilities, need to keep employees engaged and growing, and opportunities for advancement.
3) Knowledge is described as familiarity with something or possession of information or understanding in the mind.  Examples: knowledge of generally accepted accounting principles, knowledge of psychological counseling techniques.

4) Skill is defined as a developed capability to perform tasks or actions effectively.  A skill may be developed in a variety of manual, physical, intellectual or interpersonal activities.  Examples: skill in tax return preparation, skill in data entry at a specific rate.

5) Ability is defined as acquired expertise or a natural talent.  Examples: ability to provide guidance to other staff to resolve customer service issues, ability to prioritize multiple task assignments.

Steps to Develop Staff:

1) Conduct a self-assessment is a tool for gathering information to assist a person in making an informed decision about his or her career and self-development direction.  

2) Conduct a workplace assessment: The next step in planning for learning and development is identifying the prerequisite knowledge, skills, and abilities you’re your present position and your short-term career goal(s).

3) Identify the development gaps: Compare the requisite knowledge, skills and abilities needed with your inventory of knowledge, skills, and abilities and identify where there are gaps.  With these gaps write a developmental action plan.
4) Identify developmental strategies: There are many ways to provide employees with learning opportunities: 

5) On-the-job experiences: Committees, Critical incident notes, cross training, field trips, job aids, job expanding, job rotation, job shadowing, learning alerts, peer-assisted learning, post conference/forum presentation, special detail assignments, special projects, stretch assignments, and underfilling positions.

6) Relationships and feedback: Coaching, Mentoring, Networking, and Performance Appraisal.

7) Off-the job learning: AzGu courses, college courses, E-learning, professional associations, reading groups, self-study, seminars workshops

8) Write and implement a developmental action plan.

9) Evaluate and revise the developmental action plan: 

10) Repeat the staff development process with each of your staff members.

11) You make decisions to develop the employee, reasons for your decision, and if “yes,” what will you do to develop this employee and how?
Self Assessment for Myself:

Knowledge:  Manages Highway construction Projects, administer highway constructions project, accept material furnished, and represent ADOT to employees, consultants, and contractors.

Skills: Ensure environmental regulations adapted, supervise staff, hire, schedule employees, train them, request budget for my Org, and manage my Org.
Abilities:  Evaluate progress of Highway Construction projects, review material sampling and testing, and pay contractors monthly.

Strengths: Implement contract documents, Analyze ADOT Standards, review project plans under construction, participate in ADOT meetings, solve problems, and hire right people, disciplinary actions to enforce ADOT rules.

Weaknesses: Better employee management

Values: High productivity, honesty, and trust.

Career Goals in the short term:  Increase productivity and efficiencies and retain employees in time of hiring freeze

Career Goals in long term:  To be promoted to supervise more than one Org.

Developmental Strategy:  Attended classes with Arizona Government, coached my employees and trained them
Development of My Employees

Identify Gaps:  
Objective to fill the gap

Strategy for achieving the objective

Objectives have to be reached by July 1, 2009.

Results:  will be known then.  Expect to retain my employees and increase efficiency and trust.
	Functions
	Use of On-the job experience
	Use of Relationships and feedback
	Use off-the job learning

	Office Persons
	Committee of Office 
	Coach
	Send them to seminars, excel, power point classes

	Electrical Inspectors
	Cross training in different activities
	Coach
	Self study

	Lead Inspectors
	Critical Incident notes so they can use.
	Mentoring
	ADOT classes

	Project Supervisors
	Field trips to other projects to learn from
	Networking
	Third party classes and seminars

	Engineers
	Job expansion to challenge them
	Mentor
	Professional Association


	Gap
	Objective
	Strategy(ies)
	Support needed
	Completion Date
	Results Achieved/Comments

	Errors in project accounting
	1% error and goal is no error
	Classes in accounting
	Send them to classes
	June 2009
	Expect to be 1% error

	Finish projects on time
	To finish projects on time or ahead of time
	Resolve problems immediately
	Build trust with contractors and work as a team
	June 2009
	No more delays

	Document Change Orders
	Accurate change order finished in a week
	Reduce cost of change orders by analyzing the cost of labor, materials, and equipment
	Give them information about the cost analysis for different construction activities
	June 2009
	Fast accurate change orders.  Save money by 20% for change orders

	Quality Project
	Check quality of materials used in the construction project
	Contractor submits cut sheet for materials used.  Reviewed by the engineer and approved.
	Review time of all material submittals
	June 2009
	Better quality.  Good return on taxpayer’s money.  Less defects and maintenance costs.

	Improve ADOT Standards
	To cope with technological and scientifically advances
	Attend conferences.  Field visits to other state agencies.  Subscribe in technical periodicals.
	Budget.
	June 2009
	Improve existing processes


	Employee: Name    
	Develop 

This member?

 Yes or No 
	Reason for your decision: List all reasons 
	If “yes,” what will you do to develop this employee

and how

	Office Person
	Yes 
	Eager to learn
	Shadow, expand the job, and coach

	Project Specialist
	Yes
	Expressed interest in promoting
	Job expansion to acquire new skills

	Project Supervisor
	Yes
	Content in her position
	Develop job aids, training, and coaching

	Material Coordinator
	Yes
	Erratic, does mistakes
	Send him to classes to improve his skills and let him shadow another material coordinator


Attachment 5: Being Accountable
Creating Clear Agreements

	Task/Goal
	Increase accuracy of documentation and save money.

	Actions: 
	Empower: I defined the needs to accomplish the goal, asked management of assistance to provide resources.  

	Results:
	Management agreed to provide needed resources.  Predetermined processes will yield tangible results.  Employees accept responsibility and consequences whether positive or negative.  Learned from mistakes.  Better strategy for future similar jobs.  People are not feeling that they are victims anymore.  Employees started to be doers, oversee situations during weekly meetings, and started to provide help to each other.  Barriers were overcome.

	Barriers or Constraints:
	Within my authority, I offered solutions.  There was lack of resources: time, budget, and knowledge

	By When: 
	Stayed on track and plan to finish achieving all the goals by June 2009.


Attachment 6: Fostering Teamwork
Construction Project Team:

Common purpose: construct freeway project

Interdependent: yes between ADOT, contractor, subcontractors, and suppliers.

Shared Responsibility:  Contract provides material, equipment, and labor.  ADOT provides scope of work, specification, inspection, and pay for the project.

Shared Rewards:  Taxpayers save time to go their destinations.  Contractor, subcontractors, and suppliers make profit.

Type: Cross functional Teams

Our team dealt face to face.  Save time to resolve issues.  Our team has diversified specific skills for each construction project.

For each construction project we go through all stages of:

Forming: allow team members to be acquainted, review goals, create initial guidelines, task related details, and develop team communications, conflict management process

Storming: Promote open and constructive communications, allow conflicts, manage conflicts collaboratively, and focus on short term goals to see success.
Norming: Share ideas, understand people and differences.

Performing: Encourage innovation, team assessment, acknowledge success, and share leadership.

 : Storming, norming, performing, adjourning, and transforming

Construction Office Team:

Common purpose: to provide inspection and adhere to ADOT standards to provide quality project.

Interdependent: yes between engineer, project supervisors, and office people to pay contractors, inspectors.

Shared Responsibility: To finish project within scope, quality, schedule, and budget

Shared Rewards:  Celebrate Success.  
Type: Natural

This team is permanent and provided continuity, stability, and reliability.  We used consultants on temporary bases to fill the gaps of certain experts.

The team is leader-led to provide consistency.  This team is in performing stage.
