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The Federal Judicial Center

This computer-assisted guide is a reference tool for
supervisors and mid-level managers in U.S. appellate,
district, and bankruptcy courts and in probation and
pretrial services offices. It is designed to be installed on an
individual’s or court unit’s computer to permit quick
location of information. Users can print out materials as
needed. This publication was undertaken in furtherance of
the Center’s statutory mission to develop and conduct
education programs for judicial branch employees. The
views expressed are those of the author and not
necessarily those of the Federal Judicial Center.

Intro

Michael Berney
We would like to acknowledge the contributions of the members of the original Advisory Committee (1995) for Supervising in the Courts and to express our thanks and appreciation for their work and commitment to this project. The members are Teresa Acosta, Supervising U.S. Pretrial Services Officer, U.S. Pretrial Services Office (Texas Western); Venecia Catlin-Butler, Courtroom Operations Supervisor, U.S. District Court (Maryland); Shannon Green, Personnel Specialist, U.S. Bankruptcy Court (Connecticut); Rex Ishikawa, Systems Manager, U.S. District Court (Oklahoma Western); Esther Landau, Personnel Specialist, U.S. Bankruptcy Court (Ohio Northern); Margaret Lazzari, Deputy Chief U.S. Probation Officer, U.S. Probation Office (California Central); Cecelia Morris, Clerk of Court, U.S. Bankruptcy Court (New York Southern); Jack Sisson, former Chief U.S. Probation Officer and Federal Judicial Center staff member, Leroy Wadlington, Deputy-in-Charge, U.S. District Court (Mississippi Northern); and Janice Yates, Chief Deputy Clerk, U.S. Court of Appeals (6th Circuit). The guide was reviewed during its development by representatives of the Federal Judicial Center’s various education and training advisory committees. The reviewers are Terry Deinlein, Chief Deputy Clerk, U.S. District Court (Ohio Southern); Beth Ferguson, Clerk of Court, U.S. Bankruptcy Court (Ohio Northern); Aaron Lucas, Probation Programs Specialist, Administrative Office of the U.S. Courts, Tawana Marshall, Clerk of Court, U.S. Bankruptcy Court (Texas Northern); Dana McWay, Chief Deputy Clerk, U.S. Court of Appeals (8th Circuit); Mark Sammons, Chief Deputy Clerk, U.S. Bankruptcy Court (Virginia Eastern); Virginia Satterstrom, Chief Deputy Clerk, U.S. Bankruptcy Court (Iowa Southern); Robert St. Vrain, Clerk of Court, U.S. District Court (Missouri Eastern); and Gary Wente, Deputy Circuit Executive, U.S. Court of Appeals (10th Circuit).A pilot was conducted in five courts, thanks to supervisors in those courts and the court executives: Brenda Argoe, Clerk of Court, U.S. Bankruptcy Court (South Carolina); Honorable William S. Brownell, Magistrate Judge and Clerk of Court, U.S. District Court (Maine); Stuart Cunningham, Clerk of Court, U.S. District Court (Illinois Northern); James Provence, Chief Probation Officer, U.S. Probation Office (Kentucky Eastern); and Mary Weibel, Clerk of Court, U.S. Bankruptcy Court (Iowa Southern).Other individuals from the courts who contributed to this project are Barry Lander, Clerk of Court, U.S. Bankruptcy Court (California Southern); Stephan Harris, Deputy Clerk, U.S. District Court (Ohio Northern); and Steve Sibelman, Systems Manager, U.S. District Court (Oregon).Members of the project team at the Federal Judicial Center were Peggy Fitzgerald, Division Administrator; Emily Huebner, Director; Eshael Johnson, Program Assistant; and Marilyn Vernon, Branch Chief; of the Court Education Division; Nathan Dotson, Editor; Martha Kendall, Senior Editor; and David Marshall, Deputy Director; of the Publications and Media Divison; and Ted Coleman, Deputy Director; Roger Ford, Interactive Technology Specialist; and Douglas Mitchell, Research Computer Scientist; of the Planning & Technology Division. Special thanks to Amanda McKendree, FJC Intern, for help with the 2001 update.
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e This program provides guidance on 13 supervisory skills
identified as critical by an advisory group of court
personnel. This guide condenses advice into manageable
tips and strategies. Some are step-by-step procedures;
others are general ideas to consider. This guide also
recommends resource materials—some available right in
your court.

Keep this guide on your computer and use it as needs
arise. To use an exercise or job aid, you need to print
those pages.

The guide does not cover every aspect of supervising.
Rather, this information should help you find the materials
of greatest use to you and your office.

The Federal Judicial Center offers a wide array of
educational and training programs and materials that
develop supervisory and management skills. Other
resources may be as close as a colleague’s bookshelf or
your local library or bookstore. To get you started and
speed your access to information, please accept these tips
for supervising in the courts.

More
Intro
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The following pages are arranged under supervisory skills.
Individuals who direct the work of others—at all levels of
court operations and in all parts of the federal judiciary—
say these skills are most important.

Below each heading you will find
• a definition of that skill;

• why that skill is important;

• tips—including options, how-to’s, and examples from other
courts; and

• several recommended resources.

Directing the work of court staff is not a science. Many
gray areas exist. Provocative ideas, set off from the rest of

the tips, will appear under several of the tasks. These
ideas—because they cannot be taken literally—will
encourage you to develop your own approaches to
situations that you encounter.

