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HOW TO USE THIS GUIDE 
 

This workbook belongs to you.  It is designed to serve as a guide for the duration of your 

training programme and as a resource for after the time.    It contains readings, activities, and 

application aids that will assist you in developing the knowledge and skills stipulated in the 

specific outcomes and assessment criteria.  Follow along in the guide as the facilitator takes you 

through the material, and feel free to make notes and diagrams that will help you to clarify or 

retain information.  Jot down things that work well or ideas that come from the group.  Also, note 

any points you would like to explore further.  Participate actively in the skill practice activities, as 

they will give you an opportunity to gain insights from other people’s experiences and to practice 

the skills.  Do not forget to share your own experiences so that others can learn from you too.   

ICONS 
 

For ease of reference, an icon will indicate different activities.  The following icons 

indicate different activities in the manual. 

 
 
  

Stop and Think! 

Outcomes 

Assessment Criteria 

Course Material 

Notes (Blank) 

Learning Activities 

Take note Note! 

Reflection 

References 

Definition Summaries 
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PROGRAMME OVERVIEW  
 
PURPOSE 
 
At the end of this training session you will be able  

Identify, use and maintain a range of hand and power tools, machines and equipment.  

Use a range of levelling devices to determine and transfer horizontal and vertical levels.  

Select materials and use appropriate application methods.  

 

LEARNING ASSUMPTIONS 
 

Communication at NQF Level 2.  

Mathematical Literacy at NQF Level 2.  

 

HOW YOU WILL LEARN 

 
The programme methodology includes facilitator presentations, readings, individual activities, 

group discussions, and skill application exercises. 

 
HOW YOU WILL BE ASSESSED 

 
This programme has been aligned to registered unit standards.  You will be assessed against 

the outcomes of the unit standards by completing a knowledge assignment that covers the 

essential embedded knowledge stipulated in the unit standards, and by doing a practical 

assessment to apply the learning to your work situation.  When you are assessed as competent 

against the unit standards, you will receive a certificate of competence and be awarded 4 credits 

towards a National Qualification. 
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CHAPTER 1 
CONDUCT AN ANALYSIS OF BUSINESS OPPORTUNITIES 
AND DEVELOP FUTURE REHABILITATION STRATEGIES  

 
US ID: 115815 

 
CHAPTER OBJECTIVES  

 

 Entrepreneurship is described and discussed in terms of employment opportunities . 

 Entrepreneurial opportunities are identified and described within a specific economic 

area related to the interest of the learner. 

 Advantages and disadvantages of entrepreneurship are explained with examples. 

 Reasons for business failure are identified and discussed with examples. 

 The role of entrepreneurship in social development is explained with examples  

 
 

Setting SMART Goals 

Goal setting is critical to effective time management strategies. It is the single most important 

life skill that, unfortunately, most people never learn how to do properly. Goal setting can be 

used in every single area of your life, including financial, physical, personal development, 

relationships, or even spiritual. According to Brian Tracy’s book Goals, fewer than 3% of people 

have clear, written goals, and a plan for getting there. Setting goals puts you ahead of the pack! 

Some people blame everything that goes wrong in their life on something or someone else. 

They take the role of a victim and they give all their power and control away. Successful people 

instead dedicate themselves towards taking responsibility for their lives, no matter what the 

unforeseen or uncontrollable events. Live in the present: the past cannot be changed, and the 

future is the direct result of what you do right now! 

 

The Three P’s 

Setting meaningful, long-term goals is a giant step toward achieving your dreams. In turn, 

setting and achieving short-term goals can help you accomplish the tasks you'll need to achieve 



MODULE 2  

PAGE | 5    LEARNER STUDY GUIDE 

 

the long-term ones. It is also important to make sure that all of your goals unleash the power of 

the three P's:  

POSITIVE: Who could get fired up about a goal such as "Find a career that's not boring"? 

Goals should be phrased positively, so they help you feel good about yourself and what 

you're trying to accomplish. A better alternative might be this: "Enroll in pre-law classes 

so I can help people with legal problems someday."  

PERSONAL: Goals must be personal. They must reflect your own dreams and values, not 

those of friends, family, or the media. When crafting your goal statement, always use the 

word “I” in the sentence to brand it as your own. When your goals are personal, you'll be 

more motivated to succeed and take greater pride in your accomplishments. 

POSSIBLE: When setting goals, be sure to consider what's possible and within your control. 

Getting into an Ivy League university may be possible if you are earning good grades but 

unrealistic if you're struggling. In the latter case, a more reasonable goal might be to 

attend a university or trade school that offers courses related to your chosen career. You 

might also pursue volunteer work that would strengthen your college applications.  

 

The SMART Way 

SMART is a convenient acronym for the set of criteria that a goal must have in order for it to be 

realized by the goal achiever. 

SPECIFIC: Success coach Jack Canfield states in his book The Success Principles that, 

“Vague goals produce vague results.” In order for you to achieve a goal, you must be 

very clear about what exactly you want. Often creating a list of benefits that the 

accomplishment of your goal will bring to your life, will you give your mind a compelling 

reason to pursue that goal. 

MEASURABLE: It’s crucial for goal achievement that you are able to track your progress 

towards your goal. That’s why all goals need some form of objective measuring system 

so that you can stay on track and become motivated when you enjoy the sweet taste of 

quantifiable progress.  
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ACHIEVABLE: Setting big goals is great, but setting unrealistic goals will just de-motivate you. 

A good goal is one that challenges, but is not so unrealistic that you have virtually no 

chance of accomplishing it. 

RELEVANT: Before you even set goals, it’s a good idea to sit down and define your core 

values and your life purpose because it’s these tools which ultimately decide how and 

what goals you choose for your life. Goals, in and of themselves, do not provide any 

happiness. Goals that are in harmony with our life purpose do have the power to make 

us happy.  

TIMED: Without setting deadlines for your goals, you have no real compelling reason or 

motivation to start working on them. By setting a deadline, your subconscious mind 

begins to work on that goal, night and day, to bring you closer to achievement. 

 

Prioritizing Your Goals 

Achieving challenging goals requires a lot of mental energy. Instead of spreading yourself thin 

by focusing on several goals at once, invest your mental focus on one goal, the most important 

goal right now. When you are prioritizing, choose a goal that will have the greatest impact on 

your life compared to how long it will take to achieve. A large part of goal setting is not just 

identifying what you want, but also identifying what you must give up in your life in order to get 

it. Most people are unwilling to make a conscious decision to give up the things in their life 

necessary to achieve their goals. 

Visualization 

Emotionalizing and visualizing your goal will help you create the desire to materialize it into your 

life. One of the best visualization tools is a vision board. Simply find a magazine, cut out pictures 

that resonate with the goal that you want to achieve, glue them onto a piece of poster board, 

and place that board somewhere that you can view it several times a day.  

In order for visualization to work, it’s necessary that you emotionalize your goal 

as much as possible. Create a list of the benefits you will see when you achieve 

your goal and concentrate on how that will make you feel. 
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Prioritizing Your Time 

Time management is about more than just managing our time; it is about managing ourselves, 

in relation to time. It is about setting priorities and taking charge. It means changing habits or 

activities that cause us to waste time. It means being willing to experiment with different 

methods and ideas to enable you to find the best way to make maximum use of time.  

 

The 80/20 Rule 

The 80/20 rule, also known as Pareto’s Principle, states that 80% of your results come from only 

20% of your actions. Across the board, you will find that the 80/20 principle is pretty much right 

on with most things in your life. For most people, it really comes down to analyzing what you are 

spending your time on. Are you focusing in on the 20% of activities that produce 80% of the 

results in your life? 

 

The Urgent/Important Matrix 

Great time management means being effective as well as efficient. Managing time effectively, 

and achieving the things that you want to achieve, means spending your time on things that are 

important and not just urgent. To do this, you need to distinguish clearly between what is urgent 

and what is important: 

IMPORTANT: These are activities that lead to the achieving your goals and have the greatest 

impact on your life. 

URGENT: These activities demand immediate attention, but are often 

associated with someone else’s goals rather than our own. 

This concept, coined the Eisenhower Principle, is said to be how former US President Dwight 

Eisenhower organized his tasks. It was rediscovered and brought into the mainstream as the 

Urgent/Important Matrix by Stephen Covey in his 1994 business classic, The Seven Habits of 

Highly Effective People. The Urgent/Important Matrix is a powerful way of organizing tasks 

based on priorities. Using it helps you overcome the natural tendency to focus on urgent 

activities, so that you can have time to focus on what's truly important.  
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 The Urgent/Important Matrix: 

 

URGENT AND IMPORTANT: Activities in this area relate to dealing with critical issues as they 

arise and meeting significant commitments. Perform these duties now. 

IMPORTANT, BUT NOT URGENT: These success-oriented tasks are critical to achieving goals. 

Plan to do these tasks next. 

URGENT, BUT NOT IMPORTANT: These chores do not move you forward toward your own 

goals. Manage by delaying them, cutting them short, and rejecting requests from others. 

Postpone these chores. 

NOT URGENT AND NOT IMPORTANT: These trivial interruptions are just a distraction, and 

should be avoided if possible. However, be careful not to mislabel things like time with 

family and recreational activities as not important. Avoid these distractions altogether. 

 

Urgent and 
Important

• Crisis

• Problems

• Deadlines

Important, But 
Not Urgent

• Opportunities

• Progress

• High value

• Long term

Urgent, But Not 
Important

• Maintenance

• Routine tasks

Not Urgent and 
Not Important

• Trivia
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Being Assertive 

At times, requests from others may be important and need immediate attention. 

Often, however, these requests conflict with our values and take time away 

from working toward your goals. Even if it is something we would like to do but 

simply don’t have the time for, it can be very difficult to say no. One approach in dealing with 

these types of interruptions is to use a Positive No, which comes in several forms. 

Say no, followed by an honest explanation, such as, “I am uncomfortable doing that 

because…” 

Say no and then briefly clarify your reasoning without making excuses. This helps the 

listener to better understand your position. Example: “I can’t right now because I have 

another project that is due by 5 pm today.” 

Say no, and then give an alternative. Example: “I don’t have time today, but I could schedule 

it in for tomorrow morning.” 

Empathetically repeat the request in your own words, and then say no. Example: “I 

understand that you need to have this paperwork filed immediately, but I will not be able 

to file it for you.” 

Say yes, give your reasoning for not doing it, and provide an alternative solution. Example: 

“Yes, I would love to help you by filing this paperwork, but I do not have time until 

tomorrow morning.” 

Provide an assertive refusal and repeat it no matter what the person says. This approach 

may be most appropriate with aggressive or manipulative people and can be an effective 

strategy to control your emotions. Example: “I understand how you feel, but I will not [or 

cannot]…” Remember to stay focused and not become sidetracked into responding to 

other issues. 

Planning Wisely 

The hallmark of successful time management is being consistently productive each day. Many 

people use a daily plan to motivate themselves. Having a daily plan and committing to it can 
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help you stay focused on the priorities of that particular day. As well, you are more likely to get 

things accomplished if you write down your plans for the day. 

Creating Your Productivity Journal 

Essentially, planning is nothing more than taking a piece of paper and a pen and writing down 

the tasks and associated steps that you need to take throughout the day to ensure that your 

goal is completed.  

To start, get yourself a spiral notebook and label it as your Personal Productivity Journal or your 

Professional Productivity Journal. (We recommend keeping a separate journal for work and for 

your personal life, so you can focus on them at separate times, thus maintaining your optimal 

work/life balance.) Label each page with the day and the date and what needs to be done that 

particular day. Next, prioritize each task in order of importance. Highlight the top three items and 

focus on those first. Cross off items as you complete them. Items that are not completed should 

be carried over to the next page. 

 

 

Maximizing the Power of Your Productivity Journal 

Personal development expert Brian Tracy believes that when you write down your action list the 

night before, your subconscious mind focuses on that plan while you sleep. By planning the 

night before, you will also start fresh and focused on the most important tasks for the day. Of 

course, you will want to review your list in the morning, but you will have a head start on your 

day. 

Always have your productivity journal with you during the day to avoid becoming sidetracked. 

Crossing off completed tasks will give your subconscious mind a tremendous 

amount of satisfaction. This will also help to maintain your motivation to 

complete the remaining items on your action list. 

If you find yourself moving uncompleted tasks over into the following day, and 

the day after that, then you need to ask yourself why that task is on your list in the first place 

and what value it has in your life. If you postpone a task three times, it does not belong on your 

action list. 
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The Glass Jar: Rocks, Pebbles, Sand, and Water 

There is a story about time management that uses a glass jar, rocks, stones, pebbles, sand, 

and water to illustrate how to plan your day. The glass jar represents the time you have each 

day, and each item that goes into it represents an activity with a priority relative to its size.  

ROCKS: The general idea is to fill your glass jar first with rocks. Plan each day around your 

most important tasks that will propel you toward achieving your goals. These represent 

your highest priority projects and deadlines with the greatest value, 

often important, but not urgent tasks that move you toward your goals.  

PEBBLES: Next, fill in the space between the rocks with pebbles. These 

represent tasks that are urgent, and important, but contribute less to important goals. 

Without proper planning, these tasks are often unexpected, and left 

unmanaged, can quickly fill your day. Working to reduce these tasks will give 

you more time to work toward your goals. 

SAND: Now add sand to fill your jar. In other words, schedule urgent, but not 

important tasks, only after important tasks. These activities are usually 

routine or maintenance tasks that do not directly contribute to your goals. 

WATER: Finally, pour water into your jar. These trivial time-wasters are neither 

important nor urgent and take you away from working toward high return 

activities and your goals. 

If you commit to this approach to planning your days, you will see as time goes on that you are 

able to achieve more in less time. Instead of finishing things in a mad rush to meet deadlines, 

each day will be organized and become more productive and profitable. You will also notice 

yourself spending less time on activities that are of little to no value. And because you have a 

clear vision for dealing with competing priorities, the level of stress in your life will diminish, 

which will allow you to become even more focused and productive. 

Chunk, Block, and Tackle 

Large projects can sometimes be so overwhelming it is difficult to even plan to start them. This 

time management technique is ideal for taking on these jobs. Simply break down the project into 
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manageable chunks, block off time to work on the project, and then tackle it with a single-

minded focus.  

CHUNK: Break large projects into specific tasks that can be completed in less than 15 

minutes.  

