
FOUR METHODS AND FOUR STEPS 
TO FAST-TRACK MENTORING
Beverly Kaye

WHAT MENTORS DO

Everyone brings unique experiences and expertise to the mentoring relationship. Allowing men-
tors to begin with their strengths gives them confidence and comfort with the process. Here are
four different ways mentors can work with their partners. Mentors can try on each of these to see
which works best for them.
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Guide

✓ Helps partners in their learning by showing them different paths and warning of
potential pitfalls.

✓ Shares strategic views of the organization.

✓ Helps partners reflect on their attitudes, skills, and patterns of behaviors and whether
they help or hinder their success.

✓ Asks questions that challenge partners to think, analyze, and probe for meaning.

Ally

✓ Provides a risk-free environment in which partners can vent frustrations, share
difficulties, and seek other perspectives. 

✓ Appraises behaviors and helps partners see how others perceive them.

✓ Talks straight, not as a critic or judge, but as a candid and honest partner. 

✓ Provides specific feedback and impressions—favorable and unfavorable—to support
partners’ personal growth.

Catalyst

✓ Motivates partners’ enthusiasm and initiative.

✓ Helps partners see their future in the organization with a new insight and vision.

✓ Sees unanticipated possibilities that partners might make happen.

✓ Focuses on encouraging partners to discuss ideas, visions, and creative concepts that
might not find a forum elsewhere.

Advocate

✓ Champions the ideas and interests of partners so that visibility and exposure is gained.

✓ Helps partners by opening opportunities for specific learning experiences. 

✓ Captures the attention of significant others to help effectively connect partners.

✓ Uses a powerful voice to bring partners’ ideas to the people in the organization who
have the authority to implement them.
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FOUR METHODS AND FOUR STEPS TO FAST-TRACK
MENTORING (CONT.)
HOW MENTORS DO WHAT THEY DO

A practical and direct process for use by new or seasoned mentors can be mastered in four 
simple steps.

STEP 1: EXTEND YOUR REACH

Managers often report that one of the most satisfying parts of their job is when they have the
opportunity to share their knowledge, experiences, and insight with others. Reaching beyond the
daily responsibilities of their job and profoundly affecting the growth and development of 
others brings the manager immediate rewards and the organization long-lasting benefits. Fast-
track mentoring education begins with “where and how” to offer help to learning partners.

STEP 2: LISTEN, DON’T PREACH

The mentor’s job does not start with giving advice—it begins with listening. A mentor needs to
hear what their partners want from the process. It is also critical to learn about development
needs and expectations. A good mentor must learn to explore the focus and understand the goals
of their partners.

STEP 3: DO MORE THAN TEACH

The traditional mentor was a teacher—but today it takes much more to be a successful mentor.
Four different conversation styles, which have been proven to promote learning and transmit
knowledge quickly, can be used. Mentors need to learn how to share their stories, encourage dia-
log, debrief their partner’s experiences, and help build network connections for their partners. As
stated in step 2, the mentor’s job does not start with giving advice—it begins with listening. You
need to hear what your partner wants from the process and from you. It is critical to learn about
development needs and expectations.

STEP 4: DEFINE ACTIONS FOR EACH

Mentoring partners have equal responsibilities in making the process work. They need specific action
plans so that both mentor and partner can measure the progress of their work together. The mentor-
ing process can be a great source of personal learning and satisfaction for everyone. But much of its
success depends on finding the right balance between doing too much and doing too little.

HOW EVERYONE BENEFITS
Though the time-honored practice of mentoring has always been with us, it is now more than
ever a dynamic tool for building collaborative relationships. Organizations need a simple but ele-
gant way to demystify the mentoring journey. It also should work to develop the mentor as he or
she works to develop others. 

A successful process should provide mentors and their partners with specifics on what to do,
what to talk about, and how to take action. Mentoring in the fast-track format might well be one
of the most powerful ways to engage and retain both employees and managers. It should also
provide a payback for the organization so that talent can be recognized and grown. 
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HIRING BREAKTHROUGH THINKERS 
Jeanne Baer

Hiring for creative talent is not simple. However, seven factors can help you make a wise choice: 
1. Does the candidate have a prior history of creative work? What can she tell or show you as

examples? Look for examples of great ideas that also fulfilled a need, not simply interesting
sounding ideas that were too outré to be ultimately successful. Ask experienced-based 
questions, such as, “Tell me about a time when you had to think out of the box. How about
a time when a solution you proposed didn’t work? Was there a time when you worked with
a team to improve a process, product, or service?” 

2. Does the candidate think of himself as creative? It may sound positively Pygmalion-esque,
but the power of positive expectation is strong. People who expect themselves to have great
ideas are off and running in pursuit of them, while people who are uncertain of their 
abilities waste hours whining. 

3. How does the candidate react to others’ ideas? Does she seem flexible and nonjudgmental
when presented with potential solutions to a problem? You can sometimes observe this
behavior by asking several candidates to solve a problem together.