More
Intro

Scattered throughout the guide are purple notes, such as this one. For the most part, they are comments from individuals in the courts who supervise. The comments expand on the tips, or they provide examples.
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At the end of the guide you will find several items. First,
Recap of Supervisory Skills & Tips provides a quick
reference to the tips covered in this guide. You will also
find assistance on How to Order Tapes from the Federal
Judicial Center’s Media Library and How to Request
Programs from the Center’s Court Education Division.
Finally, a Job Aid section is included as an appendix.
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Resources
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To get started, refer to the model:

Court Management Framework
This diagram shows 30 management skills critical to directing the
work of court staff. To refer to this model, click on the Model arrow.

Your local bookstore should have:

Successful Manager’s Handbook: Development
Suggestions for Today’s Managers
Personnel Decisions International (2000)

This handbooks provides advice on development activities that you
can use yourself or coach others to use. The on-the-job
development suggestions are presented in a format that is easy to
understand and use.

You or your court can subscribe to:

Court Management & Administration Report
This newsletter, designed for both state and federal court managers,
covers many supervisory topics. Examples include “Job Burnout:
Court Managers at Risk?” and “Strategic Planning.” To subscribe,
call CMAR at (609) 896-0351.

   More
Resources

Model
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Stepping Up to Supervisor
Catalog No. 2100-V/85
New supervisors face a myriad of issues as they assume their
different roles and functions. This 20-minute videotape acquaints
viewers with mistakes commonly made during the early phases of a
management career and helps them gain insight on strategies to
avoid these pitfalls.

The Federal Judicial Center offers:

Foundations of Management
National Independent Study Center’s core program adapted for
federal court personnel. Self-study program for supervisors at all
levels and individuals interested in assuming a supervisory role.
Offered in two versions: one for probation and pretrial services staff
and one for appellate, district, and bankruptcy clerk’s offices staff;
library personnel; and staff attorney’s personnel.

Supervisor’s Survival Kit
Self-study audioprogram with workbook explores the challenges
that new supervisors face. Audiotape leads users through a series of
practical exercises, highlighted by observations from various court
supervisors.

  How
to Order

   More
Resources

    How
to Request
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This 27-unit commercial training package assists supervisors and
mid-level managers in enhancing their leadership skills through
effective interpersonal communications. The units focus on core
interpersonal skills, managing individual performance, developing
team performance, making an impact on the organization,
managing change and innovation, problem solving for individuals
and teams, and developing leaders. The following units are
included:

• FrontLine Leadership: Your Role and the Basic Principles

• Giving Constructive Feedback

• Getting Good Information from Others

• Getting Your Ideas Across

• Dealing with Emotional Behavior

• Recognizing Positive Results

• Establishing Performance Expectations

• Developing Job Skills

• Taking Corrective Action

• Coaching for Optimal Performance

• Clarifying Team Roles and Responsibilities

• Conducting Information Exchange Meetings

• Resolving Team Conflicts

   More
Resources

    How
to Request
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FrontLine Leadership Units (continued)

• Building a Constructive Relationship with Your Manager

• Building a Collaborative Relationship with Your Peers

• Confronting Issues with Your Manager and Peers

• Winning Support from Others

• Managing Change

• Fostering Improvement Through Innovation

• Solving Problems: The Basic Process

• Solving Problems: Tools and Techniques

• Participating in Problem-Solving Sessions

• Leading Problem-Solving Sessions

• Increasing the Payoffs of Training

• The Basic Principles

• Coaching for Optimal Performance

• Recognizing Positive Results
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   More
Resources

    How
to Request
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This program permits any supervisor to keep abreast of
developments in court operations and encourage his or her staff to
do the same. The Court Operations Exchange functions as a
learning exchange: participants initiate dialogues about common
concerns and interests and also contribute examples of resources
found to have been of use. Click to view current questions or
current resources.

FJTN Broadcasts
The Federal Judicial Center broadcasts new programs on subjects of
interest to supervisors as well as other court staff. Click here to view
the current programming schedule.

FJC Training Products
Several of the Center’s training products can be downloaded from
the Center’s intranet site at http://jnet.fjc.dcn.

Leadership 2000
This 12-unit commercial training package is designed for
supervisors, managers, specialists, and other staff who want to foster
a more collaborative workplace. The program covers topics such as
giving and receiving constructive feedback, giving recognition,
influencing for win-win outcomes, and managing conflict. Each unit
is approximately four hours long.

Next
Skill

    How
to Request

http://jnet.fjc.dcn:8081/coe/qna.nsf/MostRecent?OpenView
http://jnet.fjc.dcn:8081/coe/resource.nsf/ResourceByTitle?OpenView
http://jnet.fjc.dcn:8081/newweb/jnetweb.nsf/fjtn?OpenFrameSet
http://jnet.fjc.dcn:8081/newweb/jnetweb.nsf/home?OpenFrameSet
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Knowing Yourself means learning from experiences;
seeking feedback and modifying behavior based on
feedback; actively pursuing learning and self development.

When supervising, you may not always receive the kinds
of comments that help you to develop your skills. Yet in
order to grow, you need structured and honest feedback
from others.

