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Leadership
Lead yourself first. Be clear on what you are committed to achieving. Ask yourself what you care about and why this is important to you.   

Declarations are a statement of what you are committed to, a statement that changes the future. It is like a personal affirmation but for an organizational goal through which you will lead others. Using a full mirror, speak your declaration aloud and pay attention to whether you can stay centered. Don't worry about the words so much at this stage - you can have great words but if you don't believe them they will fall flat. Just try and speak from a connection to your body and what you care about. Start again if you begin to lose your centeredness. 

Next, know your own leadership strengths, perhaps through the StrengthsFinder approach. Then get others with complementary strengths and invest in these strengths of theirs. Don’t focus on their weaknesses.

Show these people the four traits that everyone askes from their leaders: respect, compassion, stability, and direction. As you do so, discuss each person’s strengths in the context of the team and its goals. At the same time, encourage discussions of specific failures with them and in project and performance reviews. Link these discussions and improved future performance so that they can comfortably share and learn from failure.

Decisively speak with clarity, precision, and calmness. When entering a room, assess the size of the space, and look at all of the corners calmly from one vantage point. When speaking to your team, imagine that your back is one side of a triangle, that your listeners are with you in that triangle, and that your words are the triangle’s tip that drives it through the chaos beyond. 

Delegation 
What it really is

Delegating is about assigning meaningful work to others — projects, duties, and other important assignments. When you delegate, you trust another individual; if that individual fails, you're ultimately responsible. Delegating is time-consuming, but it is time well invested. If you don't spend the time upfront, you’ll inevitably spend it in crisis mode later.  

To focus on your most important goals, delegate anything else that you can. You'll get more done more quickly than if you did all the work yourself. Spend your own time where you're much better than your staff since the payoff will be greater. Ask yourself, “Where do I add the most value?”  Not just some, but the most. 
Ultimately, you'll maximize your impact when you can hand over not just specific tasks, but broader responsibilities.
Appropriate and inappropriate tasks
Appropriate tasks
· Detail work
· Information gathering 
· Repetitive assignments
· Surrogate roles: Every day, your subordinates have numerous opportunities to fill in for you. 

· Future duties: Look for ways to train them in their future job responsibilities. 

Inappropriate tasks
· Assignments meant for you personally
Occasionally, your boss may assign a specific task to you with the intention that you personally perform it. She may have good reasons for doing so: You may have a unique perspective that no one else has, or you may have what it takes to do the assignment quickly and accurately. If a task is given to you with the expectation that you, and only you, carry it out, don’t delegate it. You might involve your staff in gathering input, but retain the ultimate responsibility for the task’s final execution.
· Long-term vision and goals

Setting your organization's vision and goals is not for subordinates. Ask for their input, but make the final decision.

· Positive performance feedback

Rewarding and recognizing employees is an important job for every manager.
· Performance appraisals, disciplines, and counseling

When you discipline and counsel your employees, you're giving them the kind of input that only you can provide. You set the goals for your employees, and you set the standards by which you measure their progress. Inevitably, you decide whether your employees have reached the marks you've set or whether they've fallen short. You can't delegate this task effectively.
· Politically sensitive situations

A good delegation agreement

The six elements of a good delegation agreement are the desired results, the guidelines, resources, accountability, the consequences, and the mutual agreeing to the assignment.  

· Desired results: what is to be done and by when
· Guidelines: the parameters within which results are to be accomplished
· Resources: the support available to help get the results
· Accountability: the standards of performance and the date of evaluation
· Consequences: what will happen as a result of the evaluation 

· Mutual agreement: either oral or written

Desired results
Identify what is to be done and by when, and how it is relative to their other priorities. Spell out exactly what you want and don’t want. Quantitative criteria are ideal but not always possible.

When possible, offer samples for clarity. If the assignment is a new duty to the employee, give a template to scaffold the work. Have him visualize the results and describe it in writing. 
Also explain why the task needs to be done and its importance in the grand scheme of things.

Guidelines
Notify the employee upfront of the possible failure paths. She shouldn’t have to figure something out that you already know. While pointing out what methods not to use, don't tell her the ones to use. Let her choose her method so that responsibility for the results stays with her.

Once the two of you agree on the evaluation measurements, give her some latitude based on her experience. Employees need and deserve leeway in their decision making. Ensure that she understands the parameters of her responsibilities and any relevant organizational policies, and then encourage her to be creative and take prudent risks.