BLOCK: Rather than scheduling the entire project all at once, block out set times to complete 

specific chunks as early in the day as possible. This should allow you to ignore most 

interruptions and focus on just this task. 

TACKLE: Now tackle the specific task, focusing only on this task rather than the project as a 

whole. Once completed, you will feel a sense of accomplishment from making progress 

on the project. 

 

Ready, Fire, Aim! 

We’ve all heard the saying, “Ready, Aim, Fire!” Often in time management planning, it is better 

to think “Ready, Fire, Aim!” instead. This is because most people aim for the 

target, and then they keep aiming at the target, but they never seem to fire. 

They get so caught up with the planning that they fail to take action. This is 

just another form of procrastination, which we will discuss in a moment. 

Better to take a shot and see how close you were to the target. 

READY! Do not over-plan each of your actions. By the time you fire, the target may have 

moved.  

FIRE! Remember the 80/20 rule and just take action. Even if you don’t hit the bull’s eye, 

you’ll probably still hit the target. 

AIM! Make new plans based on new information. Readjust your aim based on where you hit 

the target. 
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Tackling Procrastination 

Procrastination means delaying a task (or even several tasks) that should be a priority. The 

ability to overcome procrastination and tackle the important actions that have the biggest 

positive impact in your life is a hallmark of the most successful people out there.  

 

Why We Procrastinate 

There are many reasons why we tend to procrastinate, including: 

No clear deadline 

Inadequate resources available (time, money, information, etc.) 

Don’t know where to begin 

Task feels overwhelming 

No passion for doing the work 

Fear of failure or success 

 

Nine Ways to Overcome Procrastination 

Your ability to select your most important task at any given moment, and then to 

start on that task and get it done both quickly and well, will probably have 

greatest impact on your success than any other quality or skill you can develop! 

If you nurture the habit of setting clear priorities and getting important tasks 

quickly finished, the majority of your time management issues will simply fade away. 

Here are some ways to get moving on those tough tasks. 

DELETE IT. What are the consequences of not doing the task at all? Consider the 80/20 rule; 

maybe it doesn’t need to be done in the first place. 
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DELEGATE. If the task is important, ask yourself if it’s really something that you are 

responsible for doing in the first place. Know your job description and ask if the task is 

part of your responsibilities. Can the task be given to someone else? 

DO IT NOW. Postponing an important task that needs to be done only creates feelings of 

anxiety and stress. Do it as early in the day as you can. 

ASK FOR ADVICE. Asking for help from a trusted mentor, supervisor, coach, or expert can 

give you some great insight on where to start and the steps for completing a project. 

CHOP IT UP. Break large projects into milestones, and then into actionable steps. As Bob 

Proctor says, “Break it down into the ridiculous.” Huge things don’t look as big when you 

break it down as small as you can. 

OBEY THE 15 MINUTE RULE. To reduce the temptation of procrastination, each actionable step 

on a project should take no more than 15 minutes to complete.  

HAVE CLEAR DEADLINES. Assign yourself a deadline for projects and milestones and write it 

down in your day planner or calendar. Make your deadlines known to other people who 

will hold you accountable. 

GIVE YOURSELF A REWARD. Celebrate the completion of project milestones and reward 

yourself for getting projects done on time. It will provide positive reinforcement and 

motivate you toward your goals. 

REMOVE DISTRACTIONS. You need to establish a positive working environment that is 

conducive to getting your work done. Remove any distractions. 

 

Eat That Frog! 

"If the first thing you do each morning is to eat a live frog, you can go through the day with the 

satisfaction of knowing that that is probably the worst thing that is going to happen to you all day 

long!"  

Your frog is the task that will have the greatest impact on achieving your goals, and the task that 

you are most likely to procrastinate starting. 

Another version of this saying is, "If you have to eat two frogs, eat the ugliest one first!"  
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This is another way of saying that if you have two important tasks before you, start with the 

biggest, hardest, and most important task first. Discipline yourself to begin immediately and then 

to persist until the task is complete before you go on to something else. You must resist the 

temptation to start with the easier task. You must also continually remind yourself that one of the 

most important decisions you make each day is your choice of what you will do immediately and 

what you will do later, or postpone indefinitely. 

Finally, "If you have to eat a live frog, it does not pay to sit and look at it for a very long time!"  

The key to reaching high levels of performance and productivity is for you to develop the lifelong 

habit of tackling your major task first thing each morning. Don’t spend excessive time planning 

what you will do. You must develop the routine of "eating your frog" before you do anything else 

and without taking too much time to think about it.  

Successful, effective people are those who launch directly into their major tasks and then 

discipline themselves to work steadily and single-mindedly until those tasks are complete.  

In the business world, you are paid and promoted for achieving specific, measurable results. 

You are paid for making a valuable contribution that is expected of you. But many employees 

confuse activity with accomplishment and this causes one of the biggest problems in 

organizations today, which is failure to execute 

Crisis Management 

With better planning, improved efficiency, and increased productivity, the number of crises you 

encounter should decline. However, you can’t plan for everything, so in this module we’ll look at 

what to do when a crisis does occur. 

 

When the Storm Hits 

The key to successfully handling a crisis is to move quickly and decisively, but 

carefully. 

The first thing to do when a crisis hits is to identify the point of contact and 

make them aware of the situation. (For this module, we’ll assume that point of 

contact is you.) 
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Then, you will want to gather and analyze the data. 

What happened? 

What were the direct causes? What were the indirect causes? 

What will happen next? What could happen next? 

What events will this impact? 

Who else needs to know about this? 

Above all, take the time to do thorough, proper research. You don’t want to jump into action 

based on erroneous information and make the crisis worse. 

You will also want to identify the threshold time: the time that you have before the situation 

moves out of your control, or becomes exponentially worse. You may also find that the crisis will 

resolve itself after a certain point of time. 

 

 

Creating a Plan 

Once you have gathered the data, it’s time to create a plan. The best approach is to identify the 

problem, decide on a solution, break it down into parts, and create a timeline. 
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Below is a sample Action Plan for Quarter One Status Report. 

Executing the Plan 

As you execute the plan, make sure that you continue evaluating if the plan is working. In the 

example we just looked at, perhaps after gathering project information, you realize you need 

more details on a particular item. It would then be appropriate to add that step and make sure 

you are still on track to meet your timeline. 

During execution, it is important to stay organized and on top of events to make sure that your 

plan is still applicable. This will also help you deliver accurate, effective communication to others 

affected by the crisis. (In this example, your manager is probably pretty anxious to get that 

report!) 

 

PROBLEM: The first quarter status report is overdue. 

SOLUTION: Create the first quarter status report.  

TIMELINE: Must be complete within next 48 hours. 

 

STEP STEP DETAILS STEP TIMELINE RESOURCES REQUIRED 

One Gather budget 

information 

Two hours Paul Simon 

Two or Three Gather project 

information 

Three hours Me 

Two or Three  Gather staffing 

information 

One hour Me 

Four Write report Eight hours Me 

Five Review and edit 

report 

Two hours Me 

 TIME 16 hours 
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Lessons Learned 

After the crisis is over, take a moment to look at why it happened and how to prevent it in the 

future. In the example we used, our Quarter One Status Report was not completed on time. (In 

fact, it sounds like we forgot to start it altogether!) The planning and prioritizing tools that we are 

discussing in this workshop should help prevent those kinds of emergencies. However, you will 

likely find that you’re always adjusting and perfecting your approach, so it is important to learn 

from the times where those tools don’t work. 

You can even be prepared for disasters that can’t be predicted, such 

as illness, fire, or theft. In the case of illness, for example, you could 

prepare a short contingency plan indicating who will be responsible for 

your correspondence, projects, and general responsibilities in case 

you are ill for an extended period. Make sure you share these plans 

with the appropriate people so that they can be prepared as well. 

 Organizing Your Workspace 

In order to effectively manage your time and to be productive each day, you must create an 

appropriate environment. By eliminating clutter, setting up an effective filing system, gathering 

essential tools, and managing workflow, you will be well on your way to creating an effective 

workspace.  

 

De-Clutter 

Removing clutter is itself a time-consuming task, but a cluttered workspace significantly impairs 

your ability to find things, and you will get the time back that you invest – and more! To retrieve 

materials quickly, you’ll need an effective filing system that includes three basic kinds of files:  

WORKING FILES: Materials used frequently and needed close at hand. 

REFERENCE FILES: Information needed only occasionally. 

ARCHIVAL FILES: Materials seldom retrieved but that must be kept. For ease of retrieval, 

organize files in the simplest way possible. For example, you could label files with a one 

or two word tag and arrange the files alphabetically. 
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Once clutter has been eliminated and other materials have been filed, the effective workspace 

includes only what is essential: a set of three trays to control the workflow on your desk (see the 

next topic), standard office supplies, a computer, and a telephone. Everything else, except for 

what you are working on at the moment, can and should be filed where it can be retrieved as 

needed. 

Managing Workflow 

How do you process the mountain of material that collects in your paper and electronic in-

baskets? The answer is one piece of paper, one electronic message at a time. Many time 

management experts agree that the most effective people act on an item the first time it is 

touched.  

Although difficult at first, the practice can become habitual, and is made easier with the four Ds: 

DO: If a task can be completed in two minutes or less, do it immediately.  

DELETE: If the material is trash or junk, delete it. Or, if it’s something that you might use 

later on, file it, and move on. 

DEFER: If the task is one that can’t be completed quickly and is not a high 

priority item, simply defer it. 

DELEGATE: If a task is not yours to do, then delegate it. 

 

Remember, to take the S.T.I.N.G. out of feeling overwhelmed about a task, follow these steps: 

Select one task to do at a time. 

Time yourself using a clock for no more than one hour. 

Ignore everything else during that time. 

No breaks or interruptions should be permitted. 

Give yourself a reward when the time is up. 
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Dealing with E-mail 

Electronic communication can be managed just as easily and as quickly as paper 

with the four D’s that we just discussed. However, there are some other key ideas 

that will help you maximize your e-mail time. 

Like other routine tasks (such as returning phone calls, handling paper mail, and checking 

voice mail), e-mail is best handled in batches at regularly scheduled times of the day.  

Ask your e-mail contacts to use specific subject lines, and make sure to use them yourself. 

This will help you to determine whether your incoming mail is business or personal, 

urgent or trivial.  

Once you know the subject of the message, open and read urgent e-mails, and respond 

accordingly. Non-urgent e-mails, like jokes, can be read later. Delete advertising-related 

e-mail that you have no interest in, or which you consider spam.  

Use your e-mail system to its fullest potential. Create folders for different topics or projects, 

or by senders. Most e-mail systems also allow you to create folders and add keywords 

or categories to messages, which makes information retrieval much easier.  

Many e-mail programs allow you to create rules that automatically move messages to the 

appropriate folder. This can help you follow your e-mail plan.  

Finally, don’t forget to delete e-mail from your trash can and junk folder on a regular basis.  

 

Using Calendars 

To manage all of the things that you have to do, it’s important to organize 

your reminders into a small number of calendars and lists that can be 

reviewed regularly. A calendar (paper or electronic) is the obvious place to 

record meetings, appointments, and due dates.  

People with multiple responsibilities, an annual calendar organized by areas 

of responsibility (e.g., budget, personnel, schedule, planning, and miscellaneous) may be 

especially valuable. For each of these areas, one can list the major responsibilities month by 

month and thereby see glance what tasks must be completed in a given month of the year. 
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Don’t forget the Productivity Journal that we discussed earlier. This can be a valuable tool for 

organizing tasks, identifying patterns, improving workflow, and recording work completed. 

Delegating Made Easy  

If you work on your own, there’s only so much you can get done, no matter how hard you work. 

As well, everyone needs help and support, and there is no shame in asking for assistance. One 

of the most common ways of overcoming this limitation is to learn how to delegate your work to 

other people. If you do this well, you can quickly build a strong 

and successful team of people. 

At first sight, delegation can feel like more hassle than it’s worth. 

However, by delegating effectively, you can hugely expand the 

amount of work that you can deliver. When you arrange the 

workload so that you are working on the tasks that have the 

highest priority for you, and other people are working on meaningful and challenging 

assignments, you have a recipe for success.  

Remember, to delegate effectively, choose the right tasks to delegate, identify the right people 

to delegate to, and delegate in the right way. There’s a lot to this, but you’ll achieve so much 

more once you’re delegating effectively! 

 

When to Delegate 

Delegation allows you to make the best use of your time and skills, and it 

helps other people in the team grow and develop to reach their full potential 

in the organization. Delegation is a win-win situation for all involved, but only 

when done correctly. Keep these criteria in mind when deciding if a task 

should be delegated: 

The task should provide an opportunity for growth of another person’s skills.  

Weigh the effort to properly train another person against how often the task will reoccur.  

Delegating certain critical tasks may jeopardize the success of your project. 
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Management tasks, such as performance reviews, and tasks specifically assigned to you 

should not be delegated. 

To Whom Should You Delegate? 

Once you have decided to delegate a task, think about the possible 

candidates for accepting the task. Things to think about include: 

What experience, knowledge, skills, and attitude does the person already 

have?  

What training or assistance might they need? 

Do you have the time and resources to provide any training needed? 

What is the individual’s preferred work style? Do they do well on their own or do they require 

more support and motivation? How independent are they? 

What does he or she want from his or her job?  

What are his or her long-term goals and interest, and how do these align with the work 

proposed? 

What is the current workload of this person? Does the person have time to take on more 

work?  

Will you delegating this task require reshuffling of other responsibilities and workloads?  

When you first start to delegate to someone, you may notice that he or she takes longer than 

you do to complete tasks. This is because you are an expert in the field and the person you 

have delegated to is still learning. Be patient: if you have chosen the right person to delegate to, 

and you are delegating correctly, you will find that he or she quickly becomes competent and 

reliable. Also, try to delegate to the lowest possible organizational level. The people who are 

closest to the work are best suited for the task because they have the most intimate knowledge 

of the detail of everyday work. This also increases workplace efficiency, and helps to develop 

people.  
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How Should You Delegate? 

Delegation doesn’t have to be all or nothing. There are several different levels of delegation, 

each with different levels of delegate independence and delegator supervision. 

 

THE SPHERES OF INDEPENDENCE 

 

 

People often move throughout these spheres during the delegation process. Your goal should 

be to get the delegate to one of the outer three spheres, depending on the task being 

performed. Make sure you match the amount of responsibility with the amount of authority. 

