“Dr. Lombard, Yoy
ou remember hi i
SR Vi a}way5 % e;reglz,ht:le director of.our public health program
Lc(:chanumhlmU ?mand g ve useful advice when we were students,
hy ood idea,” agreed Henry. “Do you have his number?”
I think so. Let me look,” mumbled Josepha, looking into her briefcase.

While Josepha searches fi .
AN Henryr; rches for the telephone number, what advice would you

INTRODUCTION

Most employees in health organizations intrinsically understand the value of
self-development. Many of them have already pursued higher education in a
specialized field, such as nursing, nutrition, community health, or medicine,
and rtake pride in keeping up with the latest technical knowledge.. In a similar
vein, managers require opportunities for continuing their education about the
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UNDERSTANDING SELF

A first step in the development process,
nterpersonal skills, is self-
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particularly as development pertains to
L\\\dcrstanding. Self-improvement is difficult, as is un-

aching others, without accurate insight into personal motives,
strengths, weaknesses, and competencies.

Physiology
At a core physiological level, scientists are beginning to le

arn more about how
chemical and neural responses both reflect and influence b

chavior. For example,
using brain scans, researchers have observed that compared to poor listeners,

the neural activity in good listeners more closely mirrors the neural activity of
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o) Physiology '

At a core physiological level, scientists are beginning to learn more about how

chemical and neural responses both reflect and influence behavior. For example,

using brain scans, researchers have observed that compared to poor listeners,

the neural activity in good listeners more closely mirrors the neural activity of

the speakers to whom they are listening. The stronger the resemblance in brain

activity, the better is a listener’s comprehension of a speaker’s message (Stephens,

Silbert, and Hasson 2010). Being hungry and feeling physical pain can activate

neural responses that are similar to feelings of being ostracized. Rock (2009) @
argues that the brain is a social organ. A threat response in the brain is actuated

by feelings such as uncertainty, reduced autonomy, distrust, and inequity. Many
experts feel that in the coming years, there will be an explosion of discoveries
about how human physiology and workplace behavior interact.

Labeling and reappraising these natural responses is one way to control their
effects. Managers who are proficient at reading these physiological responses in
themselves and others are better able to resist their own personal tendencies to-

ward reactive behavior and convey feelings of psychological safety to others
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Personality

It also is important to understand typical human patterns of emotion, though,
and behavior in the workplace. A framework for thinking about key human
characteristics that influence cognition, emotions, and behavior is presented in
Figure 10-1. At the core of human beings are personality traits thar guide their

individual reactions to everyday events. The concept of personality is nebulous;
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personality traits are relatively permanent and deep-seated and are formed through
a combination of genetics and experiences, particularly in the early years of life.
Personality traits are difficult to change after the formative early years.

One popular classification of personality dimensions, known as the Big Five (Fiske
1949; McCrae and Costa 1987), identifies five key traits of the human personality:

Ly

1. Neuroticism: the tendency to be calm, secure, and self-satisfied versus being

anxious, insecure, and moody

il sertive versus being retiring, somber, and reserved
3. Openness: the tendency to bé imaginative, independent, and interested
in variety versus being practical, conforming, and interested in routine
4. Agreeableness: the tendency to be altruistic, kind, and, trusting versus
being ruthless, suspicious, and uncooperative
Conscientiousness: the tendency to be thoughtful, organized, and mind-

N

ful of derails versus being disorganized, careless, and impulsive

The Big Five personality dimensions often are useful in personal development
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definitions and ways of classifying personality vary. However, in general, %
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four dimensions. The dimensions are anchored by opposite preferences. People
use all of the preferences at different times in their lives. Although the preferences
are equally valuable and useful, most people find one preference in each pair to
be more interesting or comfortable. The four dimensions are:

L

Introversion <> Extraversion: This dimension assesses where people focus
their attention—on the outer world of people or things or on the inner
world of ideas and impressions.

Sensing <> Intuition: This dimension assesses the way people take in in-
formation—from their five senses (smell, sight, touch, taste, and hearing)
or from their imagination.

Thinking ¢> Feeling: This dimension assesses the way people make
decisions—based on objective analysis and logic or based on values and
people-centered concerns.