To gain feedback, you need to actively seek it. Do not be
passive. Don’t wait for your colleagues to come to you
about what you’re doing well and what you need to
change. You can initiate and guide the process by taking
the following seven steps:
1. Assess your strengths and weaknesses

Step back and make a list of what you think you do well and
where you might improve. Do this at least once a year. One way
to start is by referring to the list of supervisory skills presented at
the beginning of this guide. (See Model: Court Management
Framework.) Note what you do in each of those areas to put
your skills into practice. For example, under the skill “Knowing
Yourself,” how do you learn from experience? You might jot down
“keep a journal” or “solicit regular feedback.”
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More
Tips
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2. Check your perceptions with others
Don’t rely on your judgment alone. In supervising others, you
primarily use interpersonal skills. People with whom you work
can best assess your effectiveness. Allow others to do an
anonymous appraisal, noting what you do well and where you
could improve. (See Job Aids: Feedback Instruments.)

Invite a co-worker to join you for lunch outside the building. Ask
him or her to comment on what you do that is effective in
supervising others, as well as ways you could change to increase
your impact. You might also try a role reversal by asking others
what they would do in a situation that you face.

3. Use your strengths in new places
It is hard to change bad habits. It is often easier to use your
strengths in new ways and places. Are you putting your skills in
supervising to maximum use?

For example, if you deliver briefings on rule changes for your
staff, consider doing the same when the court needs someone to
brief the local bar association. Some things will require asking for
additional responsibility. If so, make a note of your request and
seek support as described in Step 6, below.
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More
Tips

Beckie Bates
Education and Training Specialist, U.S. District Court (District of Columbia):I like the whole 360-degree approach that you find with PRAXIS and other exercises—not just coming from top down. We’re supervising across the board, particularly in the area of teamwork. It's more beneficial and helpful to have the feedback of not only the people who supervise you but also the people you supervise and your colleagues. What is it that people like and would like you to do more of? What is it that makes you effective as a supervisor, and how can you build on that? And then, where can you improve, what skills can you develop?
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4. Improve in two or three weak areas
Be focused. Tackling “leadership” is just too broad. Narrow it
down to a specific area, such as “contribute to an automation
review” or “propose ways to improve fine collection.” These are
more concrete aspects of leadership and are thus easier to turn
into action.

5. Write up an action plan with goals and actions
Once you have identified an area where improvement is needed,
develop a specific action plan detailing how you will try to
improve. Make your goals specific and concrete. Choose a target
date to accomplish the goal, and identify a result that will show
you have achieved it. Also, choose two or three “check-in” dates
that you will use to monitor your progress along the way.

Write down what you will do in the areas identified for
development. For example, if your goal is to improve in the area
of organizing and planning, then one action could be to prepare
a bi-weekly status report for your staff and manager. In some
courts, and some agencies in the executive branch, connecting
goals to actions is referred to as preparing an individual
development plan. What you write will serve as a guide, helping
you to accomplish your goal. Keep practicing the change in
behavior until it becomes second nature.
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6. Seek and obtain support
Once you have identified steps that capitalize on your strengths
and improve areas needing development, sit down with your
manager. Jointly assess the situation. Say, “These are my
thoughts on what I am doing well and where I can improve. I am
interested in your perspective.”

Ask for help. You might want more opportunities and a
broadening of some areas of responsibility. Some managers have
asked for temporary assignments that allow them to practice a
particular skill they are trying to develop. (See Staying Flexible.)
A peer might be available to offer an impartial appraisal of your
new actions and serve as a mentor to help you improve.

7. Check on your progress
For each goal identified on your plan, check to see if you have
achieved the results by the chosen dates. If you haven’t, think
about why, and reset those goals with appropriate dates. Perhaps
introducing more check-in points will increase your awareness of
your progress. Write these dates on your calendar and treat them
like appointments or meetings that you cannot miss.

Seriously review your progress. Ask peers, subordinates, or
superiors if they have noticed any changes. Celebrate: This is
hard work! Then avoid reverting back to the past behaviors.
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People often remember only their failures. Instead, imagine
succeeding! Imagine what it would be like to meet your
goals. Warren Bennis, author of On Becoming a Leader (see
Resources), describes one way to do this: Close your eyes,
walk yourself through a challenging situation, and imagine
in fine detail how you will handle and surmount the
anticipated obstacles. Remember to focus on surmounting

the obstacles—don’t pretend that they don’t exist.

Insights
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A court employee who has served in a variety of
management positions over the past 20 years had this to
say about knowing yourself:

You really have to deal with the people above you in the
organization. Even when they’re angry, even when you’ve
disappointed them, you just have to keep going back. Because
when you get into a leadership position, it’s not just how much
you produce that determines your effectiveness. It’s how the
people you work for view what you do.

And the only way you can find that out is to be involved with
them and ask them in various ways, “How am I doing?”
Sometimes when you’re not doing so well and you find the
feedback is kind of negative, you have a tendency to shy away.
You can’t do that.

It is equally important to talk to your staff. In some ways they are
in the best position to judge your effectiveness in supervising.
They see you trying to motivate people, making decisions,
leading meetings, trying to build teamwork. So they can
probably tell you what you’re doing that works and what
doesn’t.
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Approaching someone on your staff or your boss to find out
how you are doing can be very intimidating, at least the first
time. Let me suggest an approach that I think works pretty well:
Ask this person for a time when you can meet together for a
few minutes on an issue you would like to discuss. When you
meet, start the conversation with a statement like, “I am very
interested in making sure that the work my section is doing is
meeting the needs of the organization. Is there anything that I
could do differently that would help you accomplish your goals
in a more effective way?”