Understand that you can delegate some responsibility, but you can’t 

delegate away ultimate accountability. The buck stops with you! 

 

Keeping Control 

Now, once you have worked through the above steps, make sure you brief your 

team member appropriately. Take time to explain why they were chosen for the 

job, what’s expected from them during the project, the goals you have for the 

project, all timelines and deadlines, and the resources on which they can draw. 

Work together to develop a schedule for progress updates, milestones, and other key project 

points. 

Delegate initiates action, and then reports 
periodically

Delegate acts, and then reports results 
immediately

Delegate recommends what should be done, and 
then acts

Delegate asks what to do

Delegate waits to be told what to do
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You will want to make sure that the team member knows that you want to know if any problems 

occur, and that you are available for any questions or guidance needed as the work progresses. 

We all know that as managers, we shouldn’t micro-manage. However, this doesn’t mean we 

must abdicate control altogether. In delegating effectively, we have to find the difficult balance 

between giving enough space for people to use their abilities, while still 

monitoring and supporting closely enough to ensure that the job is done 

correctly and effectively. One way to encourage growth is to ask for 

recommended solutions when delegates come to you with a problem, 

and then help them explore those solutions and reach a decision. 

 

The Importance of Full Acceptance 

 Set aside enough time to thoroughly review any delegated work that delivered to you. If 

possible, only accept good quality, fully complete work. If you accept work that you are not 

satisfied with, your team member does not learn to do the job properly. Worse than this, you 

accept a new project that you will probably need to complete yourself. Not only does this 

overload you, it means that you don’t have the time to do your own job properly.  

Of course, when good work is returned to you, make sure to both recognize and reward the 

effort. As a leader, you should get in the practice of complimenting members of your team every 

time you are impressed by what they have done. This effort on your part will go a long way 

toward building team members’ self-confidence and efficiency now and in the future. 

Setting a Ritual  

For most people, the word “ritual” typically conjures up an image of a boring, repetitive life, with 

every moment controlled and managed, and no room for spontaneity. Rituals and routines, 

however, can actually help increase the spontaneity and fun in your life. Because routine tasks 

are already planned for, you have more energy to spend on the tasks that will bring you closer 

to your goals and bring more joy to your life. 
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What is a Ritual? 

The Random House Dictionary defines a ritual as, “any practice or pattern of behavior regularly 

performed in a set manner.”  

In fact, you can build any type of ritual in three easy steps. 

IDENTIFY THE TASK. Let’s say you want to build an exercise ritual. 

IDENTIFY THE TIME AND/OR TRIGGER. For example, perhaps you normally exercise right after 

work. 

IDENTIFY THE SUB-TASKS. For you, perhaps your ritual involves going to the gym, getting 

changed, stretching, doing 45 minutes on the treadmill, performing three reps of weights, 

and doing a lap around the pool to finish things off. Then, you shower and go home. 

Remember, a ritual shouldn’t be set in stone. Once you establish a ritual, it can be modified at 

any point in time, depending on what works for you. With our exercise 

example, you could easily decide to exercise before work or even at 

lunch and still use the basic task and sub-tasks. 

 

Ritualizing Sleep, Meals, and Exercise 

These three items are essential to ritualize. Here are some ideas. 

SLEEP: Establish a ritual for half an hour before you sleep. This might include filling out your 

Productivity Journal for the next day, enjoying a cup of tea, taking a warm bath, and/or 

performing some stretches. All of these activities will help you wind down and sleep 

better. It is best to try to go to bed at around the same time every night, too. 

MEALS: Take a half hour each weekend to plan meals for the next week, including lunches 

and suppers. Then, make a grocery list and get everything you will need. Appliances like 

slow cookers and delayed-start ovens can also help you make sure supper is ready 

when you are. 

EXERCISE: Try to exercise for one hour three times a week, or half an hour each day. One 

easy way is to go for a brisk walk at lunch, or do yoga in the morning before work. 



MODULE 2  

PAGE | 26    LEARNER STUDY GUIDE 

 

 

Example Rituals 

Here are some rituals that many people find helpful in maximizing their time: 

Instead of checking e-mail, news, and Web sites throughout the day, set aside one or 

several periods (for example, morning, noon, and at the end of the day). Then, batch 

and sequence your activities (for example, e-mail, news, and Facebook). You can batch 

many types of tasks in this way for maximum efficiency.  

Set up a system for maintaining your Productivity Journal. This can be as simple as ten 

minutes in the morning to update the day’s list, ten minutes at noon to update what you 

have done already, and ten minutes at day’s end to evaluate today and create a starting 

list for tomorrow. 

In the morning, perform your tasks in an organized, routine manner. You can also lay out 

your clothes and prepare your lunch the night before for maximum efficiency. 

 

 

Using Rituals to Maximize Time 

Once you have been using a ritual for a while, you may find that you have bits of extra time here 

and there. For example, you may find that by establishing an exercise ritual, you finish five or 

ten minutes earlier because you know exactly what you’re going to do at the gym. At the end of 

the day, you may find that you have a half hour or more of unexpected time. 

This is where the “Trigger” part of rituals can come into play. Instead of setting a specific time of 

day, you choose a situation or an event that will cause a ritual to come into play.  

Some examples: 

During a break at work or at home, read for ten minutes. 

Take one minute to do some deep breathing and stretches. 

Take five minutes to clean off your desk or some other small area. 
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Take ten minutes to update your Personal Productivity Journal. 

Set aside one lunch hour a week to do personal errands. Or, make a list at the beginning of 

each week, and do one a day. 

Meeting Management 

Meetings are often seen as a necessary evil of office life. Few people look forward to meetings, 

and with good reason. Too many meetings lack purpose and structure. However, with just a few 

tools, you can make any meeting a much better use of everyone’s time. 

Deciding if a Meeting is Necessary  

The first thing you need to decide is if a formal meeting is necessary. Perhaps those morning 

staff meetings could be reduced to a few times a week instead of every day, or maybe they 

could take place over morning coffee and be more informal. (In the next module, we’ll talk about 

some alternatives to meetings, too.) 

If a formal meeting is necessary, divide your attendees into two groups: 

participants and observers. Let people know what group they belong in so 

that they can decide whether they want to attend. If you send out a report 

after the meeting, that may be enough for some people.  

 

Using the PAT Approach 

We use the PAT approach to prepare for and schedule meetings. 

PURPOSE: What is the purpose of the meeting? We usually state this in one short sentence. 

Example: “This meeting is to review the new invoice signing policy.” This helps people 

evaluate if they need to be there. It will also help you build the agenda and determine if 

the meeting was successful. 

AGENDA: This is the backbone of the meeting. It should be created well in advance of the 

meeting, sent to all participants and observers, and be used during the meeting to keep 

things on track. 
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TIME FRAME: How long will the meeting be? Typically, meetings should not exceed one hour. 

(In fact, we recommend a fifty minute meeting, starting at five past the hour and ending 

five minutes before the hour.) If the meeting needs to be longer, make sure you include 

breaks, or divide it into two or more sessions. 

 

Building the Agenda 

Before the meeting, make a list of what needs to be discussed, how long you 

believe it will take, and the person who will be presenting the item. Here is an 

example. 

Once the agenda is complete, send it to all participants and observers, preferably with the 

meeting request, and preferably two to three days before the meeting. Make sure you ask for 

everyone’s approval, including additions or deletions. If you do make changes, send out a single 

updated copy 24 hours before the meeting. 

 

 

TIME ITEM PRESENTER 

2:05-2:10 1. Agenda and Meeting Purpose  

 

Jill Smith 

2:10-2:20 2. Review of Current Invoice Signing Process 

 

Joe King 

2:20-2:40 3. Review of New Invoice Signing Process 

 

Joe King 

2:40-2:50 4. Questions and Answers 

 

Joe King 

2:50-2:55 5. Wrap-Up 

 

Jill Smith 
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Keeping Things on Track 

Before the meeting, post the agenda on a flip chart, whiteboard, or PowerPoint slide. Spend the 

first five minutes of the meeting going over the agenda and getting approval. During the 

meeting, take minutes with the agenda as a framework. 

 

 

(Although this informal structure will be sufficient for most meetings, more formal meetings may 

require more formal minutes.) 

Your job as chairperson is to keep the meeting running according to the agenda. If an item runs 

past its scheduled time, ask the group if they think more time is needed to discuss the item. If 

so, how do they want to handle it? They can reduce the time for other items, remove other items 

altogether, schedule an offline follow-up session, or schedule another meeting. No matter what 

the group agrees to, make sure that they stick to their decision. 

At the end of the meeting, get agreement that all items on the agenda were sufficiently covered. 

This will identify any gaps that may require follow-up and it will give people a positive sense of 

accomplishment about the meeting. 

 

ITEM ACTION ITEM PRESENTER DUE 

1. Agenda  and Meeting 

Purpose 

N/A 

 

Chairperson N/A 

2. Review of Current Invoice 

Signing Process 

Current process needs to be 

archived 

Jane Smith June 

5 

3. Review of New Invoice 

Signing Process 

New process needs to be posted to 

SharePoint 

Joe King June 

5 

4. Questions and Answers Answer Sam’s question about 

impact on server 

Jane Smith June 

1 

5. Wrap-Up N/A 

 

Chairperson N/A 
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Making Sure the Meeting Was Worthwhile 

After the meeting, send out a summary of the meeting, including action items, to all participants 

and observers, and anyone else who requires a copy. Action items should be clearly indicated, 

with start and end dates, and progress dates if applicable. If follow-up meetings were 

scheduled, these should also be communicated. 

Alternatives to Meetings 

Sometimes, a face-to-face meeting isn’t the best solution. In this module, we will explore 

alternatives to meetings that can help you and your team save time and be more productive. 

Don’t forget that even if you use a meeting alternative, you should still use the PAT approach 

that we discussed in the last module, take minutes, and distribute post-meeting notes and action 

items. 

Instant Messaging and Chat Rooms 

Instant message applications and chat rooms can be a great alternative to meetings, especially 

if meeting members are separated by distance. 

Some things to remember: 

Make sure you have an agenda and stick to it. 

The chairperson’s role in keeping things on track is more important than ever. 

Set some ground rules at the beginning of the meeting to eliminate distractions such as 

emoticons, sounds, and acronyms. 

Make sure you keep a record of the meeting. 

Some applications to try: 

Campfire 

Meeting Pal 

Microsoft Office Communicator 
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Windows Live Messenger 

Teleconferencing  

If more personal contact and real-time sharing is needed, try a teleconferencing system like 

Adobe’s Acrobat.com, Microsoft Live Meeting, or Citrix’s GoToMeeting.  

Most teleconferencing applications feature: 

Screen sharing 

Collaboration tools 

Interactive whiteboards 

Voice and text chat support 

Meeting recording capabilities (which can serve as minutes) 

Again, remember the PAT approach, and remember to keep minutes and action lists. 

 

E-Mail Lists and Online Groups 

If your meeting group requires ongoing, interactive communication, rather than periodic face-to-

face gatherings, an e-mail list, forum, or online group can be an effective tool. 

There are a few options for these online tools. If your organization has the infrastructure in 

place, you may be able to set up something on site. If your organization doesn’t have such an 

infrastructure, there are many free tools out there, including Google Groups, Yahoo Groups, and 

Convos. 

A few things to keep in mind if you are going to use this sort of solution: 

Having a moderator is essential. These types of tools can quickly get out of control without 

proper supervision. You’ll want to make sure members stay on topic and stay 

professional. 

Make sure you monitor the time spent on these tools. Setting a daily or weekly update or 

delivery time might be a good idea. 
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Just like a meeting, an online list or group should have a purpose and stick to it. 

Collaboration Applications  

A more sophisticated electronic tool that can reduce the need for meetings is collaboration 

applications. Systems like Microsoft SharePoint, Wrike, Pelotonics, Google Docs, and 

Basecamp can give users interaction and collaboration tools from any location. 

These sorts of tools may be most beneficial for project meetings, or situations where users need 

to peer review each other’s work. 

Once again, these tools must have their purpose clearly stated, and participants must make 

sure that these time-saving tools don’t turn into time wasters. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



MODULE 2  

PAGE | 33    LEARNER STUDY GUIDE 

 

 

 

  



MODULE 2  

PAGE | 34    LEARNER STUDY GUIDE 

 

CHAPTER 2 
ESTABLISH AND APPRAISE THE SMME,S CURRENT 

SITUATION AND POTENTIAL  
 

US ID: 115811 

 
CHAPTER OBJECTIVES  

 

 Entrepreneurship is described and discussed in terms of employment opportunities . 

 Entrepreneurial opportunities are identified and described within a specific economic 

area related to the interest of the learner. 

 Advantages and disadvantages of entrepreneurship are explained with examples. 

 Reasons for business failure are identified and discussed with examples. 

 The role of entrepreneurship in social development is explained with examples  

 
 

Human Resources Today 

Human resources (HR) used to focus on very specific processes, and had narrowly defined 

terms such as “personnel manager” and “payroll.” As a discipline, HR has evolved to include 

areas which both complement and build on one another. 

 

What is Human Resources Today? 

HR has certainly evolved over the past 30 to 50 years, and branched out into defined areas, or 

sub-disciplines, within the scope of human resources. These include recruitment, employee 

engagement, retention, organizational development, training and development, compensation 

and benefits, health, safety and wellness, strategic planning, and employee relations.  

Organizations arrange these areas in a way that works for them, sometimes keeping them all 

within the Human Resources department, and at other times broadening the scope into an area 

called Corporate Resources, of which Human Resources is one part.  
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Key Factors Influencing Human Resources Today 

There are several key factors that have had an enormous impact on the development of Human 

Resources. These include: 

Technology: which has had, and will continue to, have significant impact on the way we 

design and structure work. It also challenges the workforce to keep up with significant 

developments while organizations decide which changes are worthwhile adopting.  

Globalization: as companies consider working in or expanding into foreign markets, and 

have employees working in different locations.  

Demographics: as the core numbers of the workforce age and move into retirement, and 

the available talent pool becomes smaller. What do the older workers need to sustain 

themselves? What are younger workers looking for in employment? 

 : includes using part-time, temporary, and contract workers as a way to manage fluctuations 

in demand and to manage long term labor costs. One example of contingency use is 

companies bringing in retirees during busy periods, to cover staff vacations, and so on.  

In order to best manage the workforce as it now exists, there is significant focus on training and 

development. Development (the long term process that facilitates strategic thinking) capitalizes 

on experience and aims to reach goals. Training is provided specifically to change behaviors or 

attitudes in order to meet job specific requirements.  

