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	Introduction


When you use this manual, you will be a self-directed learner.  Self-directed learners  are individuals who proactively participate in the learning process by making choices about what to learn, how to learn, and how and when to apply this learning.  If you are willing to learn about your strengths and weaknesses, and if you are willing to take charge of your learning progress, you will enjoy this approach.  Here are some characteristics of self-directed learning.  


CHARACTERISTICS OF SELF-DIRECTED LEARNING

In traditional education, learning is teacher-directed.  Thus, most of it occurs in the classroom, begins and ends in tandem with the semester or term, and is led by the teacher who makes decisions about what is most important.  In contrast, self-directed learning is characterized by the following:  


Freedom and Responsibility

When you become a self-directed learner, you must make choices about what, when, and how you will learn.  However, with this additional freedom comes additional responsibility. You will soon understand that what you learn and how well you learn is primarily your responsibility -- not any one else's.  Once you begin to think like a self-directed learner, you will find that the text and your teacher are resources, and class time and life itself are opportunities -- all of these, launching pads for you to take off in your chosen direction, not destinations in and of themselves.


Learning Everywhere

When you take responsibility for your own education, you may realize that opportunities for learning are all around you -- not just in the classroom.  Management skills have been successfully learned by others in a variety of settings:  on the job, in the community, with friends and roommates, with family members, and in various organizations (not necessarily businesses).  You will be asked to make the most of these opportunities, regardless of whether you are currently working in a management career or not.


Continuous Learning

When learning is self-directed, the learning process becomes a journey -- one that was begun long before the course began and one that will continue long after the course is over.  This manual will take you through learning steps that will ask you to draw upon your past experience, to make the most of the present resources in the text and present opportunities for practice and apply your management skills, and to plan how to continue learning in the future.  


Learning from Others

Self-directed learning does not mean learning in isolation.  A supportive teacher and supportive classmates are essential.  You will be asked to keep a journal, but unlike a diary that you would keep under lock and key, your instructor and hopefully others will read it and critique your progress.  In addition, you must be willing to actively seek feedback from others.  In fact, the more you open yourself up to learning from others and interacting with others, the more you will learn.


GETTING STARTED

The Steps for Self-directed Learners, found on the following pages of this manual, will help you go through each chapter of Developing Management Skills, glean the most important parts for you, and help you improve your skills.   It is important that you start on Step 1 before you begin reading the chapter, and before the chapter is to be covered in class.  

Because the Steps are time consuming, your instructor will most likely have you follow the Steps for only a few of the chapters.  The Steps for Self-Directed Learners consist of the following steps, each with accompanying questions which you can answer in your journal:

Step 1: Know where you are coming from
Step 2: Learn from the text
Step 3: Plan how you will analyze, practice, and apply key Behavioral Guidelines
Step 4: Carry out your plan
Step 5: Know where you are going

Your journal will become an important part of your learning as you record your progress through the Steps.  Sample journal forms are given at the end of this manual.  



















	STEPS FOR SELF-DIRECTED LEARNERS


	Steps to Developing Self-Awareness


Self-awareness is an essential basis from which we develop and improve our relationships with others.  Self-awareness is also essential to being a self-directed learner.  Unless you are aware of your strengths and weaknesses and unless you have an idea of how you are perceived by others, it is difficult to learn and improve.  While there are many ways to describe ourselves and know ourselves, the text explores only four areas that are most relevant to being a manager -- personal values, cognitive style, orientation toward change, and interpersonal orientation.  

Follow these five steps in order to learn what you think is most essential for you.  You may use one of the sample journal forms included at the end of this manual to help you as you learn.  


STEP #1:  KNOW WHERE YOU ARE COMING FROM 

Describe an event when you gained more self-knowledge.  If possible, choose an experience to relate that happened fairly recently or had a particularly positive or negative outcome.  In your description, tell what happened, who was involved, what the outcome was, and how you felt.  Frequently, large gains in self-knowledge are achieved by crossing the "sensitive line"  -- a border individuals erect to protect themselves from information which is inconsistent with their current self-concept.  The more discrepant the information, the closer it comes to our sensitive line, but when we let down our defenses enough to cross the sensitive line, then we learn about ourselves and make changes.  If your experience included crossing the "sensitive line," be sure to use this terminology in your description. 

Summarize your experience by explaining how you think self-knowledge is gained, and what aspects of self-knowledge are most important to your future career.  

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of your text (pp. 36-48), and score it using the key in Appendix I or the Developing Management Skills web site at: (http://hepg.awl.com/whetten/dms4/).  There are six diagnostic surveys in this chapter (many more than you will find in other chapters) and they will take considerable time to complete.  However, it will be time well spent since these surveys will provide you with objective information about your personality.  Record your survey results, summarize your findings, and record your learning objectives.  


STEP #2:  LEARN FROM THE TEXT

Next, read the Skill Learning section of Chapter 1 and record your answers to the following questions in your journal:
C	Compare how you think self-knowledge is gained with how the text explains how self-knowledge is gained.  Also compare those areas you think are crucial to self-awareness with the four areas that the text covers (personal values, cognitive style, orientation toward change, and interpersonal orientation).  Did the text mention important things that you didn't?  Did you think of something important that the text did not?  
C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1. After having read the text, would you revise any of these?  If so, how?
C	Identify key Behavioral Guidelines on (p. 71) which will help you achieve your objectives.


STEP #3:   PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES

This planning step is one in which you will make crucial choices, so go slow and perhaps get some feedback from your teacher before you proceed with your plan.  First, think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in.  



Behavioral
Guidelines

Skill Analysis

Skill Practice

Suggested Skill Application Activities


Communist Prison Camp

Decision Dilemmas

Through the Looking Glass

Family Lineage & Autobiography

#1

#2

#3

#4

#5

1.  Identify your sensitive line



X

X









X



2.  Identify your principles

X

X



X



X

X





3.  Expand/broaden yourself

















X

4.  Compute your incompatibility















X



5.  Engage in self-disclosure





X

X







X



6.  Engage in self-analysis





X

X

X



X

X



Plan to do a skill analysis or skill practice activity that relates to your learning objectives.  You can do one of these activities on your own or ask your teacher if it would be possible to do one of these in class.  
Next, think of real-life situations where you could apply the Behavioral Guidelines you feel are most important.  Then, design your own skill application activity.  It is best to keep your plan simple so that you can focus on one or two things and excel in them.  The Application Plan and Evaluation form (pp. 79-80) can help you design an activity that will closely fit your needs (note: this same form is duplicated in the sample journal forms at the end of this manual).  Here are some ideas for application activities:
1.	Complete all personal assessment instruments and score them.  Show the instruments and your score to someone you trust, and get their feedback.  You may even go over the questions for a few of the instruments together and compare how your friend thinks you answered the questions with how you really answered the questions.  Based on this person's feedback and what you have learned about yourself, write your conclusions about (1) who you are, (2) your strengths, (3) areas you need to develop expertise in, and (4) your potential.  
2.	Write a personal mission statement in which you articulate the principles that will guide your life.  A free on-line resource from Franklin-Covey can help you start your own mission statement (web site address:  www.covey.com).  Share your mission statement with someone you trust, and revise it based on their feedback and your own thoughts.  Then, write a 5-year plan for you which is consistent with your mission.


STEP #4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #3.  Be sure to record what you did, who else was involved, and how you felt.


STEP #5:  KNOW WHERE YOU ARE GOING

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?
C	What went well?  What was difficult?
C	If things didn't go as planned, why?
C	What are the three most important lessons you learned?

Plan for the future by asking yourself: What skills will help me further develop my self-awareness? What situations will provide opportunities to practice and apply what you have learned (e.g., jobs, committee assignments, internships, student organizations).

Fill out a matrix in your journal, like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  You do not need to fill in all parts of the matrix, only those skills and situations that are relevant to your own goals.


	

	SITUATIONS

	SKILLS
















































	Steps to Managing Stress


Stress is a normal part of virtually every job, and not all of it is bad.  This chapter explains different stressors:  anticipatory, encounter, time, and situational.  It explains how to eliminate stress, develop resiliency, and cope temporarily with stressors that cannot be eliminated.  

Follow these five steps in order to learn what is most essential to you.  You may use one of the sample journal forms included at the end of this manual to help you as you learn.


STEP #1:  KNOW WHERE YOU ARE COMING FROM

Describe an event in your life that was particularly stressful.  If possible, choose an experience to relate that happened fairly recently and had a particularly positive or negative outcome.  As you retell your experience, be sure to address the following questions:  what were some sources of stress?  what were your attempts to deal with those stressors?  what were some of the outcomes of the situation?  how did you feel?