4. What is the candidate’s attitude about problems? Does he look at situations as problems (to
be solved) or as conditions (to be tolerated or, worse, complained about)? Does he seem to
perceive problems as threats or as exciting challenges? You might be able to discern the 
person’s attitude by presenting him with a scenario and asking for a reaction.

5. Does she have a sense of humor? Usually people who do are also capable of seeing a situa-
tion from several perspectives and of approaching it with flexibility. 

6. Does the candidate have breadth and depth of experience? Though creative insight seems to
come from “nowhere,” it actually depends on detailed past experience with similar 
problems. That does not necessarily mean that the candidate with the longest work history
has the advantage; has the person been doing the same-old same-old work for 20 years? The
broader the base of a person’s experience is, the greater his variety of behavior and 
problem-solving skills will be.

7. Will the candidate thrive in your culture? Ask, “What kind of environment helps you be 
creative?” Possible answers include, “I usually get my best ideas working alone. I love
bouncing ideas off of other people. I like to express my creativity with props, toys, and other
items to stimulate my thinking. I need a lot of flexibility, no supervision.” Whatever the
answer, you can decide whether it fits your situation!

But before you dash off to go “shopping” for a breakthrough-thinking genius, consider one more
thing: You might not need to. You are probably already surrounded by employees whose ideas
can make a tremendous difference in your organization. 
Use their creativity in small, incremental ways: For example, accountants figure out how to elim-
inate steps in a billing process, production workers suggest ways to avoid costly errors on the
line, and truck drivers load their trucks so that the freight can be off-loaded faster. At American
Airlines, a flight attendant pointed out a way to save eight cents per flight on unneeded dispos-
able coffee pot lids. It might seem trivial, but it saved the airline US $62,000 per year. 
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MANAGING BREAKTHROUGH THINKERS 

So encourage every employee to generate at least one idea every week, to solve a problem, or to
seize an opportunity. Implement the best ideas, but praise all of them. After all, the only way to
get super ideas is to get a lot of them! 

Credit Tom Watson Jr., former chairman of IBM, for inventing the term wild ducks to describe
his creative R&D people. Watson used to tell a parable about wild ducks that went something
like this: 

There was once a magnificent flock of ducks, which was heading south for the winter. One day
they flew to the ground to rest for a bit and were delighted when a bird lover saw them and
threw a bucket load of tasty treats out to them. The next day, he returned with another lavish
smorgasbord, persuading the ducks to just hang out and vacation for a while! Naturally, the
longer the feathered squatters camped in this Garden of Eden, the tamer (and fatter) they got,
until they could only waddle and belch from place to place. Unable to fly, they became lazy,
mooching pets.

The moral of the tale? You can tame wild ducks, but you cannot make tamed ducks wild again.
What about your own wild ducks? Yes, they rock the boat, march to the beat of a different drum-
mer, and annoy those who follow all the rules. They are sometimes more interested in realizing
their own vision than in meeting deadlines or budgets. 

FIVE WAYS TO HELP YOUR MAGNIFICENT WILD DUCKS FLY HAPPILY 
AND PRODUCTIVELY IN FORMATION 

1. Make the environment safe for creativity: Give people prompt feedback on their ideas; make
them feel safe to take risks; and, when they have a terrific idea, make it possible for them to
implement it. When a seemingly good idea fails, do not sweep it under the rug. Discuss how
it advanced knowledge on the topic, and talk about what might be done next time to get bet-
ter results. 

2. Encourage a little creative chaos and conflict: When everyone is orderly and in agreement,
solutions are same-old same-old. When people actively brainstorm and respectfully argue,
innovative solutions are discovered. 

3. Provide plenty of recognition: Wild ducks throw their hearts and souls—their whole identi-
ties—into their work. Recognize them within your organization; maybe you can even start a
“hall of fame” for the creative people who have made significant contributions. If possible,
extend recognition beyond your company. Encourage them to enter their work in a regional
or national competition run by their professional association, or see if you can wangle recog-
nition on the association’s Website. 

4. Control the ends, but not the means to the ends: Freedom is a very strong need among 
creative people; it gives them a sense of control over their work and ideas. But even if micro-
management is the worst nightmare for wild ducks, they cannot be allowed to fly around aim-
lessly. Legendary entrepreneur John Kao advises managers to “Practice empathy. Don’t kow-
tow to the rhythm of creative work, but always respect it.” In other words, give people respon-
sibility for coming up with the process and responsibility for meeting deadlines. 
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5. Help wild ducks see how their contribution fits into the big picture and the company’s goals:
You can give them well-deserved praise, and you can steer them away from being creative
just to be creative. After all, if their creation does not address the needs of your customers—
if the solution is merely “elegant” or “fascinating”—it is not enough. 