Organizations are now focusing on developing individuals and their careers rather than 

addressing immediate needs of the job, which has led to an entire industry around lifelong 

learning. Doing so seems to encourage employee retention and allows us to stay up to date with 

technological changes as well as shifting demographics.  

 

Growth in Human Resource Management 

As human resources evolved, so have the ways that we manage our 

workforce. We have the ability to create and maintain workplaces that are 

fair, safe, and engaging by leveraging the strengths of human resources skills within the 

organization, and ourselves.  
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As the nature of organizations change, HR practices and theories will also evolve. No matter 

what they become, they will continue to enrich the organizations and people that they support.  

Currently, some human resources management trends include: 

Onboarding (the process of bringing new people into the company) 

Proactive recruiting (beginning the recruitment process years before they will actually join 

the company) 

Focus on work-life balance 

Introduction of Lean and Six Sigma methods, which encourage sustainable improvement 

 

Recruiting and Interviewing 

Essentially, recruiting and interviewing are about bringing the right people to your organization. 

The process of keeping those people with the organization is called retention. We will focus on 

the first two parts (recruiting and interviewing) in this module. 

 

 The Job Selection Process 

Organizations typically go through a formal or informal process when there is a 

vacancy to fill.  

In some organizations, simply getting permission to fill a vacancy can be a challenge. Once the 

process starts, the pattern is very similar from one place to the next. Although the steps seem 

straightforward, this is a very interactive process, so stages can overlap. 

Job Analysis: Here we will consider the KSA’s (knowledge, skills, and attitudes) that are 

required for the position, and make sure that they are included in a job description.  

Recruit: Attract the right candidates to the position. The best way to start this part of the 

process is to have a good idea where your candidates are. The most effective way to do so is to 

know what interests them, where they tend to congregate, and in a shrinking labor market, 

where they already work.  
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Filter Candidates: It is not necessary to interview every candidate. By the same token, some 

folks do not interview well and yet can provide supporting and interesting information to you 

through screening and testing. For example, if you are hiring customer service representatives 

that will spend a lot of time on the phone, then conduct an initial, short interview over the phone. 

If they sound professional and confident, then you can consider a face to face interview. 

Interview: Structured, formal interviews will give you far more valid and reliable results than 

informal ad-hoc interviews. Know what you are interviewing for, be well prepared, and be ready 

for candidates to have plenty of questions for you.  

Select: Check references. Make an offer to the right candidate, and be prepared to negotiate, 

especially in a tight labor market.  

Introduce and Retain: Now that you have your new employee, prepare to introduce them to 

the team, and to build on the relationship that has been established during the recruiting 

process.  

 

Get Good at Interviewing 

Interviewing, as an interpersonal activity, is something that can be troubled by lack of 

consistency and standardization if you do not go about it well. Here is a model to assist in 

setting up ideal interviews, as well as some of the pitfalls and best practices. 

 



MODULE 2  

PAGE | 38    LEARNER STUDY GUIDE 

 

 

 

  

P
re

p
ar

e Know what position 
you are hiring for. 

Get comfortable with 
asking open ended 
questions and probing. 

Set aside a room or 
interview space that 
makes for optimal 
conversation and open 
communication. 

D
es

ig
n Make sure you have 

ample time and 
questions available 
that fit the complexity 
of the job. 

Write your questions 
ahead of time, and 
include a scoring 
matrix that will allow 
you to easily recognize 
when answers that 
you are looking for are 
being showcased. 

In
te

rv
ie

w Remember that 
candidates and 
interviews can both 
throw off an interview. 

Some people are 
better at sitting down 
to a conversation than 
others. 

It is the interviewer's 
job to:

•Put the candidate at ease

•Maintain control and flow of 
the meeting

•Listen 
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Interviewing Fairly 

It can be easy for an interviewer to succumb to bias or stereotype. Be aware of the following 

issues, so that they do not thwart your efforts at the interview.  

We used to think that if people sat with their arms crossed, they were being “closed” or 

“standoffish.” Sometimes, however, people are nervous and maybe trying to keep their 

hands still or perhaps they are simply more comfortable with their arms crossed. 

Reading body language is not always simple; a tendency to pay more attention to non-

verbal cues means you may miss what someone actually says. 

Remember, too, that if an interviewer and applicant are of similar gender, race, or share 

other physical characteristics, this can (and does) influence interview results.  

Women, people who are overweight and visible minorities are typically paid less than 

Caucasian men working in the same roles. Be aware of this in terms of employment 

equity.  

The halo effect is seen when a personal attribute is presumed to reflect some kind of truth. 

For example, a person who is perceived as physically attractive is frequently considered 

more intelligent and sociable than someone who is less attractive, even in the absence 

of proof.  

Contrast effects surface when the characteristics of one candidate are compared to 

candidates who have already been interviewed, rather than against established 

behavioral criteria.  

 

The Best Way to Interview 

Interviews alone are not a great indicator of job performance, especially unstructured, informal 

interviews. The correlation between effective hiring decisions (a good choice) and a poor choice 

are improved by the use of behaviorally based questions. Otherwise, you can almost skip the 

interview and draw straws to select the right person. This is also why testing, accurate 

references, and use of portfolios (actual examples of work) are so helpful. 

During the interview, ask questions that are job specific. To improve reliability and validity of 

the selection process, ask questions that are relative to the job. Concentrate on job 
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knowledge and skills related to performance, and increasing your ability to forecast 

success on the job.  

Interview questions must be fair, and not lead to bias. Questions that pertain to the work as 

well as decisions that have been made are typically the best questions. (Behaviorally 

based questions, which often start out as “Tell me about a time when…” is an example.) 

When you ask questions, the best information comes from those that are “open.” An open 

ended question encourages the interviewee to say more than just yes or no, and to 

explain their answers. If you need to ask closed questions (such as “Do you have a valid 

driver’s license?”), then do so, but also plan to get detailed, active input from your open 

ended questions.  

During the interview, score responses using a systematic, structured approach to evaluate 

their responses. If you require specific answers, build them in to your scoring.  

Finally, train interviewers in listening, questioning, and evaluation to get consistency in the 

interview process and consequently make better hiring decisions.  

Some examples of common questions and fairer options are listed below. 

Common Question Better Question 

This job requires a lot of walking. Can you do 

it?  

This job requires you to be on your feet for 

most of the day. Do you have any physical 

conditions that we should know about in 

considering you as a candidate?  

We would like a photo to attach to your 

application because of the number of 

applicants. Would you mind supplying us with 

one?  

(This could lead to bias during the recruiting 

process, based on physical attractiveness.) 

All staff has their picture on our internal Web 

site so that we can recognize one another 

easily. If you are hired, would you mind having 

your picture taken for that purpose?  

You have an unusual name. What nationality 

is it? 

Did I pronounce your name correctly when I 

met you? 
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(Again, leading to or even highlighting, bias.) 

Have you ever been arrested? 

 

This job requires that you secure a high level 

security clearance, including a criminal records 

check. Will you have difficulty providing us with 

that clearance? 

Are you American?  

 

If you are hired, we require proof that you are 

entitled to work in the U.S. Can you provide us 

with a work permit or proof of citizenship?  
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 Retention and Orientation 

The retention process is about putting things which help people stay with your organization into 

place. Although retention starts during the interview process, at the point where an offer of 

employment is made, it falls within the scope of Employee Orientation.  

 

Getting Off on the Right Track 

Now that you have gone to the trouble and investment of conducting a thorough recruiting 

process, and selected the best candidate, it is time to address the things that help people get 

engaged in your organization. It takes about two weeks for someone to decide to stay with a 

new company, so the orientation process that you provide is critical, as well as its timing.  

To consider the effects of bringing someone in who does not engage, take a look at your 

recruiting cost, and consider the impact of a poor selection choice, where now you must recruit 

again. Even more compelling is the cost of someone who joins the organization, then checks 

out emotionally, but continues to report to work every day (which we refer to as “presenteeism”).  

The orientation process spells out the way that new employees become effective contributors to 

the organization. This socialization typically includes the following factors:  

Encounter: Despite what may have been revealed through the recruiting and interviewing 

activities, starting a new job takes getting used to. Time to familiarize to new tasks, 

receive training, and understand company policies and procedures are all necessary. 

Meeting colleagues and becoming familiar with the company culture are all a part of the 

transition, as is making sure that the employee receives a warm welcome.  

Orientation: Some companies see orientation as filling out forms and mandatory meetings 

with a new manager. Effective orientation means that employees have the opportunity to 

ask questions and begin to interact with peers and managers. In addition, colleagues, 

managers, and HR must be actively involved and interested in helping the new 

employee settle into their role.  

Role of Human Resources 

Design an orientation process for the organization. 
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Complete the paperwork associated with a new recruit, including reference checking; 

providing letter of offer; setting up candidate with benefit plan enrollment forms, direct 

deposit forms, and tax forms; and providing access to policies such as code of conduct, 

confidentiality, computer usage, and so on.  

Provide managers with tools to undertake their parts of the orientation. 

Provide an overview of the performance management program (including any kind of bonus 

programs, performance reviews, and attendance management). 

Role of the Manager 

Introduce the person to the organization, especially immediate and frequent contacts and 

resources, but also the less immediate but equally important individuals. 

Ensure that the schedule for the first several days (or weeks, depending on the complexity 

and level of the job), is set up to incorporate a warm welcome, getting to know the work 

teams, and getting familiar with the workspace set up for them (including equipment, 

tools, desk, PC, business cards, cell phone, etc.). 

Establish objectives for the first 30 – 60 – 90 days and following through to ensure success. 

Set up technology, safety, or other training. 

 

Creating an Engaging Program 

Think of the last time you started a new job, and the range of feelings that came with it. You 

may have experienced excitement, curiosity, worry, and much more.  

What could have been added to your own orientation experience to assist you in “clicking in” 

to the organization quickly? 

What aspects of the orientation program were excellent, and are things that you would 

recommend to others? 

Characteristics of an effective orientation program:  

The hiring manager is responsible for the success of the orientation. 
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The program incorporates technical and social aspects of the job.  

Employees receive formal and informal introductions to managers, working groups, and 

peers.  

Employees receive useful information pertaining to the company’s products, services, 

customers, and strategic plans. 

Employees receive required training.  

Employee Engagement studies provide additional opportunities to discover what your 

employees like and what keeps them motivated. In uncovering what engages them, you can 

also determine where you can strengthen your organization through a commitment to retention 

activities. For example, if your employees identify that their work is too complex or that they are 

unable to exercise any flexibility with work schedules, changing those circumstances can 

improve your retention.  

In addition, as the labor market worldwide continues to shrink, we will be competing for the 

same candidates for more jobs than there are workers. Having some flexibility in areas that 

appeal to your workforce will go a long way in keeping them engaged, contributing, and 

benefiting your organization.  

 

Using an Orientation Checklist  

There is tremendous value in making sure that every new candidate has an equal opportunity to 

learn about their workplace. You will also see them engage quickly and effectively when they 

know for certain what their role and responsibilities are. At the same time, it is essential that 

they get the benefits of that warm welcome on the first day and know where to hang their coat, 

or go for lunch.  

The checklist on the next page is a starting place to consider what is important to the new 

employee as they get started. When you make the effort to have things ready for that important 

first day (such as a ready workstation or access to tools), the employee feels welcome, and you 

are much more likely to have an engaged member of your workforce.  
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Before the First Day 

 Schedule safety training (such as WHMIS, H2S, driving, first aid) 

 Set up workspace (such as IT requests, telephone set up, tools, name tags, 
identification cards, business cards, cell phone, etc.) 

 Advise when and where to arrive on the first day and to whom they should 
report 

 Advise where to park 

 Announce upcoming arrival to existing staff 

 Assign someone (such as a co-worker) to conduct tour on first day (washrooms, 
coatroom, break/lunch room, emergency exits, muster stations, etc.) 
 
On the First Day 

Physical Space 

 Washrooms 

 Lunchroom 

 Desk/office 

 Ergonomic Evaluation 

 Supplies 

 Smoking area 

 Lockers/Closets 

 Bike Storage 
 

IT / Security 

 Computer and login information 

 Access to special drives, programs, & 
printers 

 E-mail  

 ID Card 

 Building access cards/keys 

 Cell phone policy  

 How to lock up at end of day 

 How to deal with threats to safety 
and security 
 

Supervisor/Manager Orientation 

 First aid room/supplies 

 Major duties, responsibilities, 
workload 

 Hours of work 

 Review strategic plan for 
department/area 

 Review organizational charts 

 Discuss employee role, expectations 

 Performance standards 

 Outline objectives of personal 
performance management plan (goals, 
benchmarks, etc.) 

 Take employee to coffee or lunch 

HR Orientation 

 Company background & organization 
strategic overview 

 Employee handbook 

 Benefits, banking, tax forms 

 Explain when and how of pay 

 Dress code (or uniform) 

 Key policies, such as Code of Conduct, 
Privacy and Confidentiality, Conflict of 
Interest 

 Where and who to go with questions 

 Acceptable use of tools, property, 
Internet 

 Absenteeism policy/Disability 



MODULE 2  

PAGE | 46    LEARNER STUDY GUIDE 

 

Following Up With New Employees 

As we mentioned in the previous module, orientation is a critical aspect of employee 

retention. Since the orientation process takes time and planning in order to be effective, this 

module will focus on the next critical aspect, which is following up with new employees.  

 

Checking In 

Where a company is committed to drawing the right people, in turn they 

develop good people. This can help a company that is making an effort to be 

an “employer of choice.” If you speak to people who work for just such 

organizations, you probably know that their recruiting efforts are eased by 

the fact that candidates come to them asking for the privilege of working together.  

So how do you do your part to help your employer achieve that prestigious status? The 

answer is simple: by checking in with new employees. Just think of it this way: checking in 

with your employees will help them from checking out. 

 

Following Up 

Sometimes your follow up will be based on the employee orientation checklist from the 

previous module, and simply making sure that each area is covered adequately. Other items 

may get added to your checklist based on your conversations with the employee.  

These regular interactions, which may be short and seem informal, or follow a more formal 

tone, also give the employee the opportunity to ensure that he or she has made the best 

decision possible in coming to work with you. If that person is able to get the information they 

need when they need it, your chances of developing a strong, engaged employee, continue 

to grow.  