Summarize your experience by discussing the following in your journal:  Where do stressors come from? What causes people to feel debilitating stress?  Based on your experience, share guidelines that would improve your and others' ability to deal with workplace stress.

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of Chapter 2 (pp. 82-87).  Score these surveys using the key in Appendix I or the Developing Management Skills web site at:  (http://hepg.awl.com/whetten/dms4/).  Record your survey results, summarize your findings, and record your learning objectives.


STEP #2:  LEARN FROM THE TEXT

After reading the Skill Learning section of the text, address the following questions in your journal:
C	Compare your analysis of how stressors work and how people react to them with the text's description of these things.  Also, compare your list of guidelines generated in Step #1 with the guidelines in the text.  Did the text mention things that you neglected?  Did you think of something not in the  text?  
C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1.  After having read the text, would you revise any of these?  If so, how?
C	Identify key Behavioral Guidelines (p. 120) which will help you achieve your objectives.
C	

STEP #3:  PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES

This planning step is crucial.  You will make many choices which will determine the success of your attempts to improve your ability to manage stress.  Go slow and get some feedback before you proceed.  First, think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in .  


Behavioral
Guidelines

Skill Analysis

Skill Practice

Suggested Skill Application Activities


The Turn of the Tide

Case of Missing Time

Small-Wins Strategy

Life Balance Analysis

Deep Relax-ation

Moni-toring Time

1

2

3

4

5

6

7

8

9

1.  Effective time management



X







X

X



X













2.  Build collaborative relationships













X

















3.  Improve interpersonal competency













X

















4.  Redesign your work



X









X





X











5.  Reaffirm priorities

X

X









X







X

X







6.  Increase resiliency thru balance







X





X

















7.  Increase physical resiliency 













X











X





8.  Small wins strategy





X







X









X







9.  Practice deep relaxation

X







X



X













X



10.  Increase social resiliency













X















X

11.  Establish team relationship













X

















12.  Practice short-term relaxation 













X

















Do a skill analysis or skill practice activity that relates to your learning objectives.  You can do one of these on your own or ask your teacher if it would be possible to do one of these in class. 

Next, think of real-life situations where you could apply the Behavioral Guidelines you feel are most important.  Then, design your own skill application activity.  The Application Plan and Evaluation (pp. 134-135) can help you design a learning experience that will closely fit your needs (note:  this same form is duplicated in the sample journal forms at the end of this manual).  Your attempt to apply a behavioral guideline in an out-of-class situation will be more successful if you carefully analyze the problem you would like to work on, plan what you will do, and share your goals with someone else, and get feedback from others throughout the process.

Here are some ideas for application activities:
1.	Analyze your current time management practices and decide on one or two time management techniques that would make a big difference in your personal effectiveness.  Implement them consistently for a week or more.  Keep track of your efforts and the results.
2.	Use the small wins strategy to work on one or more large projects you have.  Use the guidelines in the text (pp.128-129) to decide on your strategy.  Keep track of your efforts and the results as you carry out your strategy.  
3.	Complete the Life-Balance Analysis (p. 130) to determine the ideal balance between physical, cultural, work, intellectual, social, family, and spiritual activities.  Decide how you will increase balance in your life in order to increase your resilience to stress.  Keep track of your efforts and results, as you try to increase balance in your life.
4.	If you find yourself not spending enough time on important, non-urgent activities (such as developmental opportunities, innovating, and planning), systematically plan how you will increase these kinds of activities in your life.  As you implement your plan, record your efforts, and the results of your efforts.


STEP #4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #3.  Be sure to record what you did, who else was involved, and how you felt.  You may want to keep a record of any daily attempts that you made as you worked on your plan.


STEP #5:  KNOW WHERE YOU ARE GOING

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?  
C	What went well?  What was difficult?
C	If things didn't go as planned, why?  
C	What are the three most important lessons you learned?

Plan for the future by asking yourself:  what stress management skills are essential for my future?  What situations will provide opportunities to practice and apply what I have learned (e.g., jobs, committee assignments, internships, student organizations, at home)?
You may find it helpful to create a matrix in your journal like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  You do not need to fill in all parts of the matrix, only those skills and situations that are relevant to your own goals.  


	

	SITUATIONS

	SKILLS










































































	Steps to Solving Problems Creatively


In this chapter, you will learn about two kinds of problem solving:  rational problem solving and creative problem solving.  Chances are, the rational problem solving steps will sound obvious.  The challenge here is that most people are not as "rational" as they would like.  Actually being rational is much harder than knowing about being rational.  The bulk of the chapter deals with creative problem solving methods which help you overcome "conceptual blocks" -- mental obstacles that constrain the way a problem is defined and limits the number of alternative solutions thought to be relevant.  These methods will most likely be new to you.  

Follow the five steps in order to learn what is most essential for you:


STEP #1:  KNOW WHERE YOU ARE COMING FROM 

Describe an event when you had to make a major decision.  If possible, choose an experience to relate that happened fairly recently and had a particularly positive or negative outcome.  In your description, address the following: Can you identify any steps you went through to solve the problem?  Did you experience a "conceptual block" during the decision making process?  What parts of the decision making process would you call "rational" and what parts, if any, would you call "creative"?

Summarize your experience by addressing the following question in your journal: How can individuals be more rational when solving problems?  Then, share some guidelines based on your experience.

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of Chapter 3 (pp. 138-143).  Score these surveys using the key in Appendix I or the Developing Management Skills web site at:  (http://hepg.awl.com/whetten/dms4/).  Record your survey results, summarize your findings, and record your learning objectives.


STEP #2:  LEARN FROM THE TEXT

As you read the Skill Learning section, take time to work through the sample problems.  The understanding you will gain by doing so is definitely worth your effort.  After reading the Skill Learning section of the text, record answers to the following questions in your journal:
C	Compare your ideas about how individuals can be more rational and more creative when they solve problems with the ideas in the text.  Also, compare the list of guidelines generated in Step #1 with the guidelines in the text.  Did the text mention things that you neglected?  Did you think of something not in the text?  
C	C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1.  After having read the text, would you revise any of these?  If so, how?
C	Identify key Behavioral Guidelines (pp. 172-173) which will help you achieve your objectives.


STEP #3:  PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES 

This planning step is one in which you will make crucial choices, so go slow and get some feedback before you proceed with your plan.  First, think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in. 



Behavioral
Guidelines

Skill Analysis

Skill Practice

Suggested Skill Application Activities


Admiral Kimmel

Sony
Walkman

Bleak Future of Knowledge

Keith Dunn & McGuffey's

#1

#2

#3

#4

1. Rational problem solving

X

X

X

X







X

2.  Overcome conceptual blocks

X

X

X

X

X

X

X

X

2.  Define problem





X

X

X

X

X

X

3.  Elaborate on problem definition





X

X

X

X

X

X

4.  Reverse problem definition





X

X

X

X

X

X

5.  Generate solutions





X

X

X

X

X

X

6.  Subdividing





X

X

X

X

X

X

7.  Combine unrelated attributes





X

X

X

X

X

X

8.  Foster innovativeness

X

X









X



Do a skill analysis or skill practice activity that relates to your learning objectives.  You can do one of these on your own, or you can ask your teacher if it would be possible to do one of these in class.  Be  sure to record what you learned.

Next, think of current situations in your life where you could apply the Behavioral Guidelines you feel are most important.  Then, design your own skill application activity.   It is best to keep your plan simple, for example, choose one Behavioral Guideline to implement, or one real-life situation and several Behavioral Guidelines to implement in that single situation.  The Application Plan and Evaluation (pp. 184-185) can help you design a learning experience that will closely fit your needs (note:  this form is duplicated in the sample journal forms at the end of this manual).  Your attempt to apply a behavioral guideline in an out-of-class situation will be more successful if you first analyze the situation and have an opportunity to practice (i.e., role play with someone).

Here are some ideas for application activities:
1.	Solve a complex problem using the rational problem solving method.  Also, solve the same problem using a creative problem solving technique.  Compare and contrast your solutions.  Is one method superior to the other? are both helpful?  is there merit to using both methods on the same problem?  Share your problem solutions with others and ask them about the quality of the solutions.
2.	If you belong to a group that frequently makes decisions, teach them about a problem solving method.  Have them critique their usual method of problem solving.  After this discussion, have the group make one or more decisions using the method.  Ask them whether they thought the new method was effective.  
3.	If you have a conceptual block on a problem, use a creative problem solving technique.  Share your solution with someone who is concerned about this problem too.  Have this person rate the quality of the solution.  If you or the other person is not happy with the solution, rework it again, and discuss whether the new solution is an improvement.