Resources
Identify the human, financial, technical, or organizational resources the person can draw on to get the desired results, including how to access them, how to work with others who use the same resources, and what the limits are. Human resources might include collaborators, mentors, trainers, and someone such as you to check in with and discuss progress. 

Be clear, however, that she is the owner of the task. She might call on you or others for ideas or even help with the task, but she is the one overseeing the helpers and ensuring that the task is done well. You might say, “I'm your helper, but my time is limited, and I might not always be available.  But when I'm here, you tell me how I can help.”

MOCHA for personnel resources

If you get the MOCHA acronym right, you can sit all day sipping mochas. This acronym lets you articulate who should play which role, which in turn gets you better results. A person might be in more than one box, and one role might be filled by multiple people. At the very least, there must be an owner, who can then decide who else is involved, including you in any role except owner.

· Manager: Assigns responsibility and holds owner accountable. Makes suggestions, asks hard questions, reviews progress, serves as a resource, and intervenes if the work is off track.

· Owner: Has overall responsibility for the project. Ensures that the work gets done (directly or with helpers) and that others are involved appropriately. There should be only one owner. "We," regarding assignments, means," not me."
· Consultant: Should be asked for input.

· Helper: Available to help do part of the work.

· Approver: Signs off on decisions before they're final.

Accountability 

Agree on the assignment’s standards, rewards, and consequences so that later on, the employee can also evaluate herself, using these standards. Questions to discuss:

· What specific products or activities should we review or see in action to monitor progress?
· When should the milestones occur?
· When and how will we evaluate and discuss how things went?
Monitoring

Use a written or computer-based system for tracking the tasks and dates that you assign to your employee. Supplement your formal tracking system with regular visits to check his progress. If he shows he can perform his job with minimal supervision, have only a few critical checkpoints. If he needs more attention, use more of them.
Questions when checking in

- What one or two things would make this week a success for you?

- How do you know you’re on track?

- How are you checking to make sure that’s working?

- How are you handling X [a specific element]?  

- What seems to be working well?  Why do you think that’s working?

- What are you most worried about? What could go wrong?  
- Have you thought about what you’ll do if Y happens?

- What’s most important out of all those things?

- What makes you say that?

- What kind of data do we have to inform how that’s working?

- Roughly how much of your time are you spending on that?

- What’s your timeline for that?

- Can you give me a specific example?  

- Can we take one specific instance and talk through how you’re approaching it?

- Can we role-play what that might look like?

- What does your agenda for that look like?

- What other options did you consider?
When to get more involved

Be hands-on if there's a crisis or something important is going awry. As the delegator and monitor, circle the land in a helicopter and watch to make sure everything is working smoothly. When you spot smoke, swoop in to engage. Of course when you do this, examine why you need to be so involved. Is it because you're short-staffed? Is there a problem with a particular staffer?

Hands-on or hands-off? Determining your approach

	
	Importance and difficulty of the task

	Skill and Will

(Is the task something the employee has done before or something she enjoys doing?)
	
	Low
	High

	
	Low
	Hands-on
	Very hands-on

	
	High
	Hands-off
	Hands-on


Consequences

Consequences specify what will happen as a result of the evaluation. They might include compensation; opportunities for advancement, training, or development; feedback (either specific praise or constructive criticism), enlarged or diminished stewardship, or termination.

Be ready to absorb a project failure. Even in failing to meet the goal, the employee could make significant progress, which merits reward rather than rebuke. However, failure to meet a goal still deserves reflection on what could have been done differently.
Mutually agree to the assignment

Ask your employee to explain in detail what she thinks the assignment is. If the assignment is complex or will take more than a day, ask her to write a summary of it, including the desired results and the next steps. 

Giving feedback (info for all to have)
Tell the person if this feedback is appreciation, coaching, or evaluation.

3 questions to ask yourself

1. What’s my purpose? Is it appreciating and supporting, coaching, or evaluating and assessing? 

2. Is it the right purpose from my point of view?

3. Is it the right purpose from the other person’s point of view?

Positive evaluating, aka positive discipline

Highlighting good norms does more to change disliked behavior than calling out bad norms. Focus more on evaluating them for positive things they are doing that are important than harping on them for the negative things. Those who have completed the task feel appreciated and recognized for the effort. Be specific and authentic when praising them.

If giving constructive feedback

Only do so when calm.

