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The higher managers
rise in an organization,
the more likely they are
to develop blind spots
to the danger signs
that indicate they're at

a high risk of failing.
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Are your managers on track to deliver?

Times of change present many challenges for organizations, particularly for front-line
managers whose people will be responsible for implementing the change. Pressure to
perform is high, as are emotions, and everyone is expected to do more with less.

Ironically, the times when you need your managers to perform at their very best are
the very times they are most likely to fail. The challenge of change is compounded by
the fact that the higher managers rise in an organization, the more likely they are to
develop blind spots that increase their risk of failure.

This got us thinking: Why do front-line managers fail and what can be done to avoid
failure? We polled our experts to identify our top five most common management
derailers. They are:

1. Poor interpersonal and communication skills
2. Inadequate leadership skills

3. Resistance to change

4. Inability to deliver expected results

5. Inability to see beyond their functional silo

This report elaborates on these five issues and offers some common sense advice for
helping your managers avoid them.

Five Critical Management Derailers: Symptoms and Remedies | 3



®
Profiles)( International

Five Critical Management Derailers: Symptoms and Remedies

1. Poor interpersonal and communication skills
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Symptoms of an “At Risk” manager

¢ Always seems to be feuding with someone or some group in the organization.

¢ Has a reputation for being authoritarian, cold, aloof, arrogant, or insensitive.

e Acts as a polarizing force within an organization. Other employees either love her or hate her.
¢ Avoids direct communication or contact with some or all co-workers.

¢ Delivers bad news through e-mail rather than through direct conversations.

¢ Exhibits a hostile attitude towards co-workers who share interdependent goals.

* Becomes the target of subtle or blatant sabotage efforts.

Remedies to prevent derailment and improve performance

1. Understand the true root cause of conflict. Does your manager have a personal or political
problem with just one or two people, or does your manager have more significant issues with
a number of different people? If the conflict stems from a small personal issue then mediate
a resolution immediately rather than letting it fester. If it is more serious, then...

2. Understand the manager’s management style and motivation. Some people just aren’t cut
out to be managers although they may be exceptional individual contributors. Other people
just don’t want to be managers. And while some people may have what it takes to lead, they
might not have the skills or experience to do the job. If your manager’s issue is the latter, you
may be able to help him develop more easily than you can help someone who completely
lacks the behaviors and interests that lead to success.

3. Help the manager understand his own management and communication style. In many
situations managers simply don’t know what they don’t know. For example, if he comes
across as insensitive or aloof, point out the behavior and help him improve. It is important for
the manager to understand his natural management style and how it impacts others both
positively and negatively. The manager can’t be expected to improve if he never receives
concrete feedback.
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2. Inadequate leadership skills

“I'll Be Back”
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Symptoms of an “At Risk” manager

e Team consistently fails to achieve the expected goals, even after strong warnings.

» Key projects consistently end up over budget or behind schedule.

e Team members are disengaged. They miss meetings and deliver poor quality work.

e Team members are frustrated. They infight and lose focus on the big picture objectives.
* The manager does not address conflict and poor performance promptly and decisively.
e Team members quit. They complain of favoritism, inconsistency and poor treatment.

Remedies to prevent derailment and improve performance

1. Clarify the team’s purpose and goals with the manager. We all know what it’s like to lose
sight of the forest for the trees, and sometimes managers need to be reminded of what’s
important and what isn’t. Then they need to communicate these priorities to their teams.

2. Help the manager understand his people. People have their own styles and preferences,
and this influences how they best respond to their managers. When a manager
understands his people, he can also be aware of potential conflict or “chemistry” issues
between himself and other members of the team. Thus the manager can be more aware
of and proactive in dealing with issues that may impact performance.

3. Help the manager understand his leadership style and motivation. Many of us have a
number of key leadership qualities, but we still need feedback so that we can build on our
strengths and fortify our weaknesses. And in some cases where it is clear that a manager
really isn’t ready to lead, the discovery process can help identify other career options that
are better suited to a manager’s style and abilities.

4. Provide feedback from multiple constituents. It is extremely valuable for managers to
receive feedback from their supervisors, peers and subordinates to illuminate
developmental needs, misalignments and other issues that may be difficult to
communicate openly under challenging circumstances.
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3. Resistant to change

Going the way of the
Dodo bird?
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Symptoms of an “At Risk” manager

e Manager expresses frustration at the suggestion of change.

* Manager’s attitude and behavior signal skepticism.

* Manager’s attitude doesn’t change even when his concerns have been addressed.