STEP #4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #3.  Be sure to record what you did, who else was involved, and how you felt.


STEP #5:  KNOW WHERE YOU ARE GOING

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?  
C	What went well?  What was difficult?
C	If things didn't go as planned, why?  
C	What are the three most important lessons you learned?

Plan for the future by asking your self:  What problem solving skills are essential for my future?  What situations will provide opportunities to practice and apply what I have learned (e.g., jobs, committee assignments, internships, student organizations, home and family)?

You may find it helpful to create a matrix in your journal like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  You do not need to fill in all parts of the matrix, only those skills and situations that are relevant to your own goals.  



	

	SITUATIONS

	SKILLS








































































	Steps to "Communicating Supportively"



You have been communicating with others since you were born, but communicating "supportively" is not always learned as naturally.  When people use supportive communication, they not only deliver a message accurately, but the relationship between the two communicating parties is supported, and even enhanced by the interchange.  This chapter will explain eight principles of supportive communication which will help you 1) strengthen your relationships with others, 2) increase your understanding, and 3) help you effectively deliver your message.  

Follow these five steps in order to learn what you think is most essential for you.


STEP #1: KNOW WHERE YOU ARE COMING FROM

Describe an event when you and at least one other individual communicated supportively, or a time when you and others should have communicated supportively but didn't.  If possible, choose an experience to relate that happened fairly recently and had a particularly positive or negative outcome.  In your  description, address the following issues:  what happened?  who was involved?  how did you feel?  what was the outcome?  how could the outcome have been altered, for instance, to turn a negative outcome into a positive one or vice versa?  

Summarize your experience by explaining how you think supportive communication is achieved.  Based on your experience, share guidelines that would improve your and others' ability to communicate supportively. 

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of Chapter 4 (pp. 190-193).  Score these surveys using the key in Appendix I or the Developing Management Skills web site at:  (http://hepg.awl.com/whetten/dms4/).  Record your survey results, summarize your findings, and record your learning objectives.


STEP #2:  LEARN FROM THE TEXT

After reading the Skill Learning section of the text, record answers to the following questions in your journal:
C	Compare your ideas about how supportive communication is achieved with the ideas in the text.  Also, compare your list of guidelines generated in Step #1 with the guidelines in the text.  Did the text mention things that you neglected?  Did you think of something not in the text?  
C	C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1.  After having read the text, would you revise any of these?  If so, how?
C	Identify key Behavioral Guidelines (p. 215) which will help you achieve your objectives.


STEP #3:  PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES 

This planning step is one in which you will make crucial choices, so go slow and get some feedback before you proceed with your plan.  First think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in.  



Behavioral
Guideline

Skill Analysis

Skill Practice

Suggested Skill Application Assignments


Find some-body else

Rejected Plans

United Chemical Co.

Byron vs. Thomas

#1

#2

#3

#4

1.  Coaching/Counseling

X

X

X

X

X

X

X

X

2.  Problem Oriented

X

X

X

X

X

X

X

X

3.  Congruence

X

X

X

X

X

X

X

X

4.  Descriptive Comm.

X

X

X

X

X

X

X

X

5.  Validating Comm.

X

X

X

X

X

X

X

X

6.  Specific Comm.

X

X

X

X

X

X

X

X

7.  Conjunctive

X

X

X

X

X

X

X

X

8.  Owned Comm.

X

X

X

X

X

X

X

X

9.  Listening

X

X

X

X

X

X

X

X

10. PMI

X



X

X










Do a skill analysis or skill practice activity that relates to your learning objectives -- just about any of those identified above will do.  You can do one of these on your own, or you can ask your teacher if it would be possible to do one of these in class.  Be sure to record what you learned.

Next, think of current situations in your life where you could apply the Behavioral Guidelines you feel are most important.  Then, design your own skill application activity.   It is best to keep your plan simple, for example, choose one Behavioral Guideline to implement, or one real-life situation and several Behavioral Guidelines to implement in that single situation.  The Application Plan and Evaluation (pp. 223-224) can help you design a learning experience that will closely fit your needs (note:  this same form is duplicated in the sample journal forms at the end of this manual).


Here are some sample ideas for application activities:
1.	If you are in a leadership position and need to deal with one or more problem situations, read the guidelines on coaching and counseling.  Plan which approach you will use, and plan what to say.  Role play with someone first.  Then, talk with the person you have in mind, using coaching or counseling.  Record the results, including the other person's reaction and how you felt.
2.	Analyze your ability to use the eight supportive communication attributes by examining the results of the diagnostic surveys you have taken and by asking someone you trust to tell you what you do well and what you need to improve on.  Decide on one or two communication attributes that you want to increase your ability in.  Conscientiously try to implement these techniques in your everyday conversation.  Keep a daily record of your attempts, and a detailed account of the results of your attempts.
3.	If you are in a supervisory position, try implementing a personal management interview program.  Talk with superiors and subordinates to clarify the purpose of the interviews, and to negotiate what will be discussed during the interviews, and to decide on the optimal time span between meetings.  What effect do you think the personal management interview program will have?


STEP 4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #3.  Be sure to record what you did, who else was involved, and how you felt.  You may want to keep a record of any daily attempts that you made as you worked on your plan.


STEP 5:  KNOW WHERE YOU ARE GOING

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?  
C	What went well?  What was difficult?
C	If things didn't go as planned, why?  
C	What are the three most important lessons you learned?

Plan for the future by asking yourself: What supportive communication skills are essential for my future?  What situations will provide opportunities to practice and apply what I have learned (e.g., jobs, committee assignments, internships, student organizations, home and family)? You may find it helpful to create a matrix in your journal like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  You do not need to fill in all parts of the matrix, only those skills and situations that are relevant to your own goals.  


	

	SITUATIONS

	SKILLS












































































	Steps to Gaining Power and Influence


In this chapter you will learn that power is a paradox.  When individuals use excessive power, it is inevitably abused.  And yet, an extreme lack of power can be immobilizing.  It is when individual have enough power to do their job -- generally a middle ground between these two extremes -- that individuals become empowered and can use their power to positively influence others.  Since you may be in positions of lower status (i.e., not the CEO), but have important contributions to make, the text also includes tips on how to exercise upward influence and tips on how to stop others' inappropriate influence attempts on you.  

Follow these five steps to learn what is most essential for you.


STEP #1:  KNOW WHERE YOU ARE COMING FROM

Describe an event when you experienced or witnessed the abuse of power or a lack of adequate power.  If possible choose a time that was relatively recent and had a very positive or negative outcome.  Describe who had the power (you or someone else).  What happened?  What were the causes and consequences of that power?  What factors might have reversed the outcome of your experience (either to turn a bad outcome into a good one, or the reverse)?

Summarize your experience by explaining how you think individuals gain power and influence.  Based on your experience, share guidelines that would improve your and others' ability to gain power and exercise appropriate influence.

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of Chapter 5 (pp. 226-228).  Score these surveys using the keys in Appendix I or the Developing Management Skills web site at:  (http://hepg.awl.com/whetten/dms4/).  Record your survey results, summarize your findings, and record your learning objectives.


STEP #2:  LEARN FROM THE TEXT

After reading the Skill Learning section of the text, record answers to the following questions in your journal:
C	Compare your ideas about how individuals gain power and influence with the ideas in the text.  Also compare your list of guidelines generated in Step #1 with the guidelines in the text.  Did the text mention things that you neglected?  Did you think of something not in the text?  

C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1.  After having read the text, would you revise any of these?  If so, how?
C	Identify key Behavioral Guidelines (pp.255-257) which will help you achieve your objectives.


STEP #3:  PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES 

This planning step is one in which you will make crucial choices, so go slow and get some feedback before you proceed with your plan.  First think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in.  