This approach has worked well for me; in hindsight, I only wish
I had taken more time to ask others how I was doing.
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For further information . . .

To get started, use the following job aid:

Feedback Instruments
Manager Feedback
Co-worker Feedback
Staff Feedback
Feedback Analysis: Making Sense of Multiple Perspectives
This set of forms will help you collect and analyze feedback from
people who work with you.

Your local bookstore should have:

The Leadership Equation
Eakin Press (1989)
This book helps you understand your preferred style of operating
and how to use your preferences to work effectively in whatever role
you occupy. Authors Lee and Norma Barr offer many practical tips.

On Becoming a Leader
Addison-Wesley Publishing Co., Inc. (1994)
Warren Bennis summarizes interviews with some 30 leaders from the
public and private sectors. These leaders identify the importance of
knowing yourself: being your own best teacher, accepting
responsibility, learning anything you want to learn, reflecting on
your experiences, and having a strong sense of mission or purpose.
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Your local community offers:

Leadership positions in volunteer agencies
Leadership skills can be developed. By taking on leadership roles in
community organizations, you can gain experience that will help
you supervise in the court.

The Federal Judicial Center offers:

Management Excellence Survey
Provides feedback from staff on leadership styles. Center-trained
court managers facilitate discussion of the survey’s results and help
managers pinpoint actions to improve their leadership skills.

Your court training specialist may offer:

Myers-Briggs Type Indicator
This well-tested and widely available questionnaire helps people
understand their preferences. For example, it helps identify whether
you use intuition or your senses when gathering and using
information. This assessment exercise may allow you to understand
yourself better and to appreciate the preferences of others.

Foundations of Management

Chapter

FrontLine Leadership Unit

Next
Skill

K
no

w
in

g
 Y

ou
rs

el
f

Unit 9: Where Do You Go From
Here?

FrontLine Leadership: Your Role
and the Basic Principles

    How
to Request
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Balancing Priorities means setting priorities; focusing on
the important, not only the urgent; delegating effectively;
allocating time for renewal and development.

In a time of tighter budgets and growing caseloads, court
leaders face constant pressure to do more with less. You
juggle an increasing number of duties. Every task seems
crucial. It is hard not to let any one task suffer.

You can gain some control by clearly defining your goals.
Competing demands do not disappear, but you can better
navigate through this rough water when your priorities are
clear. Try the following six steps:
1. Identify what matters in the long run

Identify priorities for this coming year. These are usually long-
term activities, such as relationship building or recognizing new
opportunities. Ongoing activities, like editing presentence
reports, and one-time activities, like preparing a budget request,
are seldom priorities.
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In The Seven Habits of Highly Effective People, Stephen Covey
suggests that, if you have trouble identifying what matters most,
you answer the question, “What is one thing in your professional
life that you could do, that if you did it on a regular basis, would
make a tremendous positive difference in your life?” Knowing
what counts in the long run will also help you reduce the time
and energy you spend on tasks that are essentially unimportant.
(See Managing Stress.)

2. Analyze how you spend your time
Record meticulously what you do on an hourly basis for a period
of one week. Your list might include some of the following:

• analyzing case-management problems,

• making decisions,

• coordinating building access with the U.S. Marshal’s Service,
and

• providing feedback.

If you spend time on the phone, write down the underlying
activity, such as “coordinating work flow with supervisors,”
rather than just listing “phone calls.”
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Making this list will seem difficult, but the results will be worth
the effort. At the end of the week, analyze your activity. How
much time did you actually spend on low-priority items? How
much time did you spend on high-priority items? You may be
surprised by where your priorities are in the overall work that you
accomplished.

3. Select some important, non-urgent activities
Review the list of activities you are doing right now. Compare it
with the list of high-priority activities you developed. Put an “X”
next to any activity that helps you accomplish your goals. If that
activity is important but not urgent, it will require special
attention so that it does not get overlooked. Consider that a
ringing telephone conveys urgency, but who is calling and what
they are calling about determines the call’s importance. (See
Exercise: Importance Audit.)

4. Add some new high-priority activities
Expand the number of important, not urgent, activities you
undertake during a week at work. For example, if one goal is to
develop staff, some important activities you might add if you are
not already doing them are to assess performance, research
developmental opportunities, and arrange job rotation.
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Separate important activities into discrete steps. For example, if
“Meet with team leaders” is an important activity related to
accelerating case processing, you could subdivide that activity
into two steps: “Draft a meeting agenda for a discussion on
expediting cases” (see Fostering Communication Through
Meetings) and “Track how long cases spend on each desk.”

Carry an index card that has the three or four tasks you want to
accomplish this week. Add a page to your planning calendar and
list high-priority activities.

5. Eliminate some time wasters
Go back to your analysis of how you spend your time and
identify what has little importance to the overall work of the
court. You might find some low-priority tasks that could be
eliminated completely. For example, are all weekly reports
necessary? Could a monthly or quarterly report provide the same
data? Are the data really needed?