 

Designing the Follow-Up Schedule 

We recommend that you set up and follow a regular schedule to integrate your new 

employee. Depending on the role they are hired to, and your role, the schedule will vary, but 

there are a few key things to focus on: 

The employee should meet with you each day in the first week. 
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The employee should meet with you (or your designate) every two weeks for the first 

three months on the job, and monthly thereafter. 

If you are new at providing this level of follow up for a new employee, and think it’s too 

much, then temper your approach accordingly. Always keep in mind, however, the 

way that the new employee feels about your workplace, their level of engagement, 

and what those meetings can do to ensure that you have made a good choice hiring 

this person.  

 

Workplace Health & Safety 

Understanding your responsibilities as a manager means that you do not just understand 

health and safety, but that you live it. In this module, we will look at your role in maintaining a 

healthy and safe workplace, and what areas of additional training you may want to explore. 

 

Understanding Your Role and Responsibilities 

Each province, territory, state, or country that you work in has regulations and legislation that 

are produced and enforced by the appropriate levels of government. This also generally 

means that workers who work within the scope of that legislation have access to benefits 

such as medical care and wage replacement because of related insurance. In some places, 

they may also receive benefits for family members.  

The essence of workers’ compensation programs meant that workers in designated 

occupations could receive assistance in the form of wage replacement and medical care if 

they were the subject of a work related injury. In addition, the organization that they work for 

is protected from civil suit put forward by the employee who has been injured (meaning that 

the employee is not able to receive damages from a lawsuit where they charge the employer 

for being responsible for their injuries). The governing bodies can level fines against an 

employer who disregards the health and safety of their workforce, in addition to charging 

insurance premiums sufficient to cover the costs of the programs.  

It is very important for you, as a people leader, to understand the aspects of federal as well 

as provincial and territorial rules for each jurisdiction that you operate in. Each jurisdiction 

provides frequent training as well as information about your obligations and responsibilities 

under current legislation and codes.  
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Training for Managers 

You can expect to find training in the following areas: 

Working with Occupational Health and Safety Legislation  

Incident Investigation Skills 

Fundamentals of Inspections 

Hazard Assessment and Control 

Each area is well defined. Some examples are included below. 

Working with occupational health and safety legislation will provide you with access to 

pertinent rules and regulations specific to your region and industry.  

Incident investigation skills are not about finding blame for an incident (although that may 

be a result). Investigations identify root causes of injuries and incidents, and then put 

practices into place to avoid recurrences or minimize potential for further injuries or 

damage.  

Inspections involve systematic observation of worksites, work conditions, work practices, 

and equipment to identify hazards or poor work practices and make 

recommendations for improvement.  

Hazard Assessment and Control is a process to continually monitor all aspects of a 

workplace and to determine whether practices need to change in order to maintain 

the health and safety of the workplace. Examples include small tasks like posting 

“wet floor” signs, to larger jobs involving the controls placed on noxious substances.  

Work involved in any of these processes does not just minimize exposure for workers and 

improve the safety record of a workplace. Often, inspections and hazard assessment can 

identify opportunities to reduce waste and increase productivity, quality, and efficiency, in 

addition to improving the health and safety of the workplace.  
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 Workplace Bullying, Harassment, and Violence 

Definitions 

Bullying does not have an exact legal definition, but is generally considered as 

intimidation or abuse of authority.  

Harassment is directly related to protected areas including sex, race, religion, age, 

sexual orientation, or disability.  

Violence, in this context, can be defined as abuse, threats, or assault committed in 

relationship to work.  

Violence is becoming more common where people work in contact with customers, clients, 

and the general public. Aggression often starts with an anger trigger in the form of a slight or 

an irritant. When it comes to losing our temper, our impulse is controlled by our inhibitions, 

made up of the knowledge (and perhaps fear) of repercussions and consequences as well 

as social and cultural norms.  

Violence, bullying, and harassment can manifest in many ways. Violence often begins with a 

conflict; for example, two people with different ideas about what should happen. The conflict 

escalates to where one person decides they will stop at nothing to get what they want.  

Incidents may manifest as: 

Physical: Attacks, threats, or unwanted sexual advances. 

Verbal: Offensive or critical jokes, gossip, threats, or criticism.  

Written: Offending notes, email, text messages, and/or letters.  

 

Costs to the Organization 

If the organization refuses to intervene, they may experience cost in many ways: 

Staff turnover 

Reduced productivity 

Poor morale 

Absenteeism  
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Negative impacts to employee benefit plans (through increased plan usage) 

Legal costs 

Tarnished reputation 

Strain on resources to deal with the complaint 

Negative media coverage 

The costs also extend to the people who work for the organization. For example, when an 

employee is victimized, they can suffer from stress, anxiety, or depression, particularly if they 

do not act. As well, their personal life and career can be damaged. The accused may lose 

their job and or face legal charges. Those who are falsely accused may lose their job and 

relationships, and also become a victim. 

 

The Manager’s Role 

The manager’s role includes providing staff with tools to report issues and a way to deal with 

issues that arise. Since many problems are resolved through informal means, the best tools 

may be those that simply allow for people to have a conversation and to facilitate discussion 

that will mediate problems before they escalate.  

Here are some useful ways to look after issues, and your employees: 

Ensure that your staff has the ability – and authority – to manage conflict, negotiate, and 

remedy problems that arise. Empower them with the ability to conduct themselves 

safely and with confidence.  

Provide strong leadership. 

At work (and at home!) conduct yourself with consideration and respect for others. The 

golden rule applies.  

Model principles and standards of diversity in your everyday work. 

Recognize staff for their contributions; involve and value everyone.  

Deal with inappropriate behavior as it arises. Don’t let small things grow. If you ignore 

them, your staff may think that you either approve of the behavior or that you simply 

don’t care.  
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Where you recognize harassment, bullying, or an escalating conflict, take initiative, and 

ensure that appropriate steps are taken. If you are not in a position to act, or lack 

confidence yourself, then raise the issues to channels available to you including your 

own manager, and whenever necessary, the police.  

During a crisis, follow the POLITE plan: 

Position yourself so that you know where you are in relation to an opponent, and an 

exit. 

Observe warning signs and pay attention to them, particularly if the distance between 

you is narrowing, or the other person begins speaking in single syllables. 

Listen empathetically and avoid remarks that could be considered condescending. 

Instincts: listen to, and make good use of your instincts.  

Talk to the other person and try to establish rapport. This will help you to gauge, and 

influence, their mood.  

Eye contact can also be an effective way of building rapport. Read the situation 

carefully, however, as some angry people will see unwavering eye contact as 

threatening. Use eye contact to establish a connection, not to intimidate. 

A skillful interruption to an escalating situation can help to relieve tension and move from 

escalating conflict to problems solving. Using a technique that breaks their train of thought 

(or activity) is a way to do this. For example, your opponent may expect that you are going to 

run away, fight back, or break into tears. Doing the unexpected will disrupt the escalation.  

A strong pattern interrupt is something so out of the norm that it makes the other person stop 

and wonder what is going on. Standing on a chair for example, would be a pattern 

interrupter. The other person would quite possibly lose their train of thought. If they were 

very angry, would it change their thoughts from anger to something else (bewilderment, or 

wonder, for example); quite probably. 

When conflict is over the phone, try the following techniques: 

Always aim to establish rapport as soon as you pick up the phone 

Ask for the caller’s name and number in case you get disconnected 

Maintain a positive tone and posture 
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Have some techniques to interrupt skillfully 

Skillful interruptions over the phone can include statements such as:  

“Excuse me sir, but if we continue like this, it will be difficult for me to help you. Would 

you like my help?” 

You could also sneeze – not directly into the phone, but with enough force and 

conviction that it breaks the caller’s train of thought and they automatically say, 

“Bless you.” If this works, you can quickly reply, “Thank you! Now what is it that I can 

do specifically to help you today?”  

Remember: A manager who is unaware of harassment, bullying, or violence brewing is not 

absolved of their responsibility to act.  
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An Employer’s Responsibility  

It is the employer’s responsibility to provide a safe workplace, and to provide the training and 

tools that people need to work safely. It is also their responsibility to ensure that training 

takes place, and is sufficient to address the work that is being done.  

Most organizations have policies regarding 

harassment, bullying, and violence within the scope of 

human resources or health and safety policies. Any 

allegation must be acknowledged and investigated in 

terms of those policies, which should incorporate the 

following steps: 

Investigate immediately 

Take every complaint seriously 

Be objective 

Attempt to resolve the issues informally if possible 

Keep matters confidential for ALL parties 

Follow your organization’s policies, as well as legal obligations 

If the employer refuses to acknowledge safety risks and do what they can to reduce or 

eliminate them, they can be held responsible through the court system through penalties like 

fines, or work stoppage orders, in addition to a publicly tarnished reputation.  

Fortunately, most employers want to comply with workplace health and safety rules, and do 

their utmost to provide safe workplaces for their people. If you have concerns about what 

your obligations are in your region, contact your local health and safety association. 

 

 Workplace Wellness  

When your employees are healthy and fit, they are less likely to be absent from work due to 

illness and more likely to be engaged in what is going on around them. This module will 

explore the concept of workplace wellness and how to promote it in your organization. 
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Wellness Behaviors 

When you apply techniques to your own life that model wellness, your employees notice. 

There are three important wellness behaviors that we should all focus on:  

Healthy eating 

Exercise 

Life-work balance  

Of course, managers can be just as far off the “healthy living” track as anyone. Just 

remember that your people are watching you, and that whatever behaviors you do exhibit, 

they will note. 

 

Wellness Trends 

Wellness is not just about feeling good, and it isn’t about the employer taking 

full responsibility for their workforce’s health either. However, people are looking 

for workplaces that respect that they have a life outside of work, and that also 

make efforts to keep them healthy.  

Wellness addresses the psychological, cognitive, and physical health of your 

workforce. This includes issues that can originate at work and at home. 

There are two major concerns for workplaces right now. The first area of concern is 

preparation for pandemic illness such as influenza. An example is the SARS outbreak in 

2003 where the World Health Organization and health care providers around the world have 

researched, planned, and established pandemic plans. Workplaces must be prepared for 

pandemic illness on many fronts, since an outbreak of any magnitude can have significant 

implications on their business.  

The second area of concern within the scope of wellness is mental health. People tend to 

use the word “stress” very casually, and yet the effects of negative stress, over time, can 

have tremendous impact on people’s lives, and the work that you are trying to complete. 

While positive stressors can enrich our lives, the ongoing presence and pressures of 

negative stress can lead to mental and physical illness. 
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The Case for Wellness 

Why worry about workplace wellness? Well… 

Wellness programs, by their nature, can result in improved employee engagement and 

morale. A happy and healthy workforce is more productive.  

Increased wellness puts less demand on expensive benefit programs.  

Disability programs are demonstrating a shift from paying claims for primarily physical 

causes (for fractures, cardiac issues, or cancer, for example), to paying for mental health 

issues such as depression and anxiety. In addition, the cumulative effects of stress can have 

both physical and psychological effects.  

As people – our workers – continue to foster sedentary lives that are fraught with quick, 

processed food, and as the realization sets in for some of them that their lives need 

improving, the need for support provided by the workplace becomes more apparent.  

What can you do as an employer? 

Focus on health promotion and prevention (for example, healthy food options and activity 

programs) 

Provide training and education for supervisors and managers so they have tools to 

recognize when employees are at risk 

Promote your EAP/EFAP 

Undertake Health Risk Assessments 

Maintain contact with absent employees and let them know they’re missed 

What can you do as an employee? 

Make your health a priority 

Remember that you have a duty to be prepared for work 

Participate in and comply with treatment  

Also consider:  

Is your employee (or, are you) in the right job? Are there needs for lifestyle or career 

changes that will help you to be successful?  
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Of the five key stressors in life (relationships, work, health, crime/violence, and personal 

finances), the personal finance issue is five times that of the health stressors.  

Up to 20% of the workforce is actively disengaged, meaning that they may be at work, 

but really not that into it.  

Early intervention, which includes recognition of issues, is very important.  

o Talk to your employees, and more importantly, listen to them 

o Encourage employees to seek assistance 

o Be supportive 

o Be clear about concerns and expectations, and flexible with solutions  

o Work with the employee to set goals; turning things around can be easier 

than you think 

Your EAP/EFAP provider should be a tremendous resource. Many of them provide more 

services than just counseling, including: 

o Financial planning 

o Assistance with locating childcare 

o Nutritional counseling 

o Retirement planning 

o Wellness programming for the workplace 

 

Providing Feedback to Employees 

Your employees expect your feedback whether it is a pat on the back, or time for change. 

This module will explore some different feedback models, as well as some ways to make 

your feedback effective and encouraging. 
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Feedback Model 

Time and place: When you are offering feedback to an employee, give consideration to 

your environment, and to your timing. Never offer negative feedback in front of colleagues; it 

is unprofessional and can damage the reputation of the employee (co-workers seeing 

someone criticized in front of others tend to not forget it), and you (that you care so little for 

your staff that you would embarrass them in front of their co-workers). 

The best place to provide feedback is somewhere quiet, like an office or meeting room. The 

feedback needs to come as soon as possible after the event (later the same day or the 

following day is good), unless you are feeling emotionally charged about something.  

If an employee has done something that violates a rule at work, you may have to act 

immediately. However, if you can hold off and get your own emotions in check first, you will 

avoid saying something that you might later regret. 

Types of Feedback: Just as there are many types of conversations, so are there a range of 

feedback models. Feedback can be formal, as we will discuss with the feedback sandwich in 

a moment, or informal. Informal feedback can be just as meaningful and valuable as formal 

feedback.  

Informal feedback, such as recognition for something that has been learned and properly 

applied to the workplace, or offering a small reward for overall performance, can really perk 

up your employee’s day, immediately turning into a burst of energy or creativity for that 

individual.  

More formal feedback is often used with certain benchmarks and at certain times of the year. 

Some organizations schedule annual, formal performance reviews and may also include 

quarterly or monthly meetings to review and document progress, strengths, and 

opportunities for growth.  

The 360-degree performance review is a tool that, instead of relying on performance 

comments from the immediate supervisor, also solicits feedback from people within a 360-

degree radius of the employee. Direct reports, colleagues, managers, internal customers, 

and even external customers can all contribute to feedback for a 360-degree review.  