Behavioral
Guideline

Skill Analysis

Skill Practice

Suggested Skill Application Assignments


John DeLorean (3 part case)

Repairing Power Failures

Ann Lyman's Proposal

Cindy's Fast Foods

9:00 to 7:30

1

2

3

4

5

6

1.  Enhance personal power

X

X







X

X









2.  Increase centrality and criticality

X

X







X

X









3. Increase latitude and flexibility of your job

X

X







X

X









4.  Increase visibility

X

X







X

X









5.  Increase relevance 

X

X







X

X









6.  Use reason  appropriately

X



X









X

X





7.  Use reciprocity appropriately

X



X









X

X





8.  Use retribution appropriately

X



X









X

X





9.  Neutralize negative reason strategies







X

X









X



10.  Neutralize negative reciprocal strategies







X

X









X



11.  Neutralize retribution strategies







X

X









X



12.  Sell issues upward





X

















13.  Benefit your boss

























Next, think of situations you are currently in where you could apply the Behavioral Guidelines you feel are most relevant.  Then, design your own skill application activity.  The Application Plan and Evaluation (pp. 272-273) can help you design a learning experience that will closely fit your needs (note: this form is duplicated in the sample journal forms at the end of this manual).  It is best to keep your plan simple so that you can focus on one or two things and do them well.  Your attempt to apply a behavioral guideline in an out-of-class situation will be more successful if you first analyze the situation and have an opportunity to practice (e.g., role play with someone).

Here are some ideas for application activities:
If you feel that you do not have the power necessary in your current job or organizational position to accomplish your objectives, review the Behavioral Guidelines to determine strategies that would increase your power.  The "Gaining Power and Influence" survey can also give you an idea of your strengths and weaknesses.  Then try one of the following:  
1) 	Increase your personal power, using the relevant behavioral guidelines
2) 	Increase your position power, using the relevant behavioral guidelines
3) 	Select proper influence strategies as you deal with others in one or more situations
4) 	Neutralize unwanted influence attempts
5) 	Sell issues to senior managers
6) 	Benefit your boss
Try role playing or at least getting feedback from someone you trust on your plans before implementing them in a real-life situation.  Be sure to record your efforts and the results of your efforts.  


STEP 4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #4.  Be sure to record what you did, who else was involved, what the outcome was, and how you felt.


STEP 5:  REFLECT ON LESSONS LEARNED AND PLAN FOR THE FUTURE 

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?  
C	What went well?  What was difficult?
C	If things didn't go as planned, why?  
C	What are the three most important lessons you learned?

Plan for the future by asking yourself:  What power and influence skills are essential for my future?  What situations will provide opportunities to practice and apply what I have learned (e.g., jobs, committee assignments, internships, student organizations)? You may find it helpful to create a matrix in your journal like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  You do not need to fill in all parts of the matrix, only those skills and situations that are relevant to your own goals.  


	

	SITUATIONS

	SKILLS












































































	Steps to Motivating Others

Motivating others is one of the most important and most perplexing of all management tasks.  This crucial chapter will introduce you to a comprehensive model of motivation which will help you diagnose work-performance problems, enhance individual's abilities, and foster a motivating work environment.

Follow these five steps to learn what is most essential for you to increase your ability to motivate others.


STEP #1:  KNOW WHERE YOU ARE COMING FROM

Describe an event when you were in a position to motivate others, or when you personally had an especially high or low degree of motivation.  If possible, choose a time that was relatively recent and had a very positive or negative outcome.  What happened? Describe your and others' level of motivation, desire, commitment, and ability.  What was the cause of your or others' motivation level?  What were the consequences of motivation on your or others' work performance?    What factors might have reversed the outcome of your experience (either to turn a bad outcome into a good one, or the reverse)?

Summarize your experience by explaining how you think individuals are motivated.  Based on your experience, share guidelines that would improve your and others' ability to motivate others.

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of Chapter 6 (pp.  276-278).  Score these surveys using the keys in Appendix I or the Developing Management Skills web site at:  (http://hepg.awl.com/whetten/dms4/).  Record your survey results, summarize your findings, and record your learning objectives.


STEP #2:  LEARN FROM THE TEXT

After reading the Skill Learning section of the text, record answers to the following questions in your journal:
C	Compare your ideas about how people are motivated with the ideas in the text.  Also compare your list of guidelines generated in Step #1 with the guidelines in the text.  Did the text mention things that you neglected?  Did you think of something not in the text?  
C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1.  After having read the text, would you revise any of these?  If so, how?
C	Identify key Behavioral Guidelines (pp. 300-301) which will help you achieve your objectives.


STEP #3:  PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES 

This planning step is one in which you will make crucial choices, so go slow and get some feedback before you proceed with your plan.  First think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in.  



Behavioral
Guideline

Skill Analysis

Skill Practice

Suggested Skill Application Assignments


Electrologic

Joe Chaney

Work Performance Assessment

Shaheen Matombo

1

2

3

4

1.  Clearly define acceptable performance

X

X

X

X

X





X

2.  Remove obstacles to good performance

X

X

X

X

X

X



X

3.  Make rewards contingent

X







X





X

4.  Discipline for learning

X





X

X



X

X

5.  Transform acceptable to exceptional

X







X





X

6.  Use reinforcing rewards

X







X





X

7.  Check perceptions of equity

X







X





X

8.  Minimize lag time

X







X





X


Next, think of current situations you are in where you could apply the Behavioral Guidelines you think are most important.  Then, design your skill application activity.  It is best to keep your plan simple so that you can focus on just one or two things and excel in them.  The Application Plan and Evaluation (315-316) can help you design a learning experience that will closely fit your needs (note: this form is duplicated in the sample journal forms at the end of this manual).  Your attempt to apply a behavioral guideline in an out-of-class situation will be more successful if you carefully analyze the situation, make a detailed plan, and get some feedback from your teacher before you begin.  If the situation requires communicating with others, make sure you try role playing with someone before you face the real situation.

Here are some ideas for application activities:
1.	Use the performance diagnosis model to find the source of poor performance among one or more individuals that you supervise.  Check your diagnosis with others (peers, leaders, and subordinates) to make sure it is accurate.  Then, given the diagnosis, take positive action to improve performance.  Record your efforts and the results.

2.	Look at Table 5 (p. 293) and reread the text that explains it.  Then carry out a similar experiment among those you supervise.  First, list the things that you think motivate those you supervise (rank order these things in terms of which are most valued, but don't show your rank ordering to others at this point).  Give this list to those you supervise and ask them to add or subtract items from the list, and then rank order the items that are left in terms of how much these things motivate them.  Compare your ideas about what motivates others with what others say motivate them.  Make a plan to revise what rewards are given to your subordinates.  If you can, implement your plan and record what happened.


STEP 4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #3.  Be sure to record what you did, who else was involved, what the outcome was, and how you felt.


STEP 5:  KNOW WHERE YOU ARE GOING

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?  
C	What went well?  What was difficult?
C	If things didn't go as planned, why?  
C	What are the three most important lessons you learned?

Plan for the future by asking yourself: What motivational skills are essential for my future?  What situations will provide opportunities to practice and apply what I have learned (e.g., jobs, committee assignments, internships, student organizations, home and family)? You may find it helpful to create a matrix in your journal like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  


	

	SITUATIONS

	SKILLS






























































	Steps to Managing Conflict


Conflict is a natural part of life in organizations.  It is a valuable part of the creative process, it is often motivational, and it promotes change.  However, serious interpersonal and intergroup conflicts are destructive to people and organizations.  This chapter discusses the sources of interpersonal conflict in organizations.  It also explains different conflict management approaches, including the "collaborative" approach  --  the most optimal, but under-used, approach.  The chapter talks in detail about how to use collaborative problem solving more often, and gives tips for problem initiators, respondents, and mediators.  

Follow these five steps to learn what is most essential for you to increase your ability to manage conflict.


STEP #1:  KNOW WHERE YOU ARE COMING FROM

Describe an event when you had a particularly salient experience with interpersonal conflict in a work-related (or similar) context.  If possible, choose a time that was relatively recent and had a very positive or negative outcome.  What happened?  Why did it happen?  What were the consequences?  What factors might have reversed the outcome of your experience (either to turn a bad outcome into a good one, or the reverse)?

Summarize your experience by explaining the factors you believe are the cause of serious interpersonal confrontations.  Based on your experience, share guidelines that would improve your and others' ability to manage conflict.

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of Chapter 7 (pp.  318-320).  Score these surveys using the keys in Appendix I or the Developing Management Skills web site at:  (http://hepg.awl.com/whetten/dms4/).  Record your survey results, summarize your findings, and record your learning objectives in your journal.


STEP #2:  LEARN FROM THE TEXT

After reading the Skill Learning section of the text, record answers to the following questions in your journal:
C	Compare your idea of why interpersonal confrontations arise with those sources mentioned in the text.  Also, compare your list of guidelines generated in Step #1 with the guidelines in the text.  Did the text mention things that you neglected?  Did you think of something not in the text?  
C	C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1.  After having read the text, would you revise any of these?  If so, how?
C	Identify key Behavioral Guidelines (pp. 346-348) which will help you achieve your objectives.