Managing wild ducks is an exasperating and exhilarating challenge. But take a page from the
wild ducks’ playbook: Be entrepreneurial yourself and take a few risks. Whenever possible, give
creative people stimulating, useful, and worthwhile projects to work on. After all, the opportu-
nity to solve an interesting problem is what gets many of us out of bed every day! 

If you create a conducive environment, your breakthrough thinkers will not only drag themselves
out of bed, they will take to the skies and fly with the eagles. You and they will be pleased with
the results. 
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SIX METHODS FOR WORKING WITH RESISTANCE
Robyn Wagner Skarbek

Webster’s dictionary defines resistance as “(1) The act or capacity of resisting (2) A force that
opposes or retards.” However one chooses to define resistance, a visceral reaction is associated
with the term. It can foster feelings of anxiety, fear, anger, or confusion. Working with resistance
is a challenge that practitioners (trainers, performance consultants, organization development
consultants, sales consultants, or other helping professions) deal with regularly. Working with
resistance can occur effectively with the right skills and competencies. 

Resistance develops in response to an unwillingness to give something up, a sense of comfort
with stability rather than with change, a belief that the change does not make sense, or fear of
the unknown. Given all that is known about adult learning, it is rational to acknowledge that
adults have anxiety about trying something new and find comfort in known structures and
processes. Another significant source of resistance is a lack of understanding regarding the 
reasons behind the change. Once resistance is generated, it can manifest itself through defense
mechanisms, including repression and denial.

Working with resistance challenges practitioners to be grounded in the theory of their intervention
or solution and to utilize strong consulting skills. Here are six methods for coping with resistance.

1. Inclusion: Including the client in planning and designing the change process is critical to 
surfacing resistance early and to promoting client ownership of the solution. Partnering with
the client through any consulting engagement creates an environment in which clients feel
safe enough to voice their concerns and enables the practitioner to effectively address the
client’s concerns.

2. Recognize that resistance is a natural reaction: With our knowledge of adult learning, we 
recognize that adults find comfort in what they know and that anxiety can be generated when
something new is introduced. If an atmosphere of trust and openness has been created, then
clients feel comfortable expressing their concerns. The time for the practitioner to be con-
cerned is when resistance is not being expressed at all. This could indicate that the client does
not feel safe enough to share concerns, thoughts, or feelings and the practitioner will not have
the opportunity to address them. Recognize that resistance is natural and, if it is being
expressed, the practitioner is making a genuine connection with the client

3. Recognize resistance is a “buying signal”: Expressing resistance is a sign that the client is
seriously considering adopting the options presented. The client is mentally walking through
the process and identifying points of concern or question. This is why it is important to shift
the paradigm from “overcoming” resistance to “working with” it. Overcoming resistance con-
notes “making it go away.” A slight shift in words leads to a significant shift in thinking. In
working with resistance, practitioners engage the client and generate a meaningful dialogue
about the impending change, product purchase, and so forth.
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SIX METHODS FOR WORKING WITH RESISTANCE
(CONT.)

4. Listen empathetically: Genuinely listening to the clients’ concerns, expressing empathy, and
comprehensively addressing their concerns all help practitioners work with resistance. This
method includes remaining silent and not interrupting the client, maintaining eye contact,
and/or providing verbal acknowledgment (especially if working virtually) and paraphrasing
to ensure that their message was received in the manner intended. A natural reaction from the
practitioner is to address clients’ concerns and move quickly through the process. A key piece
is to meet clients where they are and then move forward together. The more time you spend
up front, working with concerns, the less likely there will be surprises further along in the
process.

5. Explain the reasoning behind the initiative: Adults learn better when they understand the why
behind a new initiative. Address this component in all communications and be willing to
address it as many times as necessary. Just as everyone expresses resistance in a unique way,
individuals vary in their adaptation processes. Adults can hear only what they are ready to
hear as they adapt to the change. Therefore, communicating frequently throughout the
process, using multiple communication mediums, and including the reasons behind the
change all facilitate working with resistance.

6. Analyze the audience: Determine where the group is right now and engage them at that point.
If you are at a feedback meeting and clients are expressing resistance, explore what is gener-
ating the resistance and where it focused. Then address it to let the audience know they have
been heard. Make the process transparent so the clients are aware of the resistance and feel
they are a part of addressing it.

Change stirs people’s emotions at a deep level and it is critical not to underestimate the impact of
emotions. By working with resistance rather than trying to overcome it, organizations and practi-
tioners can learn to value resistance because people are seriously considering the new state. The
questions generated and the resistance exhibited can help identify previously unseen leverage
points and facilitate an engagement that is appreciated and valued by the client.
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THE QUICK GUIDE TO PROGRAM MANAGEMENT 
IN FIVE SHORT STEPS
Mark Casey

Step

❶ Description

The overall program description is a cornerstone to any project, defining the client’s
needs and expectations. The description offers the entire team an idea of what the
final product resembles, and answers basic questions like, where are they/we now?
and where do we need to be?