Judging <> Perceiving: This dimension assesses how people interact witch
the outer world—using a planned and orderly approach or being sponta-

neous and flexible.

Knowine nercanal randencice an thece Lev dimenciane helne harh manacere and
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- Knowing personal tendencies on these key dimensions helps both managers :fnd Q
= workers understand and better modulate their reactions to workplace activities. =
& The MBTI® has been widely used for team development as well. This applicarion

helps team members to understand the contributions and behaviors of people
who are different (as measured by their MBTI® categories).
Compared to the Big Five personality dimensions, there is less social pres-
sure to be art a particular end of the continuum for the four MBTI® dimensions,
although the introversion—extraversion dimension frequently provides an excep-
tion to this rule. In jobs that require interpersonal interaction, a social preference
for extraversion often exists. @

(A)

Emotional and Social Intelligence

Assessments of emotional and social intelligence also are useful to many managers
secking a better understanding of their behavior in the workplace. Emotional intel-
ligence refers to how people behave in private and public situations. According to
Goleman (1998), emotional intelligence is composed of personal competence for
self-awareness, self-regulation, and motivation and social competence for empathy
and social skills. Self-aware individuals know their internal states, preferences, rc:»

sources, and intuitions. They accurately see themselves. Thev have a strong sense
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relationships, a socially competent individual is aware of others’ feelings, needs, and
concerns, and values diverse perspectives. The social skills of influencing others,
communicating, managing conflict, leading, managing change, nurturing relation-
ships, cooperating, and working well in teams are hallmarks of people who have
high social intelligence. Several instruments exist to measure emotional and social
intelligence, although many have not been empirically evaluated.

Another popular approach to self-assessment is based on the notion that a
strengths-based development program is more likely to be successful than one
that focuses on weaknesses. A variety of self-assessment instruments are available
for identifying strengths, including the Gallup organization’s StrengthsFinder”
(Rath 2007). Using 34 distinct themes, this instrument identifies arcas where
an individual has the greatest potential for building strengths. Themes are com-
prised of categories of talents, which are defined as recurring and consistent pat-
terns of thought, feeling, or behavior. Examples of the themes include: Learner
(having a great desire to learn and wanting to continuously improve), Positivity
(having an enthusiasm that is contagious), Achiever (lm\'ing a great deal ul\mm'-

ina and working hard; taking great satisfaction from being busy and productive)
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& Many self-assessments used in the workplace are based on competencies. A com-

petency is an “effective application of available knowledge, skills, attitudes, and
values in complex situations” (Calhoun et al. 2002, 18). It is common for or-
ganizations to define the competencies required to complete specific types of
jobs and to set developmental goals for employees based on those competencies.
Many formal educational programs, including those leading to a Master of Pub-
lic Health (MPH) degree and Master of Healthcare Administration (MHA) de-
gree, are moving toward competency-based curricula (Association of Schools of
. Public Health 2010; Commission on Accreditation of Healthcare Management
Education 2011; Healthcare Leadership Alliance 2010).
Competency for collaboration is an area of self-assessment thar is important
in health organization work. For example, the Collaborative Leadership Pro-

gram, sponsored by Turning Point and funded by the Robert Wood Johnson
Foundation, offers six self-

O

assessment instruments (along with training materials)

that focus on the collaboration competencies of assessing a workplace environ-

ment, visioning and mobilizing, building trust, sharing power and influence

developing people, and self-reflection (Leadership Development National Excel-
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Soliciting Feedback

Understand'mg one’s self requires solicitin

g feedback about strengths and weak-

keeping track of plans, targets, and

» privately, by

performance, Addressing the following ques-
tions may be helpful: “In what areas do | seem to perform effectively?” “Whac
tasks do | look forward 1o tackling” “What y
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m 360 degrees means gathering i
work relationships——below (subordinates), besi

sors). It also includes soliciting feedback fro

de (colleagues), and above (supervi-
m customers or clients about work
habits and outcomes. Personal development requires proactively soliciting feed-

back and honestly listening to it. After each presentation given to classes, profes-
sional associations, or people in other forums, one colleague of the authors asks,
“How did that go? Is there anything you recommend I change?” This colleague
has made a habit of developing himself by listening to others’ feedback. He pays
attention, asks follow-up questions, and expresses his appreciation for the feed-

back. Of course, the source of any feedback must be considered. Filtering is
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N outcomes. Personal development requires proactively soliciting feed
honestly listening to it. After each o ik