* Manager is preoccupied with reminiscing about “what was” versus “what will be.”

¢ Manager continues to do things the same old way yet expects new results.

* Manager is uncomfortable with ambiguity and isn’t open to discovering better ways.
e Team members complain about mixed messages from leadership and their manager.

Remedies to prevent derailment and improve performance

1.

Understand the manager’s appetite for change. People are “wired” differently, and this
influences our appetite for risk and challenge. Some find change exciting and embrace it,
while others find it threatening and reject it. A balance of both is healthy for an
organization. Knowing how someone will respond to change helps you tailor your
communication and get him on board.

Help the manager understand his natural aversion to change. If a manager has a natural
tendency to resist change, then it is important to make him aware of this tendency. This
will enable him to develop his own way of helping himself adapt to change. When
possible, have him think through the process for you so that you can demonstrate how the
change will benefit both the organization and the individual.

Ensure that the manager is focused on the new priorities. There are many ways to
communicate change, but words are not enough. You need to translate this change into
meaningful actions and goals for the manager, and then you need to inspect what you
expect. Ask the manager and his people what they believe his priorities are, especially after
a change event. This reveals disconnects and opportunities for realignment.
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4. Inability to deliver the expected results
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Symptoms of an “At Risk” manager

*Results consistently below goal, especially those that are measureable.

* Manager blames others or makes excuses for their failure.

* Manager avoids discussions about setting, tracking and progressing toward goals.
* Manager spends too much time, energy and resources on low priority activity.

* Manager demonstrates a defeated or negative attitude.

* Team unaware of how they contribute to the manager’s or organization’s goals.

Remedies to prevent derailment and improve performance

1. Clarify expected results and goals. It is difficult to hit a target when the target is moving or
you’re shooting through fog. Don’t take for granted that your managers have a clear
understanding of the results they need to achieve and how they’re going to achieve them.
When possible, go beyond the “what” to the “how,” and challenge the manager to translate
goals into sub-goals and activities that their people must achieve.

2. Understand the manager. Not everyone is naturally goal oriented. For those who aren’t, the
notion of setting, tracking and achieving goals can be extremely intimidating. This is especially
true of new managers in roles where measurement is difficult. If the manager fits either of
these criteria then expect to spend more time coaching him so that he can achieve his goals.
When possible, include him in the goal-setting process to get his buy-in.

3. Inspect what you expect. Once goals are clear and you have the manager’s buy-in, establish a

process for tracking the most important goals. Use these goals to create a personal “dashboard”
that helps the manager set his own priorities that drive results. Require the manager to update
his goals weekly, and use his progress to facilitate a coaching discussion. Finally, check back with
the manager on a periodic basis to ensure that his priorities are properly aligned.
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5. Inability to see beyond their functional silo

Symptoms of an “At Risk” manager

*Unwilling to communicate or collaborate with others outside of his unit.

* Makes decisions that benefit his unit but clearly hurt the overall organization.

e Resists change that impacts him but clearly benefits the organization.

® Hoards information that might benefit others outside of his unit.

e Co-workers complain that the manager is out of touch with the organization’s mission.

Remedies to prevent derailment and improve performance

1. Establish clarity. Don’t assume that the manager understands how he and his people fit in
and interrelate with other units to achieve the organization’s greater mission. This should
be spelled out explicitly, especially if the manager has spent little time outside of his
functional unit.

2. Include the manager in at least one cross-functional team. Have the manager experience
firsthand what it means to contribute to and depend on someone else to achieve a
significant common objective. Ideally, he or she should work under an experienced team
leader who can provide both coaching and a positive experience.

3. Establish at |least one cross-functional goal for the manager. While similar to the previous
point, this requires him to participate in an ongoing operation of the organization rather
than a special project with a defined endpoint. In this situation, the managers who share
the goal should report to someone higher up who can monitor progress, facilitate
discussion, offer advice, and drive accountability.