While drafting the description for your program, ask and answer the following
questions:

• What is the project?
• What problem will this product resolve?
• Why is the project important to the client?
• What challenges are immediately clear?
• What might the completed project resemble?
• Where are we right now?

❷ Roles

Roles define each team member’s identity on the project. They allow individual
members to determine where they fit in the scope of the project and in the hierarchal
structure of the team. Defining how each role touches the end product demonstrates
the importance of each team member and stresses the necessity of a cohesive
working unit—the project team.

While drafting the role descriptions for your program, ask and answer the following
questions:

• What is the title of the role?
• What is the role’s relationship to the final product?
• What is the role’s relationship to the customer?
• What is the role’s relationship to their teammates?
• Where does the role fit in the project schema?
• Where does the role fit in the project table of organization?

❸ Expectations

Clear expectations allow staff to gauge their level of activity and the type of output
required of them to ensure the success of the project. Communicating the
expectations in a clear and concise manner helps team members understand how their
contributions have a direct impact on their fellow members’ deliverables and the
overall success of the project.

While drafting expectations for each of your team members, ask and answer the
following questions:
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THE QUICK GUIDE TO PROGRAM MANAGEMENT 
IN FIVE SHORT STEPS (CONT.)

• What will you deliver?
• Where does your deliverable fit in the sequence of events?
• Who are you working alongside?
• Who is counting on your deliverable? Whom are you counting on?
• How is the deliverable important to the project?

❹ Feedback

Draft a plan that tells all members of your team how and when they will receive
feedback. Providing team members with an idea of the type of feedback they can
expect, as well as the channel through which they receive it, levels their expectations
and ensures a smooth line of communication throughout the project—netting out to a
positive impact on the final product.

While drafting a feedback schedule and plan for each of your team members, ask and
answer the following questions:

• How often will you receive feedback?
• How will you hear about feedback?
• Who will provide you feedback?
• What should you do with the feedback?

❺ Tools

Give your team members the tools they need to complete the job. Tools can
encompass a variety of resources, ranging from skills training to software upgrades.
Each team member should be consulted to determine what, if anything, is needed to
accomplish his or her portion of the project. Remember that needs can change; keep
that feedback mechanism working to ensure that your team members can get their
hands on any tools they might need along the way.

When discussing what tools your team members might require, ask and get answers
to the following questions:

• What information do you need to get your job done?
• Do you think you will need any additional support during the project?
• Should we consider purchasing any software or hardware?
• Are there books, courses, or otherwise that would better enable you to complete

your deliverables?

A tool for each project should also include an informational diagram that identifies
the points of intersection for each role throughout the project. The points could be
related to specific deliverables or, as the software development project demonstrates
in Figure 1, by contract phase.
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Figure 1: Program Phases by Role
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SEVEN STUPID THINGS PEOPLE DO WHEN THEY
ATTEMPT STRATEGIC THINKING AND PLANNING
Roger Kaufman

STRATEGIC PLANNING STUPID THING #1—
CALL ALL LEVELS OF PLANNING “STRATEGIC” (WHILE NOT ALIGNING SOCIETAL VALUE ADDED,
ORGANIZATIONAL CONTRIBUTIONS AND VALUE ADDED, AND INDIVIDUAL PERFORMANCE

CONTRIBUTIONS AND VALUE ADDED VALUE).

“Strategic planning” is popular, even with some critics regarding the topic and methods
employed. So to be in vogue, most people call any kind of planning “strategic”; that turns out to
not be rational, realistic, or functional. In reality (and sensible practice,) there are three levels of
planning: strategic, tactical, and operational. These three levels account for and align what any
organization uses, does, produces, and delivers that adds measurable value to external clients.

Levels of Planning Table

Subset of Strategic Planning Stupid Thing #1: Use a “systems” approach. The commonly
used (and abused) systems perspective focuses on one area out of the whole, such as human per-
formance technology (HPT), workplace learning, marketing, selling, manufacturing, organiza-
tional culture, or whatever. Then it intends to look at all the interactions among those immediate
parts of the targeted system: thus a systems perspective. A systems approach looks only at pieces,
parts, isolated elements; it never looks at any organization as a whole, as it is nested in our shared
society.

The basic, ethical, practical, and most useful system approach for any strategic thinking and
planning perspective is society, now and in the future. I call this level of planning the megalevel,
where the primary client and beneficiary is society. If you are not adding value to society, you
are likely subtracting it.
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SEVEN STUPID THINGS PEOPLE DO WHEN THEY
ATTEMPT STRATEGIC THINKING AND PLANNING
(CONT.)

STRATEGIC PLANNING STUPID THING #2—
CONFUSE ENDS AND MEANS, AND BLUR STRATEGY, TACTICS, OPERATIONS, AND METHODS.