] presentation given to classes, profes-
Y people in o.ther forums, one colleague of the authors asks,
et go? Is there mythmg you recommend I change?” This colleague

e habit of developing himself by listening to others’ feedback. He pays
attention, asks follow-up questions, and expresses his appreciation for the feed-

back. OF course, the source of any feedback must be considered. Filtering is

sometimes necessary because not all feedback is representative, well informed,

or constructive. The habit of filtering reinforces the habit of soliciting feedback.

DEVELOPING SELF

After acquiring an understanding of self and personal competencies, addressing
gaps in performance of key managerial competencies is the next required step
in the process of personal development. Peter Drucker (1999, 69) advised, “Do not
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perform.” His advice speaks to the relative permanence of many of the human
characteristics noted in Figure 10-1 and the depth of energy and time that is
required to transform those characteristics.

In many organizations, resources are available for improving competencies. In
others, employees must be proactive about identifying resources. In the absence
of such assistance, people must use their own time and resources to continue to
learn and grow.

Developing and promoting one’s strengths are highly recommended as well.
Some experts argue that, in general, developing strengths is more feasible and
pays off more than addressing weaknesses. As already discussed, the Strengths-
Finder” methodology is an example of the strength-based approach. It moves
from identification of talents to investment in those talents through practicing,
developing skills, and building knowledge. The resulting product is a strength,
which is defined as the ability to provide near-perfect performance on a consis-
tent basis (Rath 2007).

In addition o building on strengths, Drucker (1999) noted one other ractic

for self-development: understanding the requirements of onc’s workplace and
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unit. To the extent that the primary goals and strategies of one’s organization
are understood, it becomes easier to focus on developing the skills that will be
rewarded in that organization. This tactic is particularly uscful in organizations
that are interested in continuous quality improvement and customer service.
Managers can be proactive in identifying opportunities to improve their organi-
zation and positioning themselves and their units to make those improvements.
Personal development also includes keeping up with the growth in the knowl-
edge base of one’s discipline. There is a new and growing interest in evidence-based
management, or the “the systematic application of the best available evidence
for the evaluation of managerial strategies” for improving performance (Kovner
and Rundall 2006, 6). In the future, managers are more likely to be required to
defend their practices based on scientific evidence, rather than relying on the
rationale, “That’s the way we've always done it here.”

Keeping up with technical developments in health management is facilitated
by joining and participating in professional organizations such as the American
Public Health Association or the American College of Healthcare Executives,
reading current literature, and arttending related presentations. It can also mean
enrolling in formal continuing education or degree coursework. University-

based or commercial education and training programs in such areas as quality

Q&




In addition to bui\d'mg on strengths, Drucker (1999) noted one other tactic
for self-development: understanding the requirements of one's workplace and
unit. To the extent that the primary goals and strategies of one's organization
are understood, it becomes easier to focus on developing the skills that will be
rewarded in that organization. This tactic is particularly useful in organizations
that are interested in continuous quality improvement and customer service.
Managers can be proactive in identifying opportunities to improve their organi-
zation and positioning themselves and their units to make those improvements,
Personal developmentalso includes keeping up with the growh in the know\-
edge base of one’s discipline. There is a new and growing interest in evidence-based

management, or the “the systematic application of the best avallable evidence

for the evaluation of managerial strategjes” for improving performance (Kovner
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zation and positioning themsel

ves and their units to make those improvements.
Personal development also includes keeping up with the growth in the knowl-
edge base of one’s discipline. There is a new and growing interest in evidence-based
management, or the “the systematic application of the best available evidence
for the evaluation of managerial strategics” for improving performance (Kovner
and Rundall 2006, 6). In the future, managers are more likely to be required to
defend their practices based on scientific evidence, rather than relying on the
rationale, “That’s the way we’ve always done it here.”