6. Delegate: You coach or train, they carry out
Many people who supervise in the courts report that their
biggest problem in giving others authority and responsibility for
projects is their own perfectionism. Many supervisors and
managers believe (and it may be true) that they can do it best.
Effective delegation means trusting and training staff to
accomplish work goals. It also means accepting that there is
more than one way to get something done.
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Al Smith
Deputy Chief U.S. Pretrial Services Officer (Georgia Northern):You can’t always do a list of things, but try to schedule a priority for each day. I’ve been gone for two weeks, and in coming in today I have a zillion things on my desk, but I’m going to try to prioritize them for the week. I can’t do everything, and even if I worked through lunch, I really couldn’t get it all done today or the next day. You pick out what is important and concentrate on maybe one or two things that you want to accomplish today. I’m trying to get to the point of getting away from the “do” list and instead ask what is important.Also in the Covey model, you think of things that are urgent but not important and balance things that way too. I’m using that model: Today travel is urgent and important. And I’m trying to schedule case reviews and CPS stuff for later this week; they’re important but not urgent.
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For example, if you evaluate the status of closed cases, you might
instead ask each individual to complete a report. Alternatively,
you could ask one individual to take responsibility for collecting
responses from the rest of the group.

Drop some balls from your juggling act
What happens if you don’t do something? What is the worst

thing that could happen? As a way to let go, exaggerate the
worst possible catastrophe (“If I don’t do it then it won’t
get done and we’ll all get fired and I’ll never find another
job . . .”). You’ll probably find that you hold on to more
than you need to. If you try to juggle too many balls at
once, you’re bound to drop some. If you don’t drop some
balls by choice, you’ll drop some by accident. Or you’ll

drop them all.B
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Try this exercise:

Importance Audit
You can use this exercise to analyze where you are spending your
time and energy. Also consider inviting your staff or co-workers to
do the exercise. This activity should increase the amount of time
spent on work that is important but not urgent. To use this exercise,
click on the Exercise arrow.

Your local bookstore should have:

The Seven Habits of Highly Effective People: Powerful
Lessons in Personal Change
Simon & Schuster (1990)
Stephen R. Covey presents seven habits for personal and
organizational effectiveness:
• Be proactive.

• Begin with the end in mind.

• Put first things first.

• Think win/win.

•  Synergize.

•  Sharpen the saw.

• Seek first to understand, then to
be understood.

Covey believes that when individuals achieve balance, that, in turn,
will improve organizations.

Exercise

   More
Resources
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The Federal Judicial Center lends:

The Seven Habits of Highly Effective People
Catalog No. 2081-A/90
This six-audiotape program by Stephen Covey takes listeners
through a seven-step personal renewal program designed to
balance four areas of an individual’s life: the physical, the mental,
the emotional, the social, and the spiritual.

Your local video store lends:

Field of Dreams
In this Hollywood movie, an individual pursues his vision of building
a baseball field on his farm. Nothing deters him from succeeding, in
large part because of his personal conviction. The story suggests
that when your own priorities are clear, you will find tremendous
energy to pursue them and inspire those around you.B
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Foundations of Management

ChapterChapter

FrontLine Leadership Unit

Unit 4: Effective Management

Building a Constructive
Relationship with Your Manager Next

Skill
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Making Decisions means making timely and sound
decisions; taking action and risks when needed; making
decisions under conditions of uncertainty.

Being a part of the court’s management team gives you a
key role in making decisions. Furthermore, your position
gives you the best vantage point to make the right decision
as the need arises. It is up to you to properly implement
decisions.

By having staff contribute to decisions and sharing the
rationale for decisions with staff, you can positively affect
how decisions are implemented. Try the following eight
steps:
1. Take note of problems or opportunities

Show interest in operations that are your responsibility. Walk
around and survey operations. Make notes when you see or hear
about something that affects those operations. Check it out: Is
there a problem? Is there an opportunity?

In one court, case filings slowed down because intake clerks were
receiving so many requests for photocopies. The intake supervisor
gathered information on the situation and identified the disruption
to clerks’ office work—the problem—and the public’s need to copy
materials—the opportunity. This information was critical in
establishing the need to take action.
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2. Set objectives
Determine your approach to the problem or opportunity you
have identified. Write out what you expect to achieve by solving
the problem or capitalizing on the opportunity. You might run
this past your manager. If you work with teams, circulate your
draft to team members and incorporate their input.

If your court unit has a mission statement, ask yourself, “Is my
direction in line with those goals?” Involve your team in resolving
any differences.

3. Generate alternatives
Don’t try this alone. Pull people together who think differently
than you and ask them to jot down two or three responses to the
situation, then discuss their suggestions. (See Valuing Diversity.)
Remain neutral and encourage people to voice their best ideas.
Say, “Can anyone expand on that idea?” or “Does that
suggestion bring to mind other possibilities?”

Another option is to write a one-page memo detailing your
understanding of the situation and the reasons you want to
address it (your objectives). Then circulate this memo and ask for
alternatives. Still another approach is to throw out a wild idea as
a way to get your group to take a fresh approach.
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Linda Hickey
Administrative Analyst, U.S. Probation Office (Nevada):I involve staff in decision making, asking for ideas to make our office run smoother. Some of the suggestions are minor but make a big impact on time management. For example, a secretary suggested that we consolidate our forms in a central place with everything needed to set up a file. We did, and now no one has to look all over the office for what they need. Implementing the suggestion made the secretary feel good and let the rest of the group know that everyone’s ideas are important.I also hold regular staff "roundtables" where I go over information from management meetings. I also ask staff to chair roundtables.For example, a receptionist who had reorganized her area led a roundtable presenting the changes, so that her co-workers would know how to take advantage of her efficient new system.Previously, she used yellow Post-It notes everywhere on her desk with instructions left by the probation officers. I sent her to a seminar on reorganizing the receptionist’s workstation, and she learned to use a three-ring loose-leaf binder to record relevant information. As a result, anyone stepping in to help with the phones immediately knows what is going on for that day.Incidentally, chairing the roundtable increased her sense of importance and also gave her some presentation experience.
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4. Gather information
The temptation, once you’ve identified alternatives, is to select
the one that makes the most sense. Resist that temptation.
Whenever possible, gather information on the two or three best
courses of action. Ask people outside the court and from
different court units for their input. (See Thinking Strategically.)
Remember, gathering information does not mean you do this all
yourself. Delegate. Network.