Perhaps memorize this template: “May I give you some feedback? I noticed/observed/saw/heard that (your data – avoid ‘always’ and ‘never’) _____, and I interpreted this to mean that _____ . This made me feel (emotion/sensation) / think (perception/thought) ____ . I ask that/you need to ______  (BCD - brief, changeable, and descriptive change of action).” 

Silence and no apologies nor couching for what you just said.
To sensitive people

Use their 3rd-person proper-noun name to make them feel less attacked. It is stilted but effective.

They might prefer the feedback in writing (or in an audio recording) so they can reflect on it before giving a response, which itself might be in writing.

Sensitive folks need a while to return to their baseline after receiving feedback. Once they have processed what you said, ask for the impact it had on them.

When they try to change, show your appreciation and encourage them to keep going.  
Receiving feedback (info for all to have)

Adopt a growth mindset

A growth mindset is about what you “can do” whereas a fixed mindset is about what you “are.” Those with a growth mindset see all feedback as coaching, something that can be learned and improved upon, whereas those with a fixed mindset see everything in life as an evaluation.  

Your ability to learn from feedback is what will shape your future the most. If you look at all feedback as coaching, regardless of how nasty the other person sounds, you will feel much better when listening to them.
Seek those with whom you have the hardest time, and ask specifically how you can improve. 

Those who seek out negative feedback – coaching on what they can improve – tend to receive higher performance ratings. 
Think ABCDE

Always Be Challenging Da’ Ego.

Focus on improving just one thing

To start improving, focus on just one thing to improve. If feedback involves too many ideas to keep track of, too many decisions to sort through, or too many changes to make, it’s too much. Our capacity to be aware of change is limited. The one thing should be meaningful and useful.

Ask others for this one thing

Ask: “What’s the one thing you see me doing - or failing to do - that gets in my own way?” Or it might be, “What am I doing (or failing to do) that is contributing to the dynamic between us?”

Evaluate your response to negative feedback

This is critical: Whatever else you do to cope when receiving an evaluation, evaluate yourself on your emotional response to the first evaluation, a score about how you managed the first score. This second evaluation is always in your control, and in the long run, far more important. Make getting a good score here from your higher self a core part of your identity:

“I don’t always succeed, but I take an honest shot at figuring out what there is to learn from the failure. I’m actually pretty good at that.” 
Audio or video-record to self-coach

The most honest coach and evaluator of ourselves is an audio or video recording.   

Visualization exercise for receiving feedback
1. You may want to record this script to an audio file and then play it back.

2. Close your eyes and see “yourself,” in front of you.  While you watch from a detached perspective, this “second you” is going to learn a new approach to criticism.  Do whatever you need to do to feel detached from your second you.  Aim to see him or her farther away, smaller, in black and white only, and inside a protective plexiglass bubble.

3. Watch him or her receive the criticism, with its harmful effects just bouncing off the bubble.  

4. Continue watching as your second you diligently makes a movie or slide of what the critic is saying.  What does that person mean?  Does your second you have enough information to make a clear, detailed picture? If the answer is “no,” have the second you ask for more information. If the answer is “yes,” proceed to the next step.

5. Have your second you decide on a reply. For example, your second you might agree with some of the criticism that you agree with, might nod to the speaker, might thank the person for the feedback, apologize, or might say, “I’ll give it some serious thought” or “I see things differently now,” etc.
Then have your second you take a break for 20 seconds, stand up excitedly, and powerfully do 20 jumping jacks, saying “I LOVE MYSELF, AND I AM SO HAPPY!!!”
6. Does your second you want to use the information you got from this criticism to act differently next time?  If so, have your second you select and use the new behavior.  Have your second you step into this movie and feel what it will be like.

7. Having watched your second you do this, do you want it for yourself? If the answer is “no,” ask yourself how you can modify this strategy so it fits you. If the answer is “yes,” continue.

8. Thank your second you for being a special resource to you in learning this strategy.  Pull your second you into you so that this knowledge becomes fully integrated in you.

Distill real feedback from your emotions and distortions

Our feelings influence and distort the story we tell ourselves about what the feedback means.

Separate the story you tell yourself about the feedback from the actual feedback itself, and then separate your emotions from both of these. 
Charts for containing the feedback

Feedback containment charts help you to see the feedback so that you don’t deny it while at the same time helping you to contain it so that you don’t exaggerate it. Asking, “What is this feedback not about?” gives you a structured way of staying balanced. As you rope off the things that it’s not about, it’s easier to see and learn from what it is about. Figuring out what the feedback is about and then doing something about it takes work, but it becomes easier when you realize that you need to work on one or two discrete things and not everything.