Many people think “strategy” is about means, or how to do it. That is not helpful. Strategy is
about ends, consequences, and results. Strategic planning does not talk about means, resources,
methods, or techniques. It only defines and justifies what value we are to add to external clients
and society. Tactical planning is based on strategic planning results and identifies possible ways
and means to meet strategic (mega) objectives. Operations are about using what you selected
(based on previous plans) using appropriate methods. Strategic, tactical, and operational plan-
ning is about ends. Confusing and blurring strategy, tactics, operations, and methods is stupid.

Subset of Strategic Planning Stupid Thing #2: Prepare objectives that include the methods
and resources in the statement. Objectives should never include how you are going to get the
result accomplished. To do so is just plain destructive by selecting the solution before you have
defined and justified the problem. Doing so is stupid indeed.

STRATEGIC PLANNING STUPID THING #3—
BASE YOUR STRATEGIC PLAN ONLY ON PERCEPTIONS, NOT ON PERFORMANCE RESULTS DATA.

If the strategic plan is not based on delivering required results and payoffs, it will not be useful.
And just getting people’s perceptions will likely deliver a weak or useless strategic plan. How
does one get the valid performance data on which to base a useful plan? Not by just asking 
people. One gets it by doing a “needs assessment” (not a “wants assessment”), in which gaps in
results for external clients and society are identified and selected. 

Subset of Strategic Planning Stupid Thing #3: Assume that some things are just not 
measurable. Contrary to conventional (and uninformed) wisdom, if you can name it, you are
measuring it. There are mathematical scales of measurement for purposes stated in nominal,
ordinal, interval, and ratio scales. 

STRATEGIC PLANNING STUPID THING #4—
DEFINE “NEEDS” AS GAPS IN RESOURCES OR METHODS (THUS CONFUSING ENDS AND MEANS).

Unfortunate for performance accomplishment professionals is the day that Maslow and his hier-
archy of needs became the Holy Grail of performance improvement. If you want to follow this
fine gentleman’s advice and use “need” as a verb—a means or a resource—you will be in good
but failing company. 
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If you want to avoid the sin of not basing your strategic plan on hard performance data, never
use “need” as a verb; use it only to define a gap in results. Any time you use “need” as a verb—
such as “need to,” “need for,” “needing”—you are moving to select means and resources before
defining and substantiating a problem as a gap in results that should be closed.

Subset of Strategic Planning Stupid Thing #4: Do a “training needs assessment.” This 
usually places the focus on a means (training) and not ends (performance). If you believe
Deming and Juran, starting with “training”—a means, not an end—you will be wrong 80 to 90
percent of the time. Why? They note that 80 to 90 percent of all performance breakdowns are
not individual performance breakdowns but system (and, I suggest, also external) breakdowns.
Why do an assessment before doing one at the mega-, macro-, and microlevels. No matter how
well you fix a performance problem at the individual performance level, if the real problem is
elsewhere, all you do is spend money and frustrate people. Choosing an approach that is so often
wrong might be considered stupid. Or ill informed.

STRATEGIC PLANNING STUPID THING #5—
LET A FRIENDLY GROUP DEVELOP THE STRATEGIC PLAN.

Any plan, any initiative, any change (and strategic plans, by their nature, usually call for change)
will predictably fail if people who are charged with implementing it feel they are not part of its
development. So, even though it is a bit more challenging, get a representative group of stake-
holders to develop the plan. To get what Peter Drucker terms “transfer of ownership,” be sure
that both internal and external clients and society are represented.

STRATEGIC PLANNING STUPID THING #6—
TARGET YOUR ORGANIZATION AS THE PRIMARY BENEFICIARY OF THE STRATEGIC PLAN.

If strategic planning stops at the organization’s front door, you might be on your way to becom-
ing another Enron, WorldCom, Tyco, or Andersen. They all took themselves on (as did a few
executives) as the most important beneficiaries—as the primary client of the strategic plan. And
if you really like failed strategic plans, go and benchmark theirs. If you were to read their pub-
lished missions and visions and believed them, you are what you do and accomplish, not what
you say alone.

STRATEGIC PLANNING STUPID THING #7—
DISMISS ALL OF THIS AS “NOT PRACTICAL, NOT REAL WORLD,” 
OR “BECAUSE THIS IS NOT WHAT THE BIG PLAYERS DO.”

You are right. What is suggested here is not the conventional wisdom. And it is not the way
Enron, Tyco, Andersen, or the dot.coms did strategic planning. It is also not the way most 
people think about and do what they call strategic planning.

If you want to avoid disastrous mistakes, following is a brief of the approach I use (and I don’t
want to be accused of being stupid). It is a view from a higher altitude that will point you in the
right direction. Is it magic? No. But it combines practicality and ethics. It could well put an end
to the stupidity of doing strategic planning that fails. Here are six critical success factors for
developing a useful strategic plan.
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SEVEN STUPID THINGS PEOPLE DO WHEN THEY
ATTEMPT STRATEGIC THINKING AND PLANNING
(CONT.)