No matter which tools you prefer, and whether you are more likely to rely on formal or 

informal feedback methods, keep in mind that feedback is provided as a way to encourage 

growth and development of your staff. Feedback can help employees along with their career 

goals, not just to meet the goals of the company or your specific department, but also to 

reach their own.  
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The Feedback Sandwich  

Managers often use a “feedback sandwich” as a way to provide feedback and to cushion 

criticism. The benefits include having positive comments that frame the critique. A feedback 

sandwich typically looks like this: 

1) Make a specific positive comment 

2) Offer critique or suggestions for improvement 

3) Make an overall positive comment 

The drawback to using a feedback sandwich is that it does not take long before an employee 

knows that if you are leading a conversation and offer a compliment, there will be some kind 

of negative comment to follow it. It is human nature for them to filter out any compliment you 

make, and to focus on the negative comments.  

Therefore, instead of offering a feedback sandwich that you build, we 

recommend that you have the employee get involved, particularly with the 

middle. The value in this is that when you are working with adults, chances 

are they will know what went wrong and have ideas about how to improve. 

Instead of a sandwich made with white bread and a jam filling, like this: 

1) Hi Paul, I really thought your presentation went well yesterday.  

2) But I think that if you had more statistics in your report, you wouldn’t have had to 

work so hard to sell the idea to the group.  

3) You’re a strong member of our team, and I’m looking forward to your continued 

contributions.  

Try multi-grain and homemade fruit spread with hazelnut drizzle: 

1) Paul, I thought we could sit and debrief the presentation you gave yesterday. 

Congratulations on getting the support for your project – I think it’s a really valuable 

one for our division, and a great reflection of your strength as a leader.  

Paul might just say “Thanks!” or, “They were a tough crowd.” You can probe a bit here and 

then encourage him to fill in the middle, or you could say: 

2) “They were certainly interested in what you had to say, and had lots of questions. I 

thought for a moment that things might go off the rails, but you managed to field their 

questions and keep them on track at the same time.” 

Responses could look like this: 
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Paul: “I will have more detail in the presentation next time I do something like this. Even 

if they don’t want it then, at least it’ll be there as back up.” 

You: “It can be tough to know exactly what to anticipate from them as 

a board. One thing I have done before is to have a couple of extra slides 

hidden in the presentation that I can bring up if they ask, or a couple of 

spare story boards or charts, just in case. Also, I think that I could have done a better 

job of introducing you or perhaps preparing you to meet the executives. Are there 

other things that I should have done, or that you would add to your plan?” 

And then at the end of the conversation, offer that multi-grain kind of closing: 

3) “Paul, you got what you went in for, and also earned credibility in their eyes in the 

way you managed their questions. That makes for a job well done. If there is 

anything that you want some help from me on next time, or if you’d like to do a 

practice run with the team, or a pre-meeting survey to the board directly, that might 

be helpful, too. I thought the design you went with was brilliant, and it’s great you 

have the green light that you need. If I can do anything more to help next time, let me 

know.” 

A Powerful Tip: When offering feedback, avoid the word “but” after you make a comment, 

especially a compliment. The word “but” is a negative indicator, meaning that it negates 

whatever preceded it in the sentence. A listener often shuts out everything that comes 

before the word “but.”  

 

Encouraging Growth and Development 

Giving good, meaningful feedback is hard work. Appreciate that this is a learned skill, so you 

will improve with practice. Take the time to ask questions, observe, and refine your skills.  

The payoff for you as a manager is that even if you are giving someone unwanted news, 

they will appreciate the way that you deliver it. In addition, news that is well delivered is more 

likely to be listened to than is feedback that is poorly thought out, or coldly articulated.  

You may have also noticed that our multi-grain sandwich highlighted some areas where you, 

the manager, could improve. This not only gives you some things to work on, but it shows 

your staff that learning and growing never stop. 
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Disciplining Employees  

Despite our best efforts at hiring the right people, sometimes they do not behave or learn in 

the way that we anticipate, and so discipline follows their actions. This module will explore 

some different ways of looking at discipline. 

 

The General Discipline Process 

Most employees want to do what they are expected to do 

at work, and most of them want to do it well. When 

performance problems appear, you need to: 

Act quickly: Letting a problem linger because you do 

not like to address performance issues can also mean that 

poor work becomes the normal way of doing things within your area of responsibility. 

Human nature being what it is if one worker sees another get away with sub-standard 

performance, they may think that you are fine with it too, and then a small problem 

becomes a much larger one.  

Clarify the expectations of the employee’s role. If he does not know what he is being 

measured against, it’s pretty hard for him to improve. 

Assist in approving the performance by providing adequate direction when necessary. 

Make sure that employees know what the company’s policies are, and that they are 

applied consistently and fairly. 

Work with the employee to resolve the problem by applying a progressive discipline 

process.  

Clearly and consistently document the steps that you take through the process, 

including support, training, incidents of misconduct, meetings, and coaching 

sessions.  

 

The Progressive Discipline Process 

Before we start, please note that the principles and steps here apply to progressive 

discipline in general, but that some jurisdictions may have specific rules pertaining to this. In 

addition, collective agreements may stipulate a quite different process (although with similar 

goals and outcomes). This module outlines a general process for progressive discipline, and 
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is not to be construed as specific legal advice, or as appropriate in all situations or 

jurisdictions. Make sure that you understand the labor laws in the area that you are 

managing. 

Progressive discipline is a method of behavior correction that allows you to build on the 

strengths of existing policy, and to apply corrective expectations when employee 

performance is below the acceptable standard. The process can be applied for both 

incompetence (when an employee lacks skills or knowledge needed for the job) and 

misconduct (when an employee knows what they are responsible for, but neglects those 

responsibilities). 

Each time you meet with an employee about their performance, you need to keep dated 

documentation about the discussion that took place; training completed; warnings and letters 

provided; and copies of supporting documentation such as error rates, performance reviews, 

or witness statements. 

Managing Incompetence: When the employee lacks the skills to perform their work at an 

acceptable level, a meeting to clarify the expectations of the job is necessary. Be open with 

the employee, and let them know what will happen if there is no improvement, including 

dismissal. Act promptly, because if you are considered to have ignored the problem (and 

thereby condoned the poor performance), you cannot use it as a reason for dismissal.  

Next, assess whether the person has the ability to learn the skills needed, and then provide 

them with training and support to improve their performance and gain practice and 

confidence with their new skills. If the performance improves, then the process has been 

successful. If they have not improved, then you are closer to determining whether 

terminating their employment is justified.  

Managing Misconduct: Depending on the severity of the misconduct, you may have just 

cause to dismiss the employee immediately. This is called summary dismissal, and is 

common in cases that involve serious breaches of company policy and/or the law (theft, 

assault, or reckless behavior with company equipment or vehicles, for example). Deciding 

how severe an infraction is should also take into account the seriousness and frequency of 

the misconduct; the employee’s work history; and the effect on the company.  

As indicated in the previous module, you cannot delay your action plan, because you could 

be seen as condoning the behavior, and then unable to use it in a dismissal.  

If the infraction is minor, speak with the employee and allow all sides of the issue to be heard 

through an investigation. Collect and document the facts, including witness statements. 
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Outline the consequences if job expectations are not met. If you can agree that the behavior 

will be corrected and that is what occurs, then the progressive discipline ends.  

Ensure that you document everything. If the behavior does not improve, you can then 

implement the next step of discipline, which is a written letter outlining the job expectations 

and future consequences if they are not met, including possible suspension. If the problem 

persists, consider suspending the employee. Again, you will have to produce a written 

document that confirms what is taking place and the consequences if job expectations are 

not met.  

Once the suspension has ended, your next step is to try and forge an agreement that there 

will not be any further misconduct. You are now in a stronger position to determine whether 

the last resort, dismissal, is warranted.  

Aggravating Factors: Although the progressive discipline policy may be clear, there can be 

some mitigating factors in incompetence and misconduct. These can include:  

Whether the misconduct was intentional 

Whether the employee accepts responsibility for their actions 

Whether the issue was an isolated or lone incident 

The employee’s length of service with the company 

The employee’s work history 

In many organizations, anything past that first step of progressive discipline will be managed 

by the supervisor and someone from the HR area. The HR representative may attend the 

meetings with you, assist with documentation, and ensure that the progressive discipline 

policy is being adhered to fairly. If questions arise, then checking with legal counsel is 

always appropriate in cases leading to dismissal, to ensure that any legal matters are 

addressed, and that the potential for legal suit is minimized if possible.   

Throughout this process, keep in mind that the goal of a progressive discipline process is to 

modify behavior, and to support development of an effective and productive employee. 

 

Having Discipline Meetings 

Depending on the process for progressive discipline in your workplace, there may typically 

be two to three discipline meetings.  
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1) An employee demonstrates non-standard behavior (misconduct or incompetence). 

An informal meeting takes place between the immediate supervisor and employee to identify 

the unwanted behavior, and outline expectations for improvement (including dates). The 

supervisor must clearly document this incident. Since the meeting should follow as soon as 

possible after the non-standard behavior is discovered, there is no letter provided at this 

stage.  

2) If the non-standard behavior continues, the supervisor arranges a more formal 

meeting with the employee.  

Again the undesirable behavior is discussed, and expectations for improvement. 

Consequences are also outlined in this step.  

3) If the undesirable behavior continues, a formal meeting is arranged again.  

In this meeting, a written letter is provided to the employee with an action plan for 

improvement and clearly outlined consequences. If the possibility of termination, suspension, 

or charges is possible, share that information with the employee. Have the employee sign a 

copy of the letter indicating that they have received a copy for their records. (They do not 

have to agree with what is written in the letter, just sign to acknowledge receipt.) 

Often employees will refuse to sign the letter, or they may prefer to take it away with them, 

read it on their own, and then sign it. If they refuse to sign it, that too is a disciplinary matter 

that you may have to address. As we said earlier, they are not signing to say they agree with 

the letter; only to confirm that they received a copy.  

Some tips for making the most of disciplinary meetings: 

Make sure that you have all the information for the meeting before you begin (notes, 

evidence, facts, etc.). 

Keep the meeting focused on the behavior, and not the individual. Make sure that your 

language is free of personal emotion (such as “I am so disappointed in you!”) and 

stick to the issues (“We are speaking today because you were found with stolen 

property in the backseat of your car this morning.”). 

Conduct the meeting away from the eyes and ears of other employees. Discipline should 

never embarrass anyone, especially the person receiving it.  
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Check your HR policies so that you know the desired format for any letters or disciplinary 

documentation. Also check to see at what stage the HR consultant or manager also 

needs to be a part of the meeting (often by the second formal meeting).  

If you are handing out consequences, make sure that you have the authority to enforce 

them. It’s no good threatening to suspend someone if you actually do not have the 

ability to follow through.  

 

Following Up 

Often the initial progressive discipline meetings that you hold are enough 

to correct the unwanted behavior. When that is the case, acknowledge 

the positive changes with the employee, and move on.  

However, if more steps need to be taken and you neglect to follow up on time, you will derail 

the progressive nature of discipline and may end up stuck with a problem employee who 

never changes their behavior…and really has no reason to, since there are no real 

consequences anyway.  

Do whatever it takes to ensure you follow up on time: write it in your day timer, set up a 

reminder on your computer, or book the meeting with the employee in advance.  

 Terminating Employees 

Sometimes it may seem that actually firing an employee is impossible. Here are some ways 

to make it work for you. Should you find yourself continually trying to modify an employee’s 

behavior and unable to get the desired results, then considering dismissal, or termination, is 

the logical next step. 

Documenting Events  

It is, of course, possible to terminate employees. It is easiest in cases of clear and serious 

misconduct or breach of conduct, but even less serious or cumulative events can lead to 

termination. By the time you reach the state where you are considering terminating anyone, 

you will have had to review the steps included in the previous module on progressive 

discipline.  

Important things to remember:  
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As we discussed in the previous module, you may find yourself meeting the employee in 

an advanced stage of the progressive discipline process. By the second stage, you 

need to have met with and discussed the matter with HR before you actually threaten 

dismissal to anyone. If you do not have HR staff, because you work in a small 

company, then check with your superiors to ensure you have the authority to act as 

you see fit.  

Your documentation must be excellent. Make sure that all of your paperwork is in order 

and that what you are documenting is part of the process. Stick to the facts in your 

documentation, and leave your personal opinions out of it. Sign and date your notes 

and any letters to the employee. Ask the employee to sign and date anything that you 

provide them with as “received and read.” They do not have to agree to the content 

of the document, but should sign and date it to indicate that they have received it. 

Part of your documentation can also come from another person, such as an HR 

consultant. If they attend any meetings with you, ask them to also take notes and 

sign them.  

 

Making the Decision 

There is a lot of thought that goes into actually making the decision to terminate someone. 

Part of this is emotional, and part of it is logical. When we struggle to make the decision for 

any reason, consider that your turmoil may come from wondering if you are really making the 

best decision. Of course, the reason that your stomach may be in knots could also have to 

do with the increased tension that managing this particular employee has brought. Discuss 

your decision making process with HR and your immediate manager to get their support.  

Some employees will present themselves in such a way that you may question your 

judgment about firing them. Asking these questions will help you to determine whether you 

are on the right track: 

Am I being hard on this person unnecessarily? (Obviously there has been continued 

poor performance or misconduct that has led to this stage of the process) 

How serious were the infractions or performance issues that led to this? Do I still believe 

that they are worthy of termination? 

What are the implications of releasing this employee in terms of backlash to the 

company, my work unit, and my professional integrity?  
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What are the implications to me as a manager, to the results of this department, and to 

the morale of people working here, to keep this problem employee? 

 

Communicating the Decision 

The termination meeting is simply an advanced stage of progressive discipline, but with very 

dire consequences. Before the meeting, you will have to determine whether the termination 

requires that the employee be escorted from the property following the meeting, or if they will 

be allowed to pack up their personal effects. If they work in a sensitive area that is 

vulnerable to sabotage or tampering, or where they may make comments to co-workers that 

can be overheard by clients, the safety of the workplace is even more important.  

For staff that has remote access to computers, business cell phones, keys, and access 

cards, a plan must be put in place to ensure that there are no security breaches following the 

termination.  

If you are having the employee leave the office that day, how will you ensure that they get 

home safely? You should never, ever let an employee drive themselves home after 

dismissal, but you could arrange a cab. Depending on the circumstances, you may also 

arrange to have a counselor from your EAP on standby. 