STEP #3:  PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES 

This planning step is one in which you will make crucial choices, so go slow and get some feedback before you proceed with your plan.  First think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in.  



Behavioral
Guideline

Skill Analysis

Skill Practice

Suggested Skill Application Assignments


EPI

SSS Soft-ware

Brad-ley's Barn

Avocado Comput-ers

Phelps, Inc.

Racism in Org-anizations

Can Larry Fit In?

Meeting at Hartford 

1

2

3

4

5

1.  Identify sources of conflict

X

X

X

X

X







X

X

X

X

X

2.  Collaborate if possible



X

X

X

X







X







X

3.  Use forcing approach carefully

X

X

X











X







X

4.  Use accommodating approach appropriately

X

X



X









X







X

5.  Use compromising approach appropriately

X

X



X

X







X







X

6.  Use avoiding approach appropriately

X

X













X







X

I-1.  Use XYZ approach to describe problems

X









X









X





I-2. Persist until understood

X









X









X





I-3. Manage the agenda

X









X









X





I-4. Make a request

X









X









X





R-1. Establish climate

X











X













R-2. Seek additional info

X











X













R-3. Agree with something

X











X














Behavioral
Guideline

Skill Analysis

Skill Practice

Suggested Skill Application Assignments


EPI

SSS Soft-ware

Brad-ley's Barn

Avocado Comput-ers

Phelps, Inc.

Where's my Talk?

Can Larry Fit In?

Meeting at Hartford 

1

2

3



4

M-1. Acknowledge conflict















X







X



M-2.  Maintain neutrality















X







X



M-3.  Manage discussion















X







X



M-4.  Focus on  interests, not positions















X







X



A-1. Get parties committed

X









X

X

X





X

X



A-2. Follow-up

X









X

X

X





X

X




Next, think of current situations you are in where you could apply the Behavioral Guidelines you think are most important.  Then, design your skill application activity.  It is best to keep your plan simple so that you can focus on just one or two things and excel in them.  The Application Plan and Evaluation (368-369) can help you design a learning experience that will closely fit your needs (note: this form is duplicated in the sample journal forms at the end of this manual).  Your attempt to apply a behavioral guideline in an out-of-class situation will be more successful if you carefully analyze the situation, make a detailed plan, and get some feedback from your teacher before you begin.  If the situation requires communicating with others, make sure you role play with someone before you face the real situation!

Here are some ideas for application activities:
1.	Keep a log of how you resolve conflict for three days.  Record each incident, write down your conflict management approach (i.e., forcing, accommodating, avoiding, compromising, and collaborating), and rate the appropriateness of your approach.  Think about how you can increase your use of the collaborating approach, plan how to do it, and carry out your plan.  Continue your log of how you resolve conflict.  Did your increased use of the collaborative approach make a positive difference?
2.	If you are faced with one or more conflicts, carefully study the guidelines for initiators, responders, and mediators.  Decide how you will approach the problem.  Role play (or talk about what you will say, and the probable reaction of the other party) with a person you trust before you talk with the other party you are having a conflict with.  Work out the problem with the other party using the guidelines.  Record what happened.




STEP 4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #3.  Be sure to record what you did, who else was involved, what the outcome was, and how you felt.


STEP 5:  KNOW WHERE YOU ARE GOING

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?  
C	What went well?  What was difficult?
C	If things didn't go as planned, why?  
C	What are the three most important lessons you learned?

Plan for the future by asking yourself: what conflict management skills are essential for my future?  What situations will provide opportunities to practice and apply what I have learned (e.g., jobs, committee assignments, internships, student organizations, home and family)?

You may find it helpful to create a matrix in your journal like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  You do not need to fill in all parts of the matrix, only those skills and situations that are relevant to your own goals.  


	

	SITUATIONS

	SKILLS










































































	Steps to Empowering and Delegating


Empowerment is a way of enabling others to excel in their work.  This chapter explains common inhibitors of empowerment and how to overcome these in order to help others become empowered.  This chapter also discusses a specific form of empowerment:  delegation.  Guidelines about how and when to delegate are also given.  

Follow these five steps to learn what is most essential for you to increase your ability to empower others.


STEP #1:  KNOW WHERE YOU ARE COMING FROM

Describe an event when you were in a position to empower others or delegate authority to them, or when you were empowered by someone else.  If possible, choose a time that was relatively recent and had a very positive or negative outcome.  What happened? Who was involved?  What was the outcome in terms of your or others' performance and in terms of your or others' self-perception?  How did you feel?  What factors might have reversed the outcome of your experience (either to turn a bad outcome into a good one, or the reverse)?

Summarize your experience by explaining why you think individuals are not often empowered in organizations.  Based on your experience, share guidelines that would improve your and others' ability to empower and delegate effectively.

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of Chapter 8 (pp.  374-376).  Score these surveys using the keys in Appendix I or the Developing Management Skills web site at:  (http://hepg.awl.com/whetten/dms4/).  Record your survey results, summarize your findings, and record your learning objectives in your journal.


STEP #2:  LEARN FROM THE TEXT

After reading the Skill Learning section of the text, record answers to the following questions in your journal:
C	Compare your ideas about why empowerment doesn't often happen in organizations. Also, compare your list of guidelines generated in Step #1 with the guidelines in the text.  Did the text mention things that you neglected?  Did you think of something not in the text?  
C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1.  After having read the text, would you revise any of these?  If so, how?
C	C	Identify key Behavioral Guidelines (pp. 405-407) which will help you achieve your objectives.


STEP #3:  PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES 

This planning step is one in which you will make crucial choices, so go slow and get some feedback before you proceed with your plan.  First think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in.  



Behavioral
Guideline

Skill Analysis

Skill Practice

Suggested Skill Application Assignments


Minding the Store

Changing the Portfolio

Executive Development Associates

Hillside Oaks Ad Company

1

2

3

4

1.  Foster mastery experiences

X



X

X

X

X

X

X

2.  Model behaviors

X



X

X

X

X

X

X

3.  Provide support

X



X

X

X

X

X

X

4.  Arouse positive emotions

X



X

X

X

X

X

X

5.  Provide information

X



X

X

X

X

X

X

6.  Provide resources

X



X

X

X

X

X

X

7.  Involve others in teams

X



X

X

X

X

X

X

8.  Create confidence

X



X

X

X

X

X

X

Del-1.  Determine when to delegate



X

X

X

X



X



Del-2.  Determine whom to delegate to



X

X

X

X



X



Del-3.  Follow rules of effective delegation



X

X

X

X



X




Next, think of current situations you are in where you could apply the Behavioral Guidelines you think are most important.  Then, design your skill application activity.  It is best to keep your plan simple so that you can focus on just one or two things and excel in them.  The Application Plan and Evaluation (415-416) can help you design a learning experience that will closely fit your needs (note: this form is duplicated in the sample journal forms at the end of this manual).  Your attempt to apply a behavioral guideline in an out-of-class situation will be more successful if you carefully analyze the situation, make a detailed plan, and get some feedback from your teacher before you begin.  If the situation requires communicating with others, be sure to role play with someone before you face the real situation.

Here are some ideas for application activities:
1.	If you are a supervisor, coach, or teacher, try using some of the empowerment techniques in the text (e.g., fostering personal mastery experiences, successfully modeling behaviors, providing needed support, etc...).  Keep a record of what techniques you used, who you used them with, when you used them, and what you thought the results were.
2.	If you are in a supervisory or leadership role and need to improve your ability to delegate, study the guidelines in the text.  Decide which two or three guidelines would most improve your ability to delegate.  Practice these guidelines for a week or two.  Record what you did and what the results were.


STEP 4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #3.  Be sure to record what you did, who else was involved, what the outcome was, and how you felt.


STEP 5:  REFLECT ON LESSONS LEARNED AND PLAN FOR THE FUTURE 

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?  
C	What went well?  What was difficult?
C	If things didn't go as planned, why?  
C	What are the three most important lessons you learned?

Plan for the future by asking yourself: What empowering and delegating skills are essential for my future?  What situations will provide opportunities to practice and apply what I have learned (e.g., jobs, committee assignments, internships, student organizations, home and family)?

You may find it helpful to create a matrix in your journal like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  You do not need to fill in all parts of the matrix, only those skills and situations that are relevant to your own goals.  



	

	SITUATIONS

	SKILLS









































































	Steps To Building Effective Teams


Teams are more and more common in organizations, and are considered a more effective way to carry out work that requires the expertise of several different organizational functions and individuals with diverse perspectives.  This chapter discusses the stages of team development, and explains how to build high-performance teams, foster effective teamwork, and conduct effective group meetings.  