Devise a form or a worksheet that will allow you to compare the
various alternatives while considering such factors as time
available, cost, resources, and acceptance/rejection by your staff.

5. Evaluate the alternatives; consult those affected
Review the information you have gathered. Note advantages and
disadvantages. (See Job Aid: Pro/Con Analysis.) Determine which
course best meets your overall goal or objectives. Decisions
seldom affect you alone, so unless it’s an urgent matter, consult
those affected. Involve them in the analysis. That way, they’ll
develop a rationale for the best course of action. This will also
save you time in implementing the decision.

You may want group members to evaluate alternatives
independently and then compare their findings before the group
makes a decision on the best one.
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Kenneth Russo
Chief of Technology, U.S. Court of Appeals (5th Circuit):Instead of micromanaging people, I seek input on how they would solve a problem. I also let them implement their proposed solution. This is something I would stress that other managers do.
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6. Choose the best alternative and announce it
In the end, you decide. Acknowledge the assistance you received
in making your decision. Announce (or include in a memo) your
reasons for the decision.

If it is critical for a team to support a decision that greatly affects
them, consider having the group make the decision. Narrow
down the list to alternatives that are acceptable. Then have each
person assign a rank to the alternatives.

7. Implement the decision
Putting a decision into action is different from making a decision.
First, sit down with the people most likely to ensure successful
implementation. Coach them. Get them started. That way,
they’ll serve as models for the rest of the group. If you expect
strong opposition from particular individuals, do this in reverse
by working first with the potential opponents.

In the court that faced burdensome copy requests (see Step 1),
the intake supervisor arranged for a private copy firm to set up a
station in the waiting area. The supervisor involved a
representative of the copy firm when planning the setup.
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8. Evaluate the effectiveness of the decision
Before implementation begins, list those areas that will be most
affected by your choice. Then, during implementation, pay
attention to the impact your decision might be having on those
areas. Watch what happens.

Implementing a decision often gives rise to other problems and
opportunities. If the impact is significant or negative, go back to
Step 1. Treat decision making  as an ongoing cycle, as
implementation raises other questions and problems requiring
new decisions.
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For further information . . .

To get started, use the following job aid:

Pro/Con Analysis
This form is designed to help you weigh the pros and cons of
decisions that you need to make. Fill in the analysis yourself, or
distribute it to a group to collect opinions. Click on the Job Aid
arrow.

Your local bookstore should have:

Leadership and the Computer
Prima Publishing (1991)
Computers can help you make better decisions. They can help you
monitor operations, analyze information, and present
recommendations in a persuasive fashion. Author Mary E. Boone
interviews 16 of North America’s most successful and forward-
looking executives to discover how they use computers. For
example, Debbie Fields, of Mrs. Fields Cookies, tells how she can
quickly gather data from remote locations.
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The Federal Judicial Center lends:

Decision Exercises: Dealing with Difficult Situations
Richard Chang
Catalog No. 2483-V/90
These are open-ended exercises that give managers the background
they need to make crucial decisions about a wide range of common
employee problems. The 30-minute video portrays difficult
situations that require immediate attention and carefully thought-
out decisions, and it helps you learn to be prepared for such
situations.

How to Solve Problems
Catalog No. 2717-V/93
This 22-minute video presents a four-step method for solving
problems encountered by individuals at every organizational level.

Unit 2: Customer Service

Solving Problems: The Basic
Process; Solving Problems: Tools
and Techniques; Participating in
Problem-Solving Sessions; Leading
Problem-Solving Sessions

Next
Skill

  How
to Order

UnitFoundations of Management

FrontLine Leadership Unit



Main
Menu

34

Staying Flexible means being willing and able to adjust to
multiple demands, ambiguity, and rapid change;
challenging the status quo and encouraging initiatives to
improve court operations.

Society and the courts are always changing. Budget
decentralization, changing personnel systems, downsizing,
and reduced resources are just some of the forces that
currently affect court operations.

In this environment, flexibility is a vital supervisory trait.
Flexibility permits people to adjust to changing demands.
Try the following three steps:
1. Be willing to not know

Because many people moved into supervising from technical
areas in the courts, some may still believe that they know best
how to get things done. Walt Whitman warned, “It ain’t what ya
don’t know that hurts you. It’s what you do know that ain’t so.”

Let your co-workers hear that you are open to other perspectives.
Start by saying, “I have always done it this way, but I am willing
to try something new,” or, “I used to think there was one way to
approach that, but lately I’ve been thinking there might be a
better way.” Not only do you show openness to new ideas, you
create an opportunity to learn something new.