SIX CRITICAL FACTORS OF STRATEGIC PLANNING

Strategic planning can and should be productive and useful. You can operate so that you ask and
answer useful and important questions. You can choose to avoid the seven things that can derail
any strategic planning effort. Here is a decision checklist for you to use.
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• Move out of your comfort zone—today’s paradigms—and use new and the widest bound-
aries for thinking, planning, doing, evaluating, and continuously improving.

• Differentiate between ends (what) and means (how).

• Prepare all objectives (including those for mega-, macro-, and microlevels) that
rigorously state where you are headed and how to tell when you have arrived.

• Define “need” as a gap between current and desired results, not as insufficient levels of
means or resources.

• Use and link all three levels of planning and results: mega/outcomes, macro/outputs,
and micro/products.

• Use an ideal vision (the kind of world we want to create for tomorrow’s child stated in 
measurable terms) as the basis for all thinking and planning: the megalevel.
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FIVE TIPS FOR BUILDING TRUST IN 
YOUR ORGANIZATION
Doug Leigh

Few things can help an individual more than to place responsibility on him, and to let him know
that you trust him.

—Booker T. Washington, reformer, educator, and author (1856–1915)

What is trust? Julian Rotter, who applied his Social Learning theory in various investigations of
trust (1971, 1980a, 1980b), defined the concept as “an expectancy held by an individual or group
that the word, promise, verbal or written statement of another individual or group can be counted
on” (1967, p. 651). Trust exists within a context within which individuals do what they say they
are going to do—a context of integrity (Carter, 1996). Whereas distrust serves the purpose of
impeding cooperation when evidence comes to light that an individual has not been consistent
with his or her word, trust can establish a ground for cooperation (Hardin, 2002). Specifically,
Hardin (2002) points out that (a) trust is a relationship within which I trust you regarding a spe-
cific matter, (b) I trust you because I believe it is in your interest to attend to my interest regard-
ing that matter, and (c) trust is a cognitive notion which, like belief, we do not choose but rather
of which we are convinced or discover. But how does trust come about? The emergence of trust
between individuals typically unfolds in situations with the following five features.

1. Trust creates opportunities for cooperation. Prior first-hand experience with another is not a
necessary prerequisite for the establishment of relationships within which trust is possible.
For example, you and I might have had a working relationship in the past; we might have
been recommended to one another by a mutual associate; or we simply might have been
assigned to work cooperatively on a given task. In any case, this opportunity provides an
opening for dialogue regarding possible new cooperative efforts.

2. Trust allows requests to be made and invitations to be extended. Except for those 
cooperative efforts to which we are assigned, the opportunity to cooperate allows for either
a request to perform a given task at one’s behest (for example, asking me to input data into
a spreadsheet) or an invitation to work collaboratively in an undertaking (for example, offer-
ing to share the task of interviewing job applicants). These actions might be one-time (such
as photocopying an article from a trade journal), or they might involve protracted engage-
ment (such as conducting an ongoing program evaluation). In all cases, the purpose of a
request or invitation is to differentiate those actions that are desired from those that are not.
Thus, it is important for requests and invitations to be both specific and time-based.

3. Trust permits you to manage replies and negotiate terms. On the basis of the request or invi-
tation, you or I might choose to discuss the terms of the cooperative effort. This dialog can
result in one of four replies: accept, decline, counteroffer, or promise to reply later (Krisko,
1997). First, you can accept or decline the stated terms of the cooperative effort without fur-
ther negotiation. Alternately, should negotiation be pursued, you can make a counteroffer that
amends the initial terms of the request or invitation, or promise to reply at a later date. Such
secondary requests allow the party who forwarded the original request or invitation to accept
or decline, to counteroffer, or to promise to reply later. For example, I might accept your
request to develop an agenda for a meeting (or an invitation to do so with you), I might
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counter by requesting that we divide the effort, or I might promise to give you an answer by
the end of the day. What should be avoided are responses that are not specific regarding the
terms of both activities and the span of time over which they are to occur.

4. Trust allows for agreement and satisfaction. Consensual agreement is a decision that occurs
when terms are agreed upon that are at least minimally acceptable to both parties. The agree-
ment can be public or private, and to varying degrees it can be explicit or tacit (Kegan &
Lahey, 2002). For example, I might explicitly agree to your invitation to manage a project,
and we might make that agreement public by announcing our plans to colleagues.
Alternately, we could form a tacit understanding, such as not disclosing details of a new
product to competitors, and that agreement might exist privately. Each party can also have
differing feelings about the terms of the agreement. For example, you might be very satisfied
with our agreement that I lay off the director of human resources, while I might not be as sat-
isfied. Although satisfaction is not a necessary prerequisite for trust, the lack of it can present
difficulties in getting to agreement on terms that are satisfactory to both parties.