Follow these five steps to learn what is most essential for you.


STEP #1:  KNOW WHERE YOU ARE COMING FROM 

Describe an event when you were working in a team.  If possible, choose a time that was relatively recent and had a very positive or negative outcome.  It is best (but not essential) if this experience is drawn from a work-related setting.  Tell what happened.  Who was involved? What were the consequences of teamwork on your and your team members' work performance?  How did you feel?  What factors might have reversed the outcome of your experience (either to turn a bad outcome into a good one, or the reverse)?

Summarize your experience by explaining how you think effective teamwork can be fostered.  Based on your experience, share guidelines that would improve your and others' ability to work in teams effectively. 

Assess your skills by completing the diagnostic surveys in the Skill Assessment section of Chapter 9 (pp.  418-420).  Score these surveys using the keys in Appendix I or the Developing Management Skills web site at:  (http://hepg.awl.com/whetten/dms4/).  Record your survey results, summarize your findings, and record your learning objectives in your journal.


STEP #2:  LEARN FROM THE TEXT

After reading the Skill Learning section of the text, record answers to the following questions in your journal:
C	Compare your ideas about how effective teamwork is fostered with the ideas in the text.  Compare your list of guidelines generated in Step #1 with the guidelines in the text.  Did the text mention things that you neglected?  Did you think of something not in the text?  
C	Did the text shed some light on the experience you wrote about?  If so, what else did you learn?
C	Review your list of strengths and weaknesses and learning objectives recorded in Step #1.  After having read the text, would you revise any of these?  If so, how?
C	C	Identify key Behavioral Guidelines (pp. 456-457) which will help you achieve your objectives.


STEP #3:  PLAN HOW YOU WILL ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES 

This planning step is one in which you will make crucial choices, so go slow and get some feedback before you proceed with your plan.  First think about one or two crucial objectives you identified in Step #2.  The matrix below matches learning activities in the text with Behavioral Guidelines that you may want to increase your skill in.  



Behavioral
Guideline

Skill Analysis

Skill Practice

Suggested Skill Application Assignments


Tallahassee Democrat ELITE

Cash Register Incident

Team Diagnosis 

Jimmy Lincoln

Process Assessment

1

2

3

4

5

6

7

1.  Determine stage of development & respond

X



X





X













2.  Know attributes of high-performing teams

X

X





X



X







X

X

3A.  Help a forming team

X



X





X













3B.  Help a conforming team

X

X

X





X



X

X



X



3C.  Help a storming team

X



X





X













3D.  Help a performing team

X



X





X









X

X

4.  Handle difficult team member behaviors

X













X










Next, think of current situations you are in where you could apply the Behavioral Guidelines you think are most important.  Then, design your skill application activity.  It is best to keep your plan simple so that you can focus on just one or two things and excel in them.  The Application Plan and Evaluation (466-467) can help you design a learning experience that will closely fit your needs (note: this form is duplicated in the sample journal forms at the end of this manual).  Your attempt to apply a behavioral guideline in an out-of-class situation will be more successful if you carefully analyze the situation, make a detailed plan, and get some feedback from your teacher before you begin.  If the situation requires communicating with others, be sure to role play with someone before you face the real situation.

Here are some ideas for application activities:
1.	If you are a leader of a team or group, identify which stage of team development your group is in (see Table 2, p. 427, and try the "Team Diagnosis and Leadership Exercise, pp. 461-463). After identifying the stage of development, examine the appropriate leader behaviors.  Plan how you will increase these behaviors in order to help your team be more effective.  For example, if you determine that your team is in the forming stage, plan how you will establish a foundation of trust, how you can successfully answer questions, how you will model expected behaviors, and how you will clarify goals and expectations.  Carry out your plan.  Record what you did and what the results were.
2.	Improve your team's ability to manage processes by following the guidelines on process assessment, process analysis, and process improvement (see Table 4, Figure 2, and the "Process Assessment" exercise on p.465). This will involve constructing a map of the process, including what jobs are done, and which team members are involved and when.  Then, the process map is analyzed for redundancies, delays, common occurrence of mistakes, and costs that are too high.  Finally, the process is redesigned to improve the outcome and be more efficient.  
3.	Teach a group of team leaders how to handle difficult team members, using guidelines in Table 8 (pp. 454-455). Ask the team leaders to implement these guidelines when situations arise.  Follow up on their efforts, and determine whether they were successful.  

STEP 4:  CARRY OUT YOUR PLAN

Carry out the practice and application activities you planned in Step #3.  Be sure to record what you did, who else was involved, what the outcome was, and how you felt.


STEP 5:  KNOW WHERE YOU ARE GOING

Reflect on lessons learned following the completion of your chosen analysis, practice, and application activities.  Be sure to address the following questions in your journal:
C	Did you meet your objectives?  Why or why not?  
C	What went well?  What was difficult?
C	If things didn't go as planned, why?  
C	What are the three most important lessons you learned?

Plan for the future by asking yourself:  What motivational skills are essential for my future?  What situations will provide opportunities to practice and apply what I have learned (e.g., jobs, committee assignments, internships, student organizations, home and family)?

You may find it helpful to create a matrix in your journal like the one pictured below.  Place an X in the corresponding square if a particular situation provides an opportunity to work on a crucial skill.  You do not need to fill in all parts of the matrix, only those skills and situations that are relevant to your own goals.  
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	STUDENT EXAMPLE OF A JOURNAL 

	Date:  January 25, 1998

SKILL CHOSEN

The skill I want to develop is: Gaining Power and Influence

This is why I want to improve:

Sometimes I have really great ideas, but don't feel like I'm in a position to make a difference.  I don't have any real power, because I'm just starting to get employment related to my education.  Still, I sometimes think of ways to improve things at work, but I'm not sure how to go about expressing my ideas and who I should express my ideas to.  

STEP #1:  KNOW WHERE I AM COMING FROM

My detailed retelling of a past experience, including what happened, who was involved, what the outcome was, how the outcome could have been different, and how I felt:  

The event I am going to describe happened just a few months ago in my fraternity.  The fraternity president, who I will call "Joe,"  was the one in power.  Though we vote to make decisions as a group, Joe often sets the agenda, deciding what we options we have.  Joe also has the power to choose people to be on committees.  Therefore, those of us who are not in Joe's inner circle, have relatively little say about what our fraternity does.

The abuse of power became most evident when we were deciding what kind of philanthropic activity to do for Fall semester.  Our national chapter requires us to spend 150 hours in a philanthropy per semester.  Since there are 50 of us, it usually means that we spend about 3 hours on a Saturday morning doing a project -- not too time consuming.  Joe's "committee"  came up just one idea: do some landscaping for a local business specializing in outdoor wedding receptions and formal parties.  Others, not in Joe's inner circle, asked why we were doing a project for a business rather than a charitable organization.  I suggested assisting a local homeless shelter that I occasionally volunteered in instead.  Joe insisted:  after we gave our "philanthropic service," the owner of the business would allow us to have a party there free.  Besides, the business was owned by a fraternity brother's friend and was on the verge of failing, and he couldn't afford to hire professionals to do the needed work.  While we felt some sympathy of the owner of the struggling business, it was apparent to anyone who thought about it that philanthropic service was just that -- service freely given, without getting something in return.  Most people chose not to think.  I asked if there was going to be a vote.  Joe said that there was really only one well-planned idea, the philanthropic service needed to be done by Saturday in order to meet the national chapter requirements, and so there was nothing to vote on.  Nobody else seemed to want to make an issue about it, besides, there was going to be a party.  

The outcome of the situation was that my fraternity ended up doing the landscaping work and having the party.  I did not attend out of principle, and paid a fraternity fine for doing so.  Another outcome was my loss of faith in Joe's leadership.  Despite the party, several others were disappointed in the increasing lack of democracy in the fraternity, and in Joe's use of his leadership for gratification rather than service.  I believe some of the ideals we stood for as a fraternity were compromised, and that can ruin morale and brotherhood. 

The outcome of the situation could have been altered if Joe had started the process of finding options for a philanthropic activity earlier, and involved more people with different ideas on a committee (say, someone like me).  Democracy, and involvement of others in any way, can't take place at the last minute.  