St
ay

in
g

 F
le

xi
b

le

More
Tips

Jose Montanez
Supervising U.S. Pretrial Services Officer (Florida Middle):Supervisors have to remember that they are not specialists but generalists. Staff are the specialists, and we should consult them regularly. Their input is vital to sound decision-making. Remember that the goal of the generalist is not to become an expert in all areas but to guide the experts in accomplishing the organization’s mission.
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2. Explore several ways to approach a situation
When you work with others, explore a variety of options. Don’t
reach a decision too fast. You will have more success if you truly
understand the suggestions of others than if you try to get them
to accept all of your ideas. (See Making Decisions.)

Consider asking a staff member to play devil’s advocate. Have
him or her challenge a current procedure so you all can see
potential pitfalls in that procedure.

3. Yea-say, don’t nay-say
Rather than immediately identifying all the reasons why you
can’t do something the way a colleague suggests, consider the
suggestion seriously. Imagine it working well. Ask the person,
“What do you think some obstacles may be in implementing
this?” Then focus on how to surmount them.

Often, when someone joins your office from another agency (for
example, a state court), he or she brings ideas on how to
improve your operations. You may be tempted to teach the
lesson that federal courts and state courts are worlds apart.
Don’t. Instead, try to understand the idea. (See Communicating.)
Then try testing out the procedure and helping the new
employee implement it.
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Mentally bungee-jump
Do something that breaks you out of your routine. Challenge

yourself to use an alternative approach to solving a problem.

Several supervising U.S. probation officers have been able
to arrange temporary duty assignments in which they
exchanged places with a supervisor in another district.
Others have gone behind the scenes at private companies.

They not only broke out of their routine, they had to adapt
to the demands and pressures of a different office. They also

discovered alternative approaches to solving some of their own
workplace challenges.

Staying Flexible During Change

When you deal with change in your court, you need to
promote flexibility. Here are two additional suggestions:
1. Acknowledge the ending

Change provides new opportunity, but also involves loss. Before
people can successfully adjust to new ways of working, new
procedures, or office reorganizations, they need to let go of the
past. Find ways that those affected by the change can
acknowledge what is past so that they can move on.
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At a 1994 joint Federal Judicial Center/Administrative Office
seminar on downsizing, court teams from all parts of the United
States commented on how downsizing represented an end to
things like job security that people had come to take for granted.
Court managers emphasized the value of meeting with staff—
and meeting early in the process—to let them know what was
going to end. They also said that staff needed an opportunity to
vent frustrations at these changes.

2. Involve your staff in marking the ending
Have your staff create a simple list of what is ending—for
example, they won’t have access to LEXIS/NEXIS anymore, won’t
be working in the same office, won’t be handling subject X. Have
them share their lists with each other at a group meeting. For a
group that will no longer be working together, have them list
accomplishments from the past year.

Have your group keep their lists. After a couple of weeks have
passed, ask if they are ready to look at the positive side of the
change. Expect that they will take longer than you might want,
and be patient. Trying to move ahead too quickly will undermine
morale and actually slow down adjustment to the changes.

When your group is ready to consider the positive aspects of the
changes, ask them, “What benefits do you see?” or, “How can
we make the most of this situation?” Suggest that they devise a
symbolic way to move from the ending to this positive future.
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For further Information . . .

Your local bookstore should have:

The Psychology of Adjustment and Well-being
Reinholdt & Winston (1988)
Stanley Brodsky provides exercises for use in increasing your
personal adaptability. He stresses the positive impact of a flexible
approach to the challenges one confronts in work and life in
general.

The Federal Judicial Center offers:

Transition Guide: How to Manage the Human Side of
Major Change
Designed for managers who lead employees through a major
change, such as reorganization. Discusses a three-phase
psychological process that employees experience when they adapt
to a major change, possible employee reactions to the change, and
ways to manage those reactions. Available in hard copy and on the
DCN.

Coping with Change
Using a simulation, explores the dynamics of workplace change and
specifies personal approaches that ensure group acceptance of
change.
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http://156.132.47.230:8081/public/pdf.nsf/lookup/transgu2.pdf/$file/transgu2.pdf
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The Federal Judicial Center lends:

Life After Downsizing
Catalog No. 2710-V/93
This 26-minute, two-part video program is designed to help
employees and supervisors deal with the changed circumstances
and atmosphere that follow a downsizing: guilt, lingering fear and
distrust, the tension of trying to do more with fewer people, adverse
reactions to changed job definitions, and the loss of colleagues.
Understanding these normal reactions and learning to cope with
them will greatly hasten the organization’s return to desirable levels
of productivity and help to restore morale.

Your local community offers:

Volunteer work different from your job
Instead of volunteering at a community organization to do
something you do at work, volunteer in an area that will expand
your repertoire. If you are an introvert who keeps to yourself, pick
something that will get you up in front of a group. If you are a detail
person who could develop your intuitive skills, paint a mural.

Managing Change, Fostering
Improvement Through InnovationFrontLine Leadership Unit
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Building Relationships means creating supportive
relationships around work; considering and responding
appropriately to the needs, feelings, capabilities, and
interests of others; providing feedback; treating others
equitably.

Whatever your area of work in the court, tight
deadlines, budget pressures, and escalating demands
from the public may strain working relationships.

Those who supervise can play a critical role in building
and maintaining supportive relationships at work. You
can help establish trust between management and
staff, and among staff. Try the following six
suggestions:
1. Meet regularly

Use one-on-one meetings on a regular basis to build
relationships with your staff. Plan group meetings (see
Fostering Communication Through Meetings and Job Aid:
Agenda). Find out how staff members are doing at their work
and what obstacles they face this week. Help them surmount
those obstacles. Show interest in their ideas by asking, “What
do you think is the best approach for us to take?”