5. Parties must become trustworthy. Having agreed on the terms of cooperative effort, trust can
develop unilaterally or mutually between cooperating parties, and it can come about at dif-
ferent rates. Typically, though, the development of trust takes place within an interaction
among three mechanisms. The first, cooperation, occurs when we begin to engage in the
agreed-upon undertaking; it is “doing what we said we would do.” However, in and of itself,
cooperation is not sufficient to build trust. Evidence of cooperation must also be apparent.
Evidence provides feedback regarding whether the terms of the agreement are being met.
Renegotiation is the third mechanism. If the evidence is perceived as suggesting that the
terms of the original agreement are no longer agreeable, then the parties may choose to rene-
gotiate the terms. Regardless of whether renegotiation takes place, further cooperation and
evidence may be necessary to make the decision to trust (Hardin, 2002). To the extent that
the perception exists that agreed-upon terms are not being lived up to, distrust becomes more
likely, as does a reduction in cooperation between parties. 
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SIX CORPORATE VALUES FOR CREATING 
A HEALTHY WORK ORGANIZATION
Shannon Griffin-Blake

Six key values can be used as guiding principles by your company to explore its own culture and
environment to determine the “health” of the organization: (1) employee involvement, (2) open
communication, (3) valuing diversity, (4) family/work life balance, (5) equitable rewards and
recognition, and (6) meaningful work. 

1. Employee involvement: In most traditional organizations, the old-style command and control
approach is taken. Management defines tasks for employees at the lower levels, specifies the
behaviors required to perform job tasks, defines performance goals for employees, and
defines the priority of employee goals. In contrast, organizations with a culture of employee
involvement operate differently because of a shift in the locus of responsibility. Employees
monitor their own performance, while they collaborate with managers to create a shared
company vision. Specifically, this work culture suggests that both employees and manage-
ment care about the organization’s performance and use their combined reasoning and 
dialog to determine how to achieve individual, team, and company success. Organizational
change can be a daunting task; thus, creating a culture of involvement can entail starting small
and adding leverage points to allow everyone to gradually grasp the purpose of empowerment,
learn new attitudes, and develop new sets of skills. When sharing risks and responsibilities of
the business, both employees and management define their own tasks in the context of the
company’s vision and objectives, determine the behaviors and action plan required to perform
their tasks, define performance goals for individuals, and specify the priority of individual
goals and how they relate to company goals. Change can be more successful when the con-
cerns of employees are considered. Although management has viewpoints that must be
addressed, how employees perceive change determines whether an innovation actually dis-
seminates into the company. Involving employees allows them to be part of the concept 
creation and to feel more empowered by the collaborative process.

2. Open communication: The change needed to achieve a healthy work organization is not an
event, but a process. Often, organizational change is desired by management but implemented
poorly. For example, many people in management consider change as an action or specific
event that occurs at a distinct time or on a particular date. Managers might announce an inno-
vation at a staff meeting or training session and assume that employees will embrace it. Yet
it might not be used appropriately or even at all. Continuous, open communication between
managers and employees debunks misconceptions and allows the goal of a healthy work
organization to become a shared vision. A shared vision is a mutually held image of a future
that management and employees seek to realize together. Commitment to the vision is built
collaboratively by talking about the desired goals and practices underlying the pursuit of the
vision. Shared vision is most effective when it is connected to the purpose of the organiza-
tion and the purposes of the individuals working in the organization. Building a shared vision
challenges management because it requires avenues for input and an audible voice for all. In
sum, continuous dialog between management and employees not only creates a clear 
purpose for the company but enhances its ability to remain productive and achieve business
objectives.

170 HELPFUL HANDOUTS

You can download this handout to your hard drive from the accompanying CD-ROM. The document can then be opened and printed.



SIX CORPORATE VALUES FOR CREATING 
A HEALTHY WORK ORGANIZATION (CONT.)

3. Valuing diversity: The American workforce is becoming more diverse in terms of race, 
ethnicity, gender, and religion. With diversity as a corporate norm, the organization has to
examine ways it can use such differences as a positive learning tool. A healthy work organi-
zation tries to embrace the diversity of its workforce and increase ingenuity through the
exchange of unique experiences and different knowledge. With participation and input from
a diverse source of employees, a set of ideas, a pool of data, and a list of options can be 
generated from the minds of many instead of just a select few. A healthy work organization
embraces this notion of synergy—the idea that two brains are smarter than one. The company
requires that workers use dialogical communication and collective thinking skills, so that
managers and employees can reliably develop insight and ability greater than the sum of the
individual members’ talents. Diversity can be seen as an organizational tool that requires a
process of learning collectively that challenges individuals intellectually, emotionally, socially,
and spiritually. For instance, people are not generally comfortable with ideas, customs, and 
others that are different from what they are used to; therefore, employees must openly com-
municate with each other and management to understand everyone’s perspective or frame of
mind. Tension created by diversity can be constructive because it can lead to questions in a vari-
ety of voices that share new viewpoints. Improved communication and employee involvement
can be liberating for many who feel their opinions are not heard or do not matter to the orga-
nization. As a result, managers and employees alike can feel empowered by the dialog and,
together, develop shared alignment around organizational goals and purposes. 