Based on my experience, here is a description of my understanding of this still, and here are some guidelines on how to achieve competency in this skill (including what not to do):

I think that individuals gain power by being protective of their turf, and not involving others.  Joe's leadership is, in my experience, very common.  Influence on the other hand, is a little trickier.  Because of the rules of the fraternity, I had to pay a fine because I did not attend the philanthropic activity -- evidence of Joe's power as fraternity president over me.  He did not, however, influence what I thought and how I felt.  I hadn't thought much about this before now, but power and influence don't always work together.   I mean, you might have power, but not influence -- like Joe.  Could it also be true that you can have influence even when you don't have power?  I'll have to think about that one.  
Here are some guidelines I came up with based on the experience I just related, and on my past experience with power and influence in general:
1.	If you would like to influence people, allow them to give their input and make choices, even if this means you have to give away some of your power.
2.	Hoarding power and being dictatorial seems to come naturally for most people, so if you want to avoid abusing power, you have to proactively plan to involve others and give them some authority.
I know there must be more to exercising power and influence than this, but this is all I can think of right now.

Diagnostic Assessment results:

My score on the "Gaining Power and Influence" survey was 108.  This puts me well below the lowest quartile among other business students.  This shows I really need some work on these skills.  

According to the "Using Influence Strategies" survey, my primary influence strategy was reason (score=20), my secondary influence strategy was reciprocity (score=13), and my least preferred influence strategy was retribution (score=12).  I was not surprised to learn that reason was my primary strategy.  I was, however, surprised to find that I used retribution at all.  In fact, as I looked over the retribution items I scored the highest in, I noticed that I tended to use retribution when pointing out the natural consequences of their actions (rather than saying I'll punish them myself).  For example, I am likely to say, "If you don't agree to help out, the consequences will be harmful to others."  I think this is O.K.


My strengths and weaknesses: 

My strengths are that I recognize abuses of power and that I'm sold on democratic leadership, which could prevent me from having problems should I ever get a position of leadership.  I also have some ideas about how to get others involved, and I'm fairly good at convincing others when I've given a lot of thought to an idea or proposal.  I'm also good at using reason as a strategy to influence others.

My major weakness (if you can call it that -- it might just be a lack of opportunity) is that I haven't had positions of leadership or power.  And, even if I had one, I'm not confident that I could take control and have others respect me.  
My objectives for improving my skill level are:

My objectives for improving my skill level are the following:
1.	Prepare for positions of power.
2.	Be able to convince others about my ideas, even if I don't have a position of power.


	Date: January 27, 1998

STEP #2:  LEARN FROM THE TEXT

How my ideas about the skill compare to the text, and how my guidelines compare to relevant guidelines in the text:

I just read Ch 5 on Power and Influence.  It was really interesting that some of my ideas meshed really well with those in the text.  For example, my idea about power and influence not always working in tandem was in the text.  The text also mentioned that abuses in power were very common -- another thing that I came up with.  The thing that I failed to give as much weight to is the importance of having enough power to do your job.  I've tended to distrust power in general (maybe out of jealousy since I've never really had any power),  without realizing that some power is crucial. 

My guidelines were good, but the book's guidelines were better (this is not a surprise).  I liked how the text was so specific about how to increase power, and how to use various influence strategies.  I especially liked the ideas about selling issues upward. This cookbook approach looks so easy to do -- you just read it and do it. 

Additional insights from the text on my experience:

If I had only read this before I wrote about this experience!  Joe seems to depend primarily on reciprocity influence strategies, and I just read about how to counter those.  I also learned about why Joe's leadership is ineffective (at least for me) -- he doesn't seem to tie his initiatives into the purpose of the fraternity and the values we are sworn to uphold when we become members.  I also learned there is a great deal of power in being reasonable.  

Revisions of my strengths and weaknesses:

I wouldn't revise the basic strengths and weaknesses I described earlier, but now I can be a little more specific about them.  For example, one of my strengths is that I'm convincing when I'm well-informed about an idea.  According to the text, this means I'm good at using the reason influence strategy -- which is good because it is the best influence strategy overall.  One of my weaknesses is that I don't know much about having power.  The text tells me what I may be weak on:  personal power, centrality & criticality, latitude & flexibility, visibility, and relevance.  

Key Behavioral Guidelines which will help me reach my objectives:

Objective #1:  Prepare for positions of power.
Relevant Behavioral Guidelines:
1.	Enhance personal power (the text explains how in more detail)
2.	Increase the centrality and criticality of your position
3.	Increase the latitude and flexibility of your job
4.	Increase the visibility of your job performance
5.	Increase the relevance of your tasks to the organization

Objective #2:  Be able to convince others about my ideas, even if I don't have a position of power.
Relevant Behavioral Guidelines: 
6.	Use reason strategies
12.	Sell issues upwards


	Date:  January 29, 1998

STEP #3:  PLAN HOW TO ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES

My main objective(s) and relevant Behavioral Guidelines:

To make this project doable, I have trimmed down my objectives to just one:  Be able to sell a good idea I have about improving the work process at my job, even if I don't have a position of power.

The most relevant behavioral guideline is #12 (Sell issues upwards).  Secondarily, I need to make sure that the reason influence tactics I must use fit the situation, so #6 (Use reason strategies when...) is also important.

Skill analysis or practice activities that relate to my learning objectives and which would be useful practice for me (see Skill Learning Activity Matrix for ideas):

The only learning activity that is really relevant is "Ann Lyman's Proposal."   I'll ask my teacher if we could do this activity in class when we cover the topic next week.  If not, I could cover this on my own and ask the teacher for help.  
The setting or situation in which I will apply this skill:

Circumstances: The flow of work at my job at Saguaro Computers is not optimal.  Specifically, I've noticed that customers need to talk directly with computer repairers (like me), instead of just the sales people.  I need to sell this idea to the manager.

Who else? My manager will hear my ideas.  I'll also talk my ideas over with a co-worker who can give me feedback.  I'll also rehearse how I'll present my ideas with a roommate.

When? Next Wednesday when I work in the late afternoon.

Where? At work, hopefully in a place with few distractions.

Specific behaviors I will engage in to apply this skill (for example, what I might say, or what specific actions I will take):

1.	I will carefully think over my ideas about how to improve the workplace, to make sure they are clearly thought out and rational.
2.	I will talk about my ideas with at least one co-worker, to get some feedback.
3.	When I am confident about my idea, I will rehearse what I'll say in front of my roommate, using the guidelines from the text.
4.	I will talk with my manager and try to sell her my idea.

Indications that I have been successful:

I will know I've been successful if.....
1.	My manager is sold on my idea.
2.	If my co-worker is convinced.
3.	If I personally feel that I have learned something from the experience.
4.	If my score on the "Gaining Power and Influence" post test is higher than my pre-test.


	Date: February 7, 1998

STEP #4:  CARRYING OUT MY PLAN

Skill Analysis and Skill Practice activities I did:

In class, we discussed "Ann Lyman's Proposal, and so I got some ideas about the challenges of presenting a new way of doing things when old ways are well-established.  I realized that new ideas are hard to sell, but got some insights about how to do it. One thing we talked about in class was the need to be able to see things from the perspective of others, to let them know we understand their point of view, and to sell our ideas in their own terms, if possible.  I kept these things in mind as I decided how to sell my ideas to my boss.

A description of my skill application activity, including what I did, who else was involved, what the outcome was, and how I felt:

My main objective was to sell a new idea I had about how to make work more efficient at Saguaro Computers, where I am employed part-time.  I was hired by Saguaro just four months ago as a trainee to repair minor computer breakdowns or install new parts.  The pay is pretty good, and this is the first job I've had that is relevant to my major, computer science.  Anyway, the repair/installation process usually works like this:  the customer brings the item to a store sales person who records what the problem is on a form, we fix it, and then the salesperson tells the customer what was fixed and how much it costs.  The problem with this process is that the sales person doesn't have an intricate knowledge of computers.  Because we don't directly interface with the customer, we can't ask a few more questions that might help us more efficiently diagnose the problem.  Also, if the customer has questions about the work we do, the sales person isn't able to answer them..   My idea is to have the customer bring the computer directly to those of us that actually service it, and pick it up from us.  That way we can explain what we did, why, and some details about the computer that would help the customer.  It's actually a pretty simple idea.