Never, EVER, dismiss an employee on a Friday, no matter how tempting it may be. If 

circumstances come to a head on a Friday, you can prevent the employee from entering the 

workplace over the weekend by restricting access. (This should only be done if there is a 

concern about behavior or safety of the other workers or property.) 

However, they should not be fired at that time. You can, however, tell them that both of you 

will take the weekend to cool off and then meet to discuss things the next week. Normally, 

we have enough indication that termination is pending that we can actually avoid doing so 

until the following week.  

Communicating the termination should be done in a brief, professional meeting. You will 

have the HR person with you. If the employee is aware this is a disciplinary meeting, they 

may have a union representative or advocate with them. If you are a unionized workplace, 

you can invite the union representative to attend. Keep the dismissal meeting short, and free 

of personal bias or remarks. If you have had previous meetings about an issue (through the 

progressive discipline process), you can briefly recap why you are here today. If this is the 

result of a serious incident and no previous meetings took place, calmly review the 

circumstances (reading right off the termination letter is best).  
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If career transition (i.e. job search) assistance is being provided, the terms of the services 

should be outlined in the letter, as well as any severance pay. When you finish reading, ask 

the employee if he or she understands what you read, and that they are being terminated 

from their employment effective immediately. Ask them politely to sign the letter, not 

because they agree with the contents, but to say they have received a copy of the letter. Ask 

them to provide you with keys, access cards, cell phones, or any other company property 

they may have on them. Ask them to provide you with any company property that may be at 

home within 24 hours. Offer them an EAP brochure, or if a counselor is available, let them 

know.  

Then, end the meeting and have the HR representative or their union representative escort 

them to the counselor if another room is being used, and for the HR/union representative to 

follow through with the arrangements for them to go home. You could offer a taxi chit, call 

someone for them, or have a trusted colleague drive them home. Again, do not allow the 

individual to drive home from work following this meeting.  

When you finish with the termination meeting, you may need to decompress too. This can be 

a nerve-wracking task, and so you may wish to undertake a wind-down activity (such as 

meditation, deep breathing, a discussion with HR, or your favorite cup of coffee), as a way to 

unwind after the meeting.  

Afterwards, document that the meeting took place, and follow up on any outstanding items 

that need to be addressed (particularly related to security and access).  

  



MODULE 2  

PAGE | 68    LEARNER STUDY GUIDE 

 

PLAN STRATEGICALLY TO IMPROVE BUSINESS PERFORMANCE 

114585 

 

 What is Business Succession Planning? 

Successful succession planning is related to leadership development. It develops a pool of 

talent so that there are numerous qualified candidates throughout the organization to fill 

vacancies in leadership. Succession planning used to concentrate on developing leadership 

at the top level, but now it is building a strong talent base, which helps to increase employee 

loyalty and ensure the longevity of the company. This strategy requires recruiting qualified 

talent, creating a talent pool, and instilling loyalty. 

Benefits of succession planning: 

Decreased turnover 

Increased employee satisfaction 

Improved commitment to company goals 

Enhanced image of the organization 

What does succession planning require? 

Identify the long-term goals and objectives of the business: The long-term goals 

directly relate to succession planning. Is the company’s goal to grow or maintain its 

current position? Will it expand into other fields? All of these questions need to be 

addressed before creating a succession plan. 

Understand the developmental needs of the company and identify employees who 

fit these needs: The responsibilities of employees change over time. Some positions 

may be eliminated in the future while others will be added. 

Recognize trends in the workforce and engage employees to build loyalty: 

Understanding workforce trends will help you predict the needs of your organization. 

For example, are your key employees nearing retirement? Have you invested in 

talented employees to take on additional roles? 
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What Is Replacement Planning? 

Replacement planning works under the assumption that the structure of the 

organization will not change. This is easier to apply in small family 

businesses that do not have any goals to expand or grow in the future. 

There are typically two or three “replacements” identified in the organization 

chart. Each backup is listed with his or her ability to replace an existing 

leader. The employees are not necessarily developed to understand the new working 

environment or smoothly transition into his or her new responsibilities.  

 

Differences Between 

Many executives believe that they are engaging in succession planning, but in reality they 

are still using replacement planning.  

The Main Differences: 

 Replacement planning focuses on finding suitable replacements only for top 

executives. 

 Succession planning means that the company is easily able to fill vacancies 

throughout the business because employees are being empowered and developed.  

 There is a short list of candidates in replacement planning. 

 Succession planning builds a large talent pool. 

Succession planning takes a little more time and effort from those in 

leadership, but it yields a high return on such an investment.  

 

Deciding What You Need 

There are several different factors that indicate when a company needs to implement or re-

evaluate succession planning.  

Turnover becomes critical: The number of high-potential workers leaving is higher than 

average workers leaving. (This can happen in any economy.) 

Employees feel undervalued: When a majority of your employees feel that there is no 

room for advancement or that you choose too many outside hires, there is a 

succession-planning problem. 
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There are no replacements for key talent: Should a valued member of staff suddenly 

leave, there is no one able to take his or her place. 

Managers notice that there are not many candidates for promotion: Employees who 

are not developed for leadership will never be promoted.  

The time to fill metric is high or unknown: The time to fill metric is the average length 

of time that it takes to fill a position. A high number means that the company needs to 

focus on succession planning. 

The retention risk analysis is high: A risk analysis uses different factors to determine 

the potential number of employees who will leave. These will factor in retirement and 

other trends. 

Preparing for the Planning Process 

Implementing any new process requires planning. Like any other business plan, succession 

planning requires taking a hard look at the business to identify its needs 

and opportunities. Devise parameters within legal and operational 

parameters. Create a plan that fits with the company’s long-term goals and 

evaluate the plan as needed.  

 

How to Set Parameters for the Planning Process 

Before creating a succession plan, it is essential to set the parameters for the process. The 

parameters include guidelines, roles of employees, and different approaches to 

implementing the plan.  

Common Parameters include: 

 Recognize legal obligations: Consider methods that increase diversity and protect 

the rights of individuals. 

 Identify guidelines: Guidelines for policies and procedures, action plans, and 

identifying target groups are essential to success.  

 Detect key roles: These are roles people take on that are difficult to replace. 

 Determine methods for hiring and retaining employees: This is particularly 

important in key positions. 
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 Forecast future needs: Remember to be aware of changes to key requirements in 

the future.  

 Create action plans: Develop the necessary steps for individual action plans. 

The parameters for each company will vary slightly, but the list above is a useful starting 

point.  

 

Should You Establish a Committee? 

The size of the organization will determine the effectiveness of a committee. Small sole 

proprietorships may find it too complicated, but organizations with more than 20 employees 

could benefit from a committee.  

The responsibilities of a committee: 

 Identify important succession planning issues. 

 Outline the succession planning process. 

 Manage the planning process. 

 Work with HR and other teams. 

 Develop specific strategies. 

 Evaluate progress and make necessary adjustments. 

Once you have laid out the parameters for the succession plan, establish your committee. 

Creating a committee is, in a way, a type of succession planning because it gives your 

valuable employees room to grow and develop. 

 

How to Gather Operational Data 

Preparing for the business plan process requires data. Gathering some data is easy, while 

other things are a little tricky. Finances can assess productivity, sales, cost, and labor. 

However, things such as training and operational data demand a bit more work.  

Ways to gather data: 

Questionnaires and Surveys: People are more likely to answer anonymous 

questionnaires honestly.  
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Financial Reports: Keeping a tab on financial reports will show you the effectiveness of 

new policies. 

Meetings with different departments: Have different departments meet to discuss 

needs and opportunities. Create cross-functional teams if necessary.  

Conduct at-risk metrics: Determine employee trends. 

 

Initiating Process 

The initiation process is essential to the success of business succession planning. At this 

stage, the goals and objectives are set. The first step of this process is to create a mission 

statement and a vision statement. Core values of the company need to be incorporated into 

any process, including a succession plan. The mission statement and vision statement will 

guide the succession plan, and steer people who choose to become mentors in the right 

direction. 

 

 

Develop a Mission Statement 

Considering that the Center for Creative Leadership estimates 66 percent of 

outside hires in senior management positions meet with failure within 18 

months, providing smooth transitions should be an important part of any 

mission statement.  

What is a Mission Statement? 

A mission statement is a concise sentence or paragraph that explains the company’s goal or 

purpose. For example, Disney’s mission statement is, “To make people happy.” Mission 

statements define the company to employees and consumers. Shorter mission statements 

are actually more difficult to write. Some companies use bullets to highlight important 

information.  

How to Write a Mission Statement 

Even though it is brief, mission statements take time to perfect. The first step is to brainstorm 

with employees and discover what everyone desires for the company. Try to include the 

following statements within your mission statement. 
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Statement of Purpose: This explores the purpose inspiration of the company. 

Statement of Strategy: The statement explains how the business strategy connects 

with employees and customers. 

Statement of Value: This links the strategies of the organization with the values of 

employees and consumers. 

Statement of Behavioral Standards: Employee behavior is linked to the company’s 

values in this statement. 

Statement of Character: The culture of the company is outlined in 

this statement. 

 

Develop a Vision Statement 

Vision statements are similar to mission statements. Mission statements are centered on the 

current situation and strategies, while vision statements concentrate on the future of the 

company. What does it look like when the company goals are achieved? Vision statements 

are often used to guide mission statements. They inspire people based on common values. 

Vision statements may be created for a company, a project, or individuals.  

Writing a vision statement: 

Determine the values of the company: Ask people how they feel about the future of 

the organization and its values. 

Discover future goals: Find out what vision people have of the company in the future. 

Attempt to create specific future goals. 

Write and rewrite: Vision statements should be able to change. Once 

a vision statement is drafted, it can and should be altered as the market 

changes and the company develops. 

Vision statements focus on the values of the organization and inspire 

people to work together toward a common goal. 

 

Choosing to Be a Mentor 

Dean Terri Scandura of the University of Miami, reports that 71 percent of Fortune 500 

companies have strong mentoring programs. Mentoring is the best way to create smooth 
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employee transitions by transferring knowledge between people. Since talent pools are 

broad, anyone in the company can become a mentor and transfer his or her passion and 

vision. Choosing to become a mentor has many benefits for both the mentor and protégé. 

Benefits of becoming a mentor: 

Create new contacts: Mentoring another employee will expose the mentor to a new 

circle of people and different points of view. 

Develop leadership skills: Mentoring teaches useful leadership skills on an informal 

level. 

Learn new skills: Mentors can learn new and useful skills from their protégés. 

Who should be a mentor? 

Successful mentors have certain qualities in common: 

Good listener: Mentors must be effective communicators who are able to actively listen 

to their protégés. 

Sensitivity and empathy: Mentors should be genuinely interested in the developmental 

needs of their protégés and find the most effective methods of meeting these needs. 

Committed and confidential: Mentoring relationships are effective when trust is 

established. Mentors must be committed to the relationship and keep the confidence 

of their protégés. 

Mentors need to carefully choose their protégés. Do not waste time developing someone 

who is not committed to the task. Characteristics of successful protégés: 

Committed to develop: Learning new skills takes time and effort; the unmotivated will 

become easily discouraged. 

Able to accept feedback: People who cannot accept constructive criticism will not 

develop easily.  

Eager to take on new challenges: Part of learning and developing is taking on new and 

exciting projects.  

Mentoring programs will vary by business and department, but all mentoring programs bring 

together qualified mentors with protégés to continue the growth and development of 

essential skills. Together mentors and protégés set goals and work toward those goals.  
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The SWOT Analysis 

SWOT stands for Strengths, Weaknesses, Opportunities, and Threats. SWOT analyses 

have been used since the 1960’s to create business strategies based on the information 

from the analysis. Strengths and weaknesses are internal factors, and opportunities and 

threats are external factors. Conducting a SWOT analysis is an important step to take before 

creating any business plan. A SWOT analysis should be measured against competitors, and 

used to determine what needs to be involved in a succession plan. 

 

Identifying Strengths 

The strengths of an organization are any internal characteristics that provide a competitive 

advantage. Strengths that are not easily imitated or matched by competitors are known as 

core competencies. The strengths of any business or department will vary. 

 

Typical Company Strengths 

Customer loyalty 

Products 

Customer service 

Financial gains 

Employee loyalty 

Research and development 

The strengths of an organization need to be nurtured and developed once they are 

identified.  

 

Identifying Weaknesses 

Weaknesses are also internal characteristics of a company. They show advantages that 

competitors have over you. Weaknesses affect the reputation of the company as well as its 

financial health. As internal characteristics, of an organization, it is possible to address 
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weaknesses. It is essential to identify weaknesses in the organization and find ways to turn 

them into strengths.  

Typical Weaknesses: 

Inefficient customer service 

Poor finances 

Low quality products or services 

High employee turnover 

Disloyal customers 

Bad relationships with vendors 

 

Identifying Opportunities 

Opportunities are not internal. External factors account for the opportunities that any 

company has. While opportunities are not under the control of the organization, these 

environmental factors need to be evaluated and acted on quickly. Remember that the 

opportunities that your company have are opportunities for your competitors as well.  

Typical Opportunities: 

Growing markets 

Advancement in technology 

Economic stability 

Demographic changes 

Mergers 

Identifying Threats 

Threats are external factors that influence your company. They can keep you from reaching 

your goals and need to be addressed in the company’s strategic plan. Negative 

environmental factors need to be addressed so that their impact is minimized. 

Typical Threats 

Price wars 



MODULE 2  

PAGE | 77    LEARNER STUDY GUIDE 

 

Buyers markets 

New competitors 

Demographic changes 

Advancement in technology (makes your product obsolete) 

 

Developing the Succession Plan 

Once you have a grasp of your business and know the direction you want to take, it is time 

to develop a succession plan. To do this determine your priorities, use the priorities to set 

goals and objectives, and develop a strategy to achieve these goals. When this process is 

complete begin drafting the succession plan that fits your needs.  

 

Prioritize What the Succession Plan Will Address 

The priorities of each company will be unique. Do you need to focus on training people for 

executive management positions? What are the strengths you wish to achieve? Use the 

SWOT analysis to help guide you. 

Common Business Priorities: 

Profit increase 

Customer service 

Employee loyalty 

Inventory control 

Customer loyalty 

Clearly defining the company’s priorities will decide what type of knowledge transfer will be 

covered in the succession plan.  

Set Goals and Objectives 

Success for any plan requires specific goals and objectives. Goals and objectives give 

participants motivation and a sense of direction. The goals and objectives of any business 

strategy need to be SMART: 
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Specific: Goals should have specific instructions. For example, a specific goal would be 

instructing mentors to meet with protégés once a week.  

Measurable: It should be clear when goals and objectives are met. For example, 

reducing turnover by 10 percent is a measureable goal, rather than simply reducing 

turnover. 

Attainable: Impossible goals are not motivating. Make sure that goals are reasonable 

and attainable such as improving sales by a reasonable percentage.  

Relevant: Goals need to be relevant to employees and their functions. Asking someone 

in production to improve customer service in not very relevant. 

Timely: Goals need specific timeframes. For example, ask that turnover drop five 

percent in six months. 

 

Develop a Strategy for Achieving Goals 

SMART goals cannot be achieved without taking strategic action. The goals need to be 

divided into individual actions. After setting goals, it is important to write down a list of steps 

to achieve the goals. Brainstorm a few different ideas then critique them for their 

effectiveness. Be sure to seek out feedback from those involved. 

Example: 

Goal: To improve employee loyalty and decrease turnover two percent in 60 days.  

Actions: 

Increase training 

Match mentors and protégés 

Evaluating job descriptions and pay scales 

Set clear expectations 

Communicate consistently 
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Draft the Plan 

Once everything from the SWOT analysis, goals, and strategies is considered, the 

information is used to draft the plan. The plan determines specific steps taken on a routine 

basis to achieve business goals and also the timeline for reaching those goals. Plans must 

be reevaluated from time to time to measure their effectiveness. It is important to be flexible 

and monitor the plan carefully. 

Plan Includes: 

Goal/ Objective 

Action/ Activity 

Dates 

Status 

Executing the Plan 

Executing a successful succession plan requires assigning the roles and responsibilities of 

the plan as well as monitoring the progress of the plan. Doing so will help guide the 

succession plan in the future. Over time, the way in which the succession plan is 

approached will change. For any plan to have long-term success, it must be flexible. 

 

 

 

Assign Responsibility and Authority 

Before a succession plan can be executed, the responsibilities of those involved need to be 

established. This requires identifying the positions that will be directly affected and requires 

the support of HR and the senior leadership team. A committee or a small team of 

employees may be chosen to oversee the process. It is important that the skills of those in 

charge match the job description and that the ground rules are clearly established. 

Identifying Project Leaders: 

Personal values align with company values 

Have a history of following through with projects 
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Have the appropriate qualifications 

Communicate well 

The goals and objectives of each plan will determine what to look for in 

project leaders. Once leaders are chosen, it is important to establish a 

clear chain of command and provide the team with necessary materials, 

support, and guidance.  

 

Establish a Monitoring System 

Once a plan is implemented, it needs to be monitored to determine its effectiveness. The 

committee or group overseeing the succession planning process is responsible for 

monitoring and evaluating the system. This should be done continuously. The plan should be 

judged based on the goals and objectives of the plan. A formal evaluation is typically done 

every 30 days.  

What to evaluate: 

How well were the goals and objectives achieved? 

Were they achieved in the time frame established? 

What is the feedback from employees? 

What is the feedback from the leadership team? 

What are the financial gains or losses from the current plan? 

Evaluating the system will provide useful information and show those in leadership positions 

how and when the system should be altered. 

 

Identifying Paths 

The critical paths of a project determine the order of each activity in the succession plan. It 

also shows the time and resources necessary to complete a project. It is similar to a recipe. 

Basic Path Analysis (Baking Cookies): 

Activity Preceded by Time 

Measure ingredients C 3 minutes 
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Mix ingredients A 2 minutes 

Preheat oven Nothing 1 minute 

Prepare cookie sheet A, B 5 minutes 

Cook time B, C, E 20 minutes 

 

A path analysis will help determine what changes need to occur in a succession plan in 

order to make it more effective. 

Choosing Your Final Approach 

With the background and systems established, it is time to choose the final approach for the 

succession plan. This means putting it all together. The final approach should include 

everything from the mission and vision statements to paths and strategies. When all of the 

information is together, there will be no contradictions and the course will be clear.  

What is in the Final Plan? 

 Mission Statement 

 Vision Statement 

 Overview 

 SWOT 

 Strategy 

 Leadership Team 

 Recommendations  

 Conclusions 

Gaining Support 

A successful business succession plan requires the support of all the employees involved. 

People naturally resist change, even beneficial change. It is important to closely monitor any 

new plans and immediately address any and all employee concerns. This is the only way to 

develop the support that is necessary for a succession plan to reach its full potential. 
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Gathering Data 

Gathering data once a succession plan is in place is similar to gathering data before creating 

or changing a succession plan. In fact, data should be gathered on a regular basis. At this 

stage, it is important to facilitate open and honest communication so that employees feel free 

to share their concerns with those in leadership positions. 

Techniques 

 Meetings: Large meetings are not very effective, but smaller intimate meetings will 

provide more insight. 

 Surveys: Employee surveys are useful at every stage of the process. Most people 

are more comfortable with anonymous surveys. 

 Metrics: Different key metrics will show the effectiveness of the succession plan. 

 

Addressing Concerns and Issues 

Leaving concerns and issues unaddressed will lead to greater problems over time. Even 

issues that do not seem important need to be addressed immediately. Communication is the 

key to addressing employee concerns. Practice active listening to understand what 

employees are trying to say before choosing the appropriate method to address the issue.  

Active Listening 

 Pay attention: Give the speaker your undivided attention and make sure that your 

body language and comments show that you are listening. 

 Repeat: Paraphrase what is said to avoid any miscommunication.  

 Do not interrupt: Allow the speaker to finish, and avoid emotional responses. 

 Respond: Respond honestly and respectfully. Speak to the situation and try to find a 

mutually equitable solution.  

 

Evaluating and Adapting 

Gaining support for a succession plan means adapting it according to ongoing evaluations of 

its progress. The ability to remain adaptable is essential to success. Monitoring systems 
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should already be in place to determine the effectiveness of the succession plan. Evaluating 

the success of the plan and the employee buy in can be done using various techniques. 

Evaluating: 

 Self-reviews: Employees can evaluate their development and demonstrate the 

effectiveness of the succession plan. 

 Manager reviews of employees: Leaders can review the effectiveness of the 

program and employee buy in. 

 Data gathered: The data will give an idea of how well the succession plan is 

working. 

Once the evaluations are complete, consider different ways to adapt the strategies to fit the 

needs. For example, add a personal action plan or provide mentors with leadership training.  

Module Nine: Managing the Change 

Change is never easy. Implementing or altering a succession plan needs to be done 

strategically in order to transition smoothly. Changes that are not explained or monitored are 

more likely to fail. A change management plan and communication plan will work with the 

succession plan or any other plan to encourage the growth and development of employees 

and the business.  

Developing a Change Management Plan 

A change management plan is able to clearly link the changes with the organizational goals 

and communicate the purpose for the changes. This will help lower resistance to the 

changes taking place. People who understand the process are more likely to accept and 

move forward with it. 

The Plan 

 Share goals: Explain how the change is essential for achieving long-term success 

and reaching the company’s goals. 

 Communicate: Share about the underlying issues and respect different points of 

view. 

 Involve people in the process: Encourage employees to take ownership in the 

change management plan. 
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 Develop structure and schedules: Explain each person’s roles, responsibilities, 

and expectations clearly. 
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Developing a Communication Plan 

Because communication is so important in managing change, it needs to be a priority. 

Developing a communication plan will help facilitate the change. A communication plan 

outlines different communication responsibilities including the audience, project topic, date, 

delivery mechanism, issues, presenter/communicator, source, and result. 

Example 

Topic Method Date Presenter Audience 

Morale  Meeting 10-10 Team Lead Management 

Team 

Sales Conference 

Call 

10-12 VP of Sales All Sales 

Employees 

Evaluation PowerPoint 10-11 Committee 

Lead 

Plan 

Committee 

 

Implementing the Plans 

Developing a change management and communication plan is easier than implementing 

them. Fortunately, most business plans have a similar implementation process. Change 

management and communication plans have clear steps that help to make the transitions 

easier for employers and employees.  

 

Steps 

 Define the change process: The process includes roles and responsibilities, 

procedures, tools, and performance measurements.  

 Determine what is needed: Consider and provide the necessary resource 

requirements and schedule the implementation. 

 Monitor: Monitor the change management and communication process according to 

the performance measurements. 

 Evaluate and modify: Evaluate the effectiveness of the changes and alter them as 

needed 
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Providing Constructive Criticism 

Being criticized is never fun. People in positions of authority, however, need to effectively 

deliver constructive criticism. Feedback that is not delivered well can cause dire results. 

There are several basic characteristics of constructive criticism. 

Constructive Criticism 

 Be specific: Focus on specific actions, and do not bring in personal perceptions. 

 Address controllable professional issues: Do not bring up personal shortcomings 

or issues that the recipient cannot change. 

 Provide criticism early: Do not allow problems to continue without addressing them. 

This reinforces the idea that the behavior is acceptable.  

 Involve the recipient: Provide people with opportunities to ask for feedback, and 

involve them in the action plan. 

 Be respectful: Consider the needs of the recipient and make sure that the tone and 

manner of delivery is helpful and not condemning.  

 

Encouraging Growth and Development 

Employee development needs to be nurtured and encouraged. People 

need to be challenged, but they also need to know that they are 

appreciated for all of the hard work that they do. Companies that invest in 

their employees are statistically more successful than companies that do 

not. Encouraging growth and development is fundamental to the success of any business 

succession plan. 

Ways to encourage development: 

 Challenge employees: Give people the opportunity to take on new roles and 

responsibilities. 

 Recognize growth: Acknowledge the progress that your employees make.  

 Reward development: Reward people for taking on new projects with raises, 

education reimbursement, and lateral promotions. 
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 Promote internally: Promote from within whenever possible. 

 Overcoming Roadblocks 

Roadblocks accompany every plan. It is easy to become discouraged when plans begin to 

unravel, however, minor problems are to be expected and no reason to give up on a plan of 

action. Succession plans are just as vulnerable to roadblocks as any other business plan, 

but anticipating common obstacles, re-evaluating goals, and staying focused will help the 

succession plan succeed.  

 

 

 

Common Obstacles 

The obstacles that succession plans usually face are unique to each situation. There are, 

however, several different common obstacles that succession plans face.  

Obstacles: 

 Lack of support from senior management: An effective 

succession plan requires more than employee buy in and HR 

oversight. Senior management needs to be committed to the 

plan’s success.  

 Leaders are not flexible: Plans need to be altered for individual circumstances. 

When people try to go forward with a plan that does not make sense, the plan will 

fail.  

 The plan is viewed as optional: A company that has a large talent pool may 

become complacent about succession planning.  

 Goals cannot be achieved: Trying to do too much too fast will lead to frustration 

and failure. 

Once obstacles are identified, alternatives to the obstacles need to be chosen. Constant 

evaluation and re-evaluation of goals will help overcome obstacles.  
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Re-Evaluating Goals 

Business dynamics change and goals need to be re-evaluated periodically. If goals are 

consistently not achieved, odds are that they are too aggressive. Re-evaluate goals 

according to SMART goal guidelines. Formal evaluations that are scheduled are a good time 

to re-evaluate and alter goals. 

Signs that goals need to be re-evaluated: 

 Goals are not achieved: Occasionally falling short of reaching a goal is to be 

expected, but when goals are consistently missed the goals are probably not 

achievable. 

 The costs of goals outweigh the benefits: If employees need to work overtime to 

achieve goals, the goals are probably not worth it. 

 The goals are causing stress: When goals cause unnecessary stress, productivity 

will suffer over time.  

 Employee feedback shows the goals are achievable: Do not underestimate 

employee feedback. If most employees feel that goals are not achievable they 

probably aren’t.  

 

Focusing on Progress 

Plans are never perfect. Focusing on minor setbacks will lower morale and 

create a sense of failure. If goals are consistently re-evaluated and adjusted, it will be easy to 

measure progress. Focusing on progress will build morale and show succession planning 

success and failure. Creating progress reports will help monitor the progress of the succession 

plan. They are similar to evaluations, but they concentrate on the progress of the plans being 

implemented. 

Progress Reports Include: 

 Risks: A SWOT analysis will show the risks.  

 Metrics: Use data gathered to create metrics. 

 Projects completed: These are implemented projects related to the plan. 

 Projects continuing: These are projects still being implemented. 
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 Projects beginning: These projects are still in the planning stage. 

Progress reports can be written out using the same format as any other business report. 

 Reaching the End 

Succession planning requires time and effort. It is an investment in employees and an 

investment in the life of the company. No matter what 

condition the business is in, succession planning can 

lead to long-term success. Success, however, is based 

on the circumstances and goals of each company.  

 

How to Know When You’ve Achieved Success 

Success is different for each company and for each 

plan. The goals and objectives of the succession plan will help determine the success of its 

implementation. When goals are created according to the guidelines of SMART goals and 

are monitored, re-evaluated, and adjusted, attaining them will be 

possible.  

Indicators of Success: 

 Goals are achieved: Goals are an important indicator of 

success. When progress is made towards achieving different goals, it is clear that a 

plan is on its way to success.  

 Growth demands goal plans to be adjusted or expanded: Changes in the 

company require changes in the basic goals and objectives. Sometimes the success 

of a project requires the plan to be expanded.  

 Succession planning becomes part of the company’s culture: Succession 

planning requires the support of employees at every level. When it is embraced in the 

company culture, there is little resistance to the plan, and goals become easier to 

achieve.  

Transitioning 

Transitioning into a viable succession plan is not always simple. People resist change, but 

implementing a change management program will help make the transition easier on 

everyone. Carefully research what is needed and plan out the details of the plan. Create an 



MODULE 2  

PAGE | 90    LEARNER STUDY GUIDE 

 

understandable schedule for the transition and maintain a clear chain of responsibility and 

communication. 

Remember to provide open lines of communication during any transition to alleviate any 

employee concerns and prevent costly miscommunications. The succession plan is 

particularly vulnerable during the transition phase. A smooth transition will facilitate any 

change within the organization, and improve the chances for long-term success. 

 

Wrapping it All Up 

The impact that succession planning has on the overall success of the business cannot be 

overstated. Applying the lessons from this module will help instill a viable succession plan. 

This means putting everything together. The different topics tie into each other naturally, and 

gathering data will help complete more than one aspect of the succession plan. Refer to the 

modules as needed during the company’s transition. 

 

 

 

 