4. Family/work life balance: Trying to balance family and work life is a struggle for most working
men and women. Both sexes are taking on the daunting responsibilities of family care as the 
number of dual-income and single-parent homes continues to rise. Today, the responsibilities of
home life have expanded to include not only domestic household duties but also self-care 
management, child care obligations, and issues of aging parents and their health. With workers
spending more than half their waking time at the workplace, designing the work schedule so
that employees can meet personal needs is an important factor. Thus, companies need to
examine their work policies concerning flexible work arrangements. Flexible work arrange-
ments allow employees to manage their time and work tasks so as to meet job requirements
while fulfilling their nonwork obligations and activities (i.e., attending health care appoint-
ments, responding to the needs of a child or family member). Such provisions can generate
positive changes for organizations that are concerned with employee productivity because
absenteeism has been found to be largely related to family issues. For example, an employee
who has no control over the job schedule might take a full day off from work to make a child’s
doctor visit. If flexible work arrangements were available, the employee might take only a
two-hour lunch and work an hour longer at the end of the day. In sum, by allowing employees
more latitude in managing their job and personal schedules, productivity at work can improve
because of lowered absentee rates.
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5. Equitable rewards and recognition: Perhaps the looming issue facing most businesses and
managers is that of equity, that is, the perceived fairness by employees concerning work com-
pensation. Equity can come in two forms: (1) distributive equity representing the perceived
fairness attached to the amount of money or rewards (e.g., merit pay increases) and their
allotment across some performance criterion, and (2) procedural equity that entails the per-
ceived fairness as to how the rules governing the reward system are applied across the work-
force. First, an employee concern surrounding equity is that employees want to be paid fairly
for their work and have performance level and tenure accounted for in their job assessment.
For example, employees who have worked for an organization for five years want their 
loyalty acknowledged, through either a pay raise or a corporate commendation. Especially
when pay is perceived to be average to low for the industry, employees feel that more praise
or recognition is needed for the hard work performed. This is consistent with the idea that
both tangible and intangible benefits are important to employees when evaluating the fairness
of their rewards. Second, the rewards and recognition must be consistent across the work-
force to be considered impartial. Companies should consider setting benchmarks for recog-
nizing or rewarding employees for years of services (e.g., five, 10, 15 years of service) or per-
formance standards (e.g., reaching the quarterly or annual sales goal). Recognition can be as 
simple as a certificate presented to the employee at a staff meeting, a corporate email announc-
ing the team’s achievement, or the employee’s picture posted in the break room for a special
accomplishment. When organizations are trying to cut costs and remain competitive with their
employee packages, creating outlets for worker recognition and team excellence can provide
employees with a greater sense that they are valued, encouraged, and supported.

6. Meaningful work: Meaningful work refers to an employee’s perception that her or his job is
valuable and worthwhile; however, not all jobs are created equal. Some workers have restricted
control over their work; may complete repetitive, monotonous actions or physically demand-
ing work; and even have exposure to loud noise or extreme temperatures. This chronic expo-
sure to job strain has been associated with a number of negative health outcomes, including
musculoskeletal disorders, psychological distress, injuries, and cardiovascular disease, which
can drain a company’s resources. In addition, a second financial loss occurs due to employee
absenteeism resulting from the illness or injury and even turnover if employees become greatly
dissatisfied with their jobs. Thus, providing opportunity for these workers to have a voice con-
cerning job design and company resources is important. A company should allow employees to
provide feedback about work issues, such as whether specific protective eyewear is needed in
factories, lifting restrictions or stretching programs that may be warranted for physical posi-
tions, or rotations being available for jobs that have short cycle, repetitious work. By provid-
ing staff comment boxes on company floors, feedback boards in staff break rooms, or week-
ly team meetings that provide opportunity for employee remarks, workers feel that problems
can be appropriately identified and adequately addressed, and management cares about their job
safety and satisfaction—not just their productivity.
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AVOIDING DOING STUPID THINGS WHEN DOING STRATEGIC PLANNING

162 HELPFUL HANDOUTS

Possible Stupid Thing to Do When Will Continue Will Change
Doing Strategic Planning Now Do to Do What I Do

1. Call all levels of planning “strategic”
(while not aligning societal value added,
organizational contributions and value
added, and individual performance 
contributions and value added).

1a. Use a “systems” approach.
2. Confuse ends and means, and blur 

strategy, tactics, operations, and
methods.

3. Base your strategic plan only on
perceptions, not on performance 
results data.

3a. Assume that some things are just not
measurable.

4. Define “needs” as gaps in resources or
methods (thus confusing ends and
means).

4a. Do a “training needs assessment.”
5. Let a friendly group develop the

strategic plan.
6. Target your organization as the 

primary beneficiary of the strategic
plan.

7. Dismiss all of this as “not practical,
not real world,” or “because this is
not what the big players do.”
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