Here is what I did to prepare to present my idea to my manager.   First, I carefully thought about my idea of having customers talk directly with those of us who repair the computers and thought it sounded logical.  Second, I talked with a co-worker (actually my trainer) about my idea.  He wasn't very receptive to it.  He said that customers took up a lot of his time.  Since he works for a much higher wage than the those in sales, he thinks it saves the company more money to have the salespeople interface with customers.  I hadn't thought about this point before.  Third, I went back to the drawing board (this caused a delay in my plans).  I figured that the benefits of better customer service might outweigh the cost of the extra time we had to take.  In fact, I could think of several recent cases where customers returned to the store because they had misunderstood something we did, or didn't know how to use the new parts we installed.  A simple explanation from us could have saved them the trouble, and increased our reputation as reliable and helpful computer servicers.  I went back and talked to my co-worker again.  After I explained the benefits to customer service and reminded him of times when customers had returned unsatisfied, he was convinced.  Then, I rehearsed my explanation of the idea and the reasons why it would help to my roommate.  I relied heavily on the guidelines in the book to do it.  
Finally, I talked with my manager.  Like the text suggested, my idea was congruent with my position, I presented the issue honestly and without being self-serving (actually this would create more hassle for me, so it was not self-serving at all), and I explained the payoffs in terms of customer service, and presented supporting stories about customers and their computers.  I was a little nervous, but it turned out O.K.  It went pretty much like I rehearsed, except she interrupted with some questions, which I answered.  She said she thought it was a good idea, and appreciated my initiative.  

After doing this project, I retook the "Gaining Power and Influence" survey.  This time I scored 140 points, putting me in the second quartile -- a significant improvement in my skill level.  How did I feel about the whole experience?  Great.  Next week, I think I'll ask for a raise and promotion (ha, ha).



	Date: February 8, 1997

STEP 5:  KNOW WHERE I AM GOING

How I met (or didn't meet) my objectives:

My original objective was to be able to sell an idea to my manager.  I was able to meet this objective.  However, I have not yet been able to see my idea implemented.  

What went well and what was difficult:

On the whole, everything went very well.  However, it was challenging and time consuming to think about my idea, get feedback, and rehearse it.  When my co-worker didn't like my idea, I felt like abandoning the project.  But, of course, I had to do this assignment, so I thought about how I could use his feedback constructively.  Actually, his arguments against my idea helped me to refine it.  In fact, the manager brought up the same issue, and because my co-worker had brought it up before and forced me to think about it, I was able to give a rational reason why my idea was still good.  
Why some things didn't go as planned:

The only thing that didn't go as planned, was (as I mentioned before), my co-worker's disagreement with my idea.  This delayed the completion of my project by a day or two.  I guess I was wrong to think that things would go seamlessly.  I should have planned for something to go wrong.

The three most important lessons I learned:

I learned a lot from this project.  Here are the three most important lessons I learned:
1.	You can influence people, even when you don't have power, but it takes a lot of thought, effort, and ability to be rational.
2.	While this wasn't my original objective, I was able to increase my power on the job while I was selling my idea to the manager.  In retrospect, I found that I had increased the latitude and flexibility of my job (I would be doing customer service work as well), increased the visibility of my job (my manager saw my work and understood that I cared about the store), increased my centrality and criticality (information would now be routed through me), and increased the relevance of my tasks to the organization (I tied in computer repair with customer service, another top priority of Saguaro).  
3.	Power is necessary to accomplish any work, and power doesn't just have to be "bestowed," but can be obtained by people (even me).  

My plan for improving in the future:

Skills I will continue to work on:

I will continue to work on selling issues upwards.  I think that this is something I can do pretty well.  

New skills I'll try:

I would like to increase my power base by increasing my flexibility, visibility, and relevance.  I would also like to enhance my personal power by fostering attributes of friendliness and enhancing my personal appearance.

Situations I can use to work on my skills:

I would like to continue to work on these skills at work.  I've been thinking that it would also be good to work on these skills in my fraternity.  In fact, I would like to talk with Joe about next semester's philanthropy project, and start working on a proposal to help out at the homeless shelter.  I can think of a lot of arguments for doing it that everyone would find quite convincing -- even without having a party.

My plan is summarized in the following matrix.  X's in the white boxes indicate that the skill in a particular row can be applied in the situation in the corresponding column.




Situations

Skills

fraternity

work



Enhance personal power

X

X



Increase flexibility of job



X



Increase visibility

X

X



Increase relevance

X

X



Sell issues upwards

X

X


















	SAMPLE JOURNAL FORMS


	Sample Journal Form -- #1

Note:  This is just a sample format to give you an idea of what to cover in your journal.  Use it as a guide, and vary it according to your needs.  Use this form to jot down some ideas, but give a printed version to your instructor.  

	Date:  ______________________

SKILL CHOSEN

The skill I want to develop is : ____________________________________

This is why I want to improve:








STEP #1:  KNOW WHERE I AM COMING FROM 

My detailed retelling of a past experience, including what happened, who was involved, what the outcome was, how the outcome could have been different, and how I felt:  (note:  many students write 1 or 2 full pages to adequately retell their experience)














Based on my experience, here is a description of my understanding of this still, and here are some guidelines on how to achieve competency in this skill (including what not to do):









Diagnostic Assessment results:








My strengths and weaknesses:







My objectives for improving my skill level:
	Date: _______________________

STEP #2:  LEARN FROM THE TEXT

How my ideas about the skill compare to the text and how my guidelines compare to relevant guidelines in the text:








Additional insights from the text on my experience:









Revisions of my strengths and weaknesses:








Key Behavioral Guidelines which will help me reach my objectives:


	Date:  _____________________

STEP #3:  PLAN HOW TO ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES

My main objective(s) and relevant Behavioral Guidelines:





Skill analysis or practice activities that relate to my learning objectives and which would be useful practice for me (see Skill Learning Matrix for ideas):






The setting or situation in which I will apply this skill:

Circumstances:

Who else?

When?

Where?


Specific behaviors I will engage in to apply this skill (for example, what I might say, or what specific actions I will take):






Indications that I have been successful:




	Date:  _____________________

STEP #4:  CARRYING OUT MY PLAN

Skill Analysis and Practice activities I did:



A description of my skill application activity, including what I did, who else was involved, the outcome, and how I felt:









	Date: ________________

STEP #5:  KNOW WHERE I AM GOING

How I met (or didn't meet) my objectives:









What went well and what was difficult:










Why some things didn't go as planned:










The three most important lessons I learned:




My plan for improving in the future:

Skills I will continue to work on:



New skills I'll try:



Situations I can use to work on my skills:



My plan is summarized in the following matrix.  X's in the white boxes indicate that the skill in a particular row can be applied in the situation in the corresponding column.




Situations

Skills






































































	Sample Journal Form -- #2

Note:  This is just a sample format to give you an idea of what to cover in your journal.  Use it as a guide, and vary it according to your needs.  Use this form to jot down some ideas, but give a printed version to your instructor.  

	Date:  ______________________

SKILL CHOSEN

The skill I want to develop is : ____________________________________

This is why I want to improve:








STEP #1:  KNOW WHERE I AM COMING FROM 

My detailed retelling of a past experience, including what happened, who was involved, what the outcome was, how the outcome could have been different, and how I felt:  (note:  many students write 1 or 2 full pages to adequately retell their experience)














Based on my experience, here is a description of my understanding of this still, and here are some guidelines on how to achieve competency in this skill (including what not to do):









Diagnostic Assessment results:








My strengths and weaknesses:







My objectives for improving my skill level:
	Date: _______________________

STEP #2:  LEARN FROM THE TEXT

How my ideas about the skill compare to the text, and how my guidelines compare to relevant guidelines in the text:








Additional insights from the text on my experience:









Revisions of my strengths and weaknesses:








Key Behavioral Guidelines which will help me reach my objectives:


	Date:  _____________________

STEP #3:  PLAN HOW TO ANALYZE, PRACTICE, AND APPLY KEY GUIDELINES

My main objective(s) and relevant Behavioral Guidelines:





Skill analysis or practice activities that relate to my learning objectives and which would be useful practice for me (see Skill Learning Matrix for ideas):






The setting or situation in which I will apply this skill:

Circumstances:

Who else?

When?

Where?


Specific behaviors I will engage in to apply this skill (for example, what I might say, or what specific actions I will take):






Indications that I have been successful:




	Date:  _____________________

STEP #4:  CARRYING OUT MY PLAN

Skill Analysis and Practice activities I did:



A description of my skill application activity, including what I did, who else was involved, the outcome, and how I felt:









	Date: ________________

STEP #5:  KNOW WHERE I AM GOING

How I met (or didn't meet) my objectives:









What went well and what was difficult:










Why some things didn't go as planned:










The three most important lessons I learned:




My plan for improving in the future:

Skills I will continue to work on:



New skills I'll try:



Situations I can use to work on my skills:



My plan is summarized in the following matrix.  X's in the white boxes indicate that the skill in a particular row can be applied in the situation in the corresponding column.




Situations

Skills






































