Keeping up with technical developments in health management is facilitated
by joining and participating in professional organizations such as the American
Public Health Association or the American College of Healthcare Executives,
reading current literature, and attending related presentations. It can also mean
enrolling in formal continuing education or degree coursework. University-

based or commercial education and training programs in such areas as quality
improvement are available in increasing numbers. Internal organization training




DEVELOPING OTHERS

Managers are responsible for helping employees understand and develop them-
selves. One way to do this is to sponsor, role model, and encourage sharing of
sclf-assessments in discussion group forums. This is particularly useful for em-

ployees who work together closely in interdependent teams, because it facilitates
cross-training and understanding. Sharing results of the MBTI® or another vali-
dated personality tool is one useful way of promoting more collaborative teams.
However, some employees may consider such information to be too private to
share, and their wishes should be respected. Instruments that focus on team-
specific behavior are more palatable to many employees for group discussion

than are individual personality inventories.

A second managerial strategy for developing others is to give employees suc-
cessively challenging growth experiences on the job. This can happen through
designing new tasks or delegating existing tasks. Delegation is an underused tech-

nique for developing employees, often avoided because managers do not prioritize
development of their employees highly enough. It is important that managers as-
sist employees to succeed though delegation, rather than dropping off a task and
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that managers as-
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= nique for developing employees, often
| development of their employees highly enough. Itis important
= sist employees to succeed though delegation, rather than dropping off a task and
final deadline and saying, “Good luck.” An assignment should be clear, and its
eyed to the employee ina face-to-face meeting.
d employees should be

importance should be clearly conv

Performance targets and deadlines should be specified, an

given some autonomy in deciding how best to accomplish the task. Micromanag-
ductive to an employee’s development. However, a

ing the process is counterpro
balanced approach to monitoring progress and suggesting potential ways to over-
employees should be recognized for any ac-

come barriers is appropriate. Finally,
complishments, to reinforce their work and set the stage for further development.
A third managerial strategy for development, providing constructive perfor-
mance feedback, is expanded on in our discussion of organizing human resources
(Chapter 8) in the context of effective human resource practices. Some of these
preferred practices include the following:
e Make an appointment or ask a potential recipient of feedback whether the

present is a convenient time to provide such information.

e Deliver feedback in a private place.
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* Describe perceptions of the other person’s behavior using specific examples
that have been personally observed.

* Provide feedback on both positive and negative behaviors.

* Be supportive and encouraging, focusing on desired behaviors.

* After giving feedback, give the recipient time to respond.

* Use the opportunity to develop a joint action plan.

* Identify ways to make positive contributions to improving the employee’s
behavior.

Although some managers can be too blunt and insensitive in delivering feed-
back, others can be too sensitive, avoiding confrontation and understating an
employee’s weaknesses. Both the employee and the organization are better served
by clear and open communication. Direct statements are usually appreciated. Do
not avoid important issues. If the problems are difficult to discuss, seck support
from human resources professionals to plan the meeting and role-play the session
in advance. Remember that helping underperforming employees to improve or
move on to better-fitting positions is an important organizational responsibility.
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strategies and are assessed on the development of their employees. Everyznc in
the organization has an individualized development plan, there is an abundance
of education and training programs that focus on leadership, and coaching and
mentoring are widely used. ]

Individualized Development Plans

Performance review systems that mandate individualized development plans are
oyee development. Plans typically set goals ‘For 90 days,
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Management and Leadership Education Programs

If enercized and well-rrained emnlavess are essential
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gh-potential employees.

Coaching often combines interpersonal skills advising and development with

advising about strategic organizational priorities.
Like coaching, mentoring is also typically
Mentoring involves
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4 one-on-one
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who usually serves withour pay.

advising activiry.
A more experienced person,
Mentors facilitate

personal and professional
growth by sharing the knowledge and insigl

1ts that they have learned through
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CONCLUSION
High-performance organizations are driven by high
These employees und

understanding.
i

neelligence and master the competencies
ation workplaces, they exhibic strong col-

agement competencies. Managers in high-performing
organizations are committed to employee

required in their jobs. In health organiz
laboration and diversity man

development through providing con-
structive feedback and learning opportunities, and creating individu

alized develop-

ment plans. At the same time, employees must take l'c\\‘pons:\h'l\'\ty for their own

self-development, seeking out feedback and growth gjxpc'n.cnccs? -.\nd. continu-

ously improving their knowledge base and competencies. This win-win synergy
satisties both organizational and individual needs.