	Feedback containment chart

	What is this about?
	What isn’t this about?

	…
	…

	…
	…


You might also want to draw a t-chart of their positive feedback and their constructive feedback. Doing this helps you to see the feedback in the way it was intended.

	Positive feedback and constructive (negative feedback) together

	Positive feedback
	Constructive (negative) feedback

	…
	…

	…
	…


In private, you might make another two-column t-chart, a column for where you think their feedback is accurate and one for where it is not. Only then decide if you like what they said.

	The constructive feedback itself

	What’s wrong with their feedback
	What might be right

	…
	…

	…
	…


Now contain this feedback of theirs that is right. 

· Time: Being lousy at it now doesn’t mean we were always lousy at it and will always be.
· Specificity: Being lousy at it doesn’t make us lousy at other things. 
· People: If one person thinks we’re lousy at it, others might think we aren’t. That first person’s view of us doing it might change over time, and they might think we aren’t lousy at unrelated things.

	Containing the constructive/negative feedback that might be right

	When did I do it badly?
	What did I do badly?
	Who thinks I did it badly?

	…
	…
	…

	…
	…
	…


Try out their feedback in small doses

Even if you don’t like the feedback, try it out in small doses, perhaps when they are not around, when the stakes are low, and the potential upside is great. You might be surprised that you feel better and more confident after incorporating their feedback. There are significant life rewards for being willing to test out feedback even when you’re not sure it’s right or even pretty sure it’s wrong. At the very least, it shows the giver you are open to trying their advice.

If very sensitive to criticism

If you are sensitive to criticism, ask for it in writing. If that is not an option, ask to audio-record it without responding or expressing emotion so you can then take 24 hours to process it. You may want to say, “I want to reflect on what you said and see it in the light that was intended.”

You may want to reply in writing and ask for their opinion about your own improvement plan based on that feedback.  But always go back in person eventually and say, "Thank you. I appreciate this feedback. If I understand correctly, you're saying that…"  

If you are being coached in particular
Looking back: 
· What did you observe about me, the world, or whatever matters to this topic? 
· What can you see that I can’t? (What am I blind to?) 

Looking forward: 
· How can I improve? 
· What would I do or say to implement it? 
· Show me, model it, or give me an example.
If you are being evaluated in particular
Evaluation has three parts: assessment, consequences, and judgment. Assessment ranks you and tells you where you stand. Consequences are about the real-world outcomes that result from the assessment. Judgment is the story we tell ourselves – most likely an erroneous one - about the assessment and its consequences. By looking at the parts of evaluation this way, you can focus on what you want to discuss with the feedback giver. Are you in agreement with the assessment but not the judgment?

What’s hard about an evaluation is the consequence, real or imagined. Realistically and accurately size the future consequences. We often fail to distinguish between consequences that will happen and consequences that might happen, so we worry about it as if it all will happen. 
Questions to ask 

Looking back:

· What were the criteria you used? 
· What did you consider to be the most important? 
· Are these concerns I should know about? 
· Are there skills or experience that I am missing?

Looking forward:

· What are the consequences? 
· What does this mean for me? 
· What will happen next? 
· How will this affect me in the coming year? 
· What is the most important thing that I should be thinking about or working on? 
· When might we reassess?

3 boundaries for receiving feedback
Sometimes you have to reject feedback “and” affirm the relationship. Letting feedback givers know what they can help you with may be the incentive they need to cut down on the advice you don’t want to hear about.
1. “I’m happy to hear your feedback, and I may not take it.” 
a. When you solicit suggestions you know you may not take, you can avoid heartache by saying so upfront. Explain your reasons carefully.

2. “Not now, not about that. I don’t want feedback about that subject right now. I need time or space, or this is too sensitive a subject right now.”  

a. With this second boundary, you are not only establishing your right to decide whether to take the feedback, you’re establishing your right to be free of the topic altogether. You understand where they’re coming from, but right now you need them to back off. There just isn’t anything more to say on the subject, and you don’t have the emotional energy to continue the conversation.

3. “Stop, or I will leave the relationship.”

a. If the person can’t keep their judgments to themselves, if they can’t accept you the way you are now, then you will leave the relationship, or change its terms. 
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