More
Tips
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Sheila Beauchene
Assistant Supervisor, U.S. District Court (North Dakota):One innovation we use is “M&Ms”—or Monday Morning Meetings. These meetings, which are very casual, are held every week. The deputies are asked to come in to work 15 minutes early to discuss the court schedule, court concerns, and various procedures or changes in procedures. We use a round-robin format so that everyone has a chance to contribute.

Anita L. Chavez
Supervising U.S. Probation Officer (New Mexico):In our district, bimonthly scheduled management team meetings serve as a valuable method of keeping the team in focus and consistent in our philosophy and vision. Our meetings are scheduled with the chief, deputy chief, and supervisors (including field supervisors on conference calls). We regularly invite specialists (personnel, budget, drug aftercare, mental health, etc.) to make presentations. This is very important, as our district is bifurcated. Regular meetings help us stay in touch with what is going on in the entire district. The information is then disseminated by the supervisors through their individual team meetings. The meetings agenda is sent out a few days ahead of time, and any team member may suggest a topic. The meetings are limited to one and a half hours.
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As a supervisor or manager, spend quality time with each
employee. Assign them to meaningful committees and task
forces where they can observe your style. Consider meeting for
social events. Perhaps invite a group to view one of the movies
suggested in this guide.

2. Cross-train
Arrange for staff members to learn what others around them are
doing. Have people cover for one another and share
responsibilities. Where possible, consider short-term, temporary
assignments. For example, bring a person from a branch office to
headquarters for a week and vice versa.

A judicial services supervisor in a district court described how
cross-training improved the working relationship between
courtroom deputies and docket clerks. Some pretrial services
offices have found that teamwork improved when clerical staff
accompanied an officer to the county jail to conduct an
investigation and when they sat in on counseling sessions
between an officer and a client. Direct exposure to the officer’s
work helped change the role of clerks from subordinates to
partners. (See Resources.) More

Tips
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Brenda Brommer
Deputy in Charge, U.S. Bankruptcy Court (Wisconsin Western):I have developed a routine for training a new employee or introducing a new procedure to a staff member which works well for both of us. We discuss the particular task, read the procedures and background, and attempt the task together. Upon completion, I will ask them questions and have them explain in their own words their perception and understanding of what we accomplished. Additionally, usually within one hour and again at the end of the day, I will “quiz” them. They seem to like this method of training and are pleased with themselves when they understand and answer correctly.People may worry that this fosters dependency. But in fact, by showing interest in your staff, you actually encourage them to go forward on their own. I still think that individualized attention is important, especially with new employees. And I do think it builds confidence.

Mary Shashaty
Deputy in Charge, U.S. Bankruptcy Court (New Jersey):We began a few years back with the intake section. We organized that entire department to be completely trained in all aspects of the department’s work requirements and job duties. This idea made employees more diversified in their daily activities and totally accountable for the amount of work produced and quality of product. It also gave staff a sense of pride in themselves and their department.Last year, I took this idea to the rest of the office. There is no longer an intake section. Everyone is now a case manager. We accomplished this by assigning cases to the case manager by the last two digits. The case manager takes the case from the beginning of the petition to the closing of the case. Whatever the last two digits end with, the case manager inputs the creditors, sets the 341, and does all noticing (for example, 341, sales, abandonments, fee applications, and finals) to creditors. Case managers also handle inputting claims and any assignment of claims. In addition, they file away their daily docketing. The case managers perfect all appeals with their digits.Another task the case manager handles is conforming of orders as well as preparing standard orders. Anytime an adversary complaint is filed, the case manager who handles the administrative case is also responsible for opening and closing that adversary complaint. That way, if someone calls in with any question, you can automatically know who is handling that matter by looking at the last two digits and will be able to connect that person to the proper case manager. Also as a side matter, each case manager as well as the supervisory staff is assigned to put away files and handle the counter at least two or three times a month.
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3. Delegate challenging assignments
From time to time, ask your staff, “How are you feeling about
your work?” Ask if they are feeling challenged. See if you can
offer additional activities to meet their interests and to help them
develop professionally. (See Valuing Diversity.) By increasing
employees’ interest in work, you can raise the quality of their
work. This will build commitment to the performance of your
court unit and to court operations overall.

Have staff members develop job aids for specific tasks they
perform to be used in case of emergencies. Test job aids by
allowing employees to observe you as you complete the tasks as
written. Together revise and publish them for future use in actual
emergencies.

4. Recognize performance: give positive feedback
Positive comments by a manager to an employee are highly
motivating and can increase productivity. Show interest in
employees’ work. Catch people doing things right, and let them
know you noticed. (See Communicating.)

Where possible, share with the judge outstanding individual
performance in your court unit. Submit articles to appropriate
publications suggesting that others might benefit from the
innovative work of your employees.

More
Tips
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Aurora Miranda
Supervising U.S. Probation Officer (Arizona):Praising good performance is one of the best ways to build positive relationships with staff. That doesn’t mean saying things just to "be nice." People see through insincere praise. But when someone makes a contribution to a project, helps a co-worker, or does a good job, take notice—right away. Also, take time to make your praise personal. Be specific and talk to the individual face to face. Commending someone via e-mail or the telephone will not have the same effect.
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Post a suggestion