4. Monitor the manager’s progress. This is more than just an annual performance review; it’s
about holding the manager accountable, ensuring that he is alighed with the company’s
priorities and changing his behavior. This is done by monitoring his progress and offering
coaching and additional development. Input from multiple sources such as the manager’s
managers, peers on cross-functional teams, and subordinates is valuable
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Summary: Five Management Derailers and Remedies for Prevention
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Poor interpersonal and communication skills

e Understand the true root cause of conflict

e Understand the manager’s natural style and motives

¢ Help the manager understand his natural communication style

2. Inadequate leadership skills

e Clarify the team’s purpose and goals with the manager

¢ Help the manager understand his people

¢ Help the manager understand his leadership style and motivation
* Provide feedback from multiple constituents to the manager

3. Resistance to change

e Understand the manager’s appetite for change

¢ Help the manager understand his natural aversion to change
* Ensure that the manager is focused on the new priorities

4. Inability to deliver expected results

e Clarify the expected results and goals

¢ Understand the manager’s degree of goal orientation
e Inspect what you expect

5. Inability to see beyond their functional silo

e Clarify how the manager’s role supports others in the organization
¢ Include the manager in at least one cross-functional team

e Establish at least one cross-functional goal for the manager

* Monitor the manager’s developmental progress
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Profiles International — Who We Are

Profiles International is the world leader in selecting and
developing high-performance workforces through innovative
human resource management solutions and a comprehensive
suite of employment assessments that help companies gain a
competitive advantage by selecting, hiring, retaining and

developing great talent.

Continually validating and updating its assessment products,
Profiles serves many of the largest companies in 118 countries

around the globe.
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How We Do It — Overview of our assessments and solutions

Your Business Objective Our Popular Solutions

High-level Strategic Workforce Management
Identifying high-potential employees and managers
Strategic workforce and succession planning
Restructuring, reorganizing and downsizing
Post-merger integration of organizations

Everyday Workforce Management

Basic pre-employment screening

Screening, interviewing and selecting job candidates
Onboarding new employees

Improving employee productivity and work quality
Improving employee motivation and communication
Resolving conflict between co-workers

Selecting and managing teams

Evaluating management effectiveness

Prioritizing management development needs

Sales and Customer-facing Workforce Management
Screening, interviewing and selecting job candidates
Retaining and growing customers and accounts

Improving sales performance
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How We Do It — Assessment and solution descriptions

P Step One Survey II® (SOSII)

m = The SOSII is a brief pre-hire assessment that measures an individual’s basic work-related
— values. It is
used primarily as a screening tool early in the candidate selection process.

This assessment provides valid insight into an applicant’s work ethic, reliability, integrity,
propensity
for substance abuse, and attitudes toward theft — including property, data and time.

— ProfileXT® (PXT)

The PXT assessment measures how well an individual fits specific jobs in your organization. The “job
w matching” feature of the PXT is unique, and it enables you to evaluate an individual relative to the
E’;f_ qualities required to successfully perform in a specific job. It is used throughout the employee life
o= cycle for selection, on-boarding, managing, and strategic workforce planning.

o
o re BN .
— etsacipss This assessment reveals consistent, in-depth, objective insight into an individual's thinking and
it B

P— reasoning style, relevant behavioral traits, occupational interests, and match to specific jobs in your
" organization. It helps your managers interview and select people who have the highest probability
j of being successful in a role, and provides practical recommendations for coaching them to
maximum performance. It also gives your organization consistent language and metrics to support
strategic workforce and succession planning, talent management and reorganization efforts.
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How We Do It — Assessment and solution descriptions

== Profiles Performance Indicator™ (PPI)

e b The Profiles Performance Indicator is a DISC-type assessment that reveals aspects of an individual's
e personality that could impact their fit with their manager, coworkers and team, and their job

ot : — performance. It is used primarily for motivating and coaching employees, and resolving post-hire

ﬂ;ﬂ s G conflict and performance issues.

_ The PPI specifically measures an individual's motivational intensity and behaviors related to
H i M H productivity, quality of work, initiative, teamwork, problem solving, and adapting to change, as well
as response to conflict, stress, and frustration. The output from this assessment serves as an
“operator's manual” for an employee, which helps managers better motivate, coach, and
communicate with the employee. It also helps to predict and minimize conflict among co-workers,
and it provides crucial information for improving team selection and performance.

A powerful feature of the PPl is the Team Analysis Report, designed to help managers form new
teams, reduce team conflict, improve team communication, improve their ability to anticipate
problems, and enhance their team leadership skills.

It helps evaluate overall team balance, strengths, and weaknesses, as well as team members’
personality characteristics along 12 key factors: control, composure, social influence, analytical,
patience, results orientation, precision, expressiveness, ambition, teamwork, positive expectancy,
and quality of work. It also provides team leaders with practical recommendations and action steps
to take in order to succeed in their jobs.
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How We Do It — Assessment and solution descriptions
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CheckPoint 360°™

The CheckPoint Management System is a 360-degree assessment. It is used primarily to evaluate the
effectiveness of your managers and leaders. This assessment combines feedback from direct reports,
peers, supervisors, and even customers, with a personalized program for developing specific
leadership skills based on that feedback. This process highlights a manager’s job performance in 8

universal management competencies: communication, leadership, adapting to change, relationships,
task management, production, development of others, and personal development.

The CheckPoint 360 helps managers identify and prioritize their own development opportunities. And
it helps the organization to better focus management training and development investments;
proactively uncover misaligned priorities between senior executives and front-line managers; and

surface management issues that could lead to low employee productivity, morale, job-satisfaction,
and increased turnover.

Profiles Managerial Fit ™ (PMF)

People typically don’t quit their companies, they quit their bosses. Profiles Managerial Fit (PMF)
measures critical aspects of compatibility between a manager and their employees. This report offers
an in-depth look at one’s approach to learning, as well as six critical dimensions of compatibility with
their manager: self-assurance, conformity, optimism, decisiveness, self-reliance, and objectivity.

Managers use this information for adapting their styles in order to get the most from each employee;

improve communication; increase engagement, satisfaction, and productivity; and reduce employee
turnover.

©2009 Profiles International, Inc. All rights reserved.
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How We Do It — Assessment and solution descriptions

= Workplace Engagement Survey (WES)

: Our Workplace Engagement Survey (WES) measures the degree to which your employees connect
@ with their work and feel committed to the organization and its goals. This gives you and your
management team a detailed view of what influences engagement across all of your workforce
‘ segments and how your employees compare statistically to the overall working population.

In addition, the WES measures “satisfaction with employer” and “satisfaction with manager” across
—¥ your entire organization, and gives recommendations for your organization to improve.

Profiles Skills Tests (PST)

Profiles International provides comprehensive assessments to measure essential knowledge and
skills. We use powerful technologies, such as performance-based testing, which simulates popular
software products like Microsoft Office, to ensure accurate, reliable, assessment of knowledge,
skills, and abilities. Our skills assessments cover Software Skills, Clerical Skills, Call Center Skills,

J Accounting and Finance, Medical, Nursing, Legal, Industrial, Computer Literacy, Retail, Food

“EE| Cm— Services, Information Technology, Staffing, and Human Resources.

Employee Background Checks (EBC)

Profiles International provides comprehensive employee background checks for our clients. These
include Consumer Credit Reports, Criminal History Record, Drivers' History Report (DMV), Education
Verification, Employment History Verification, Foreign Nationals Terrorist Sanctions Search (OFAC,
CLFST & OSFI), Identity Verification Search, Incarceration Records Search, Military Service

W— - Verification, Cursory Nationwide Criminal Index Database Search (CNID), and many more.
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How We Do It — Assessment and solution descriptions

Profiles Sales Assessment™ (PSA)

ed - The Profiles Sales Assessment (PSA) measures how well a person fits specific sales jobs in your
m —— i organization. It is used primarily for selecting, on-boarding and managing sales people and account
= s managers.
S EE[]
B ' m]m_E The “job modeling” feature of the PSA is unique, and can be customized by company, sales position,
— s department, manager, geography, or any combination of these factors. This enables you to evaluate
== — an individual relative to the qualities required to perform successfully in a specific sales job in your
' g organization. It also predicts on-the-job performance in seven critical sales behaviors: prospecting,
call reluctance, closing the sale, self-starting, teamwork, building and maintaining relationships, and
compensation preference.
— Customer Service Profile™ (CSP)
o _ The Customer Service Profile (CSP) measures how well a person fits specific customer service jobs in
m i your organization. It is used primarily for selecting, on-boarding, and managing customer service
. employees.
o Sl The CSP also looks at what your current and future employees believe is a high level of customer
S — service, while at the same time showing where they align (or not) with the company’s perspective.

We have a general industry version of this assessment as well as vertical specialties in hospitality,
healthcare, financial services, and retail.
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How We Do It — Assessment and solution descriptions

Profiles Loyalty Pro™ (PLP)

| "= Profiles LoyaltyPro™ is a web-based customer loyalty surveying tool. Loyalty, as determined
— -‘ through the “voice of the customer,” is a leading indicator that predicts the “staying power” of an
: account.

Profiles LoyaltyPro™ offers companies a tool to gather ongoing, critical account intelligence that
helps them assess the relationship between the buyer and the supplier, ultimately driving the action
iz plan to improve customer service. Having insight into your customer’s perception of your

iz relationship allows you to steer the strategic business efforts and initiatives of the account
management teams to continually improve customer relationships and build a network of loyal
customers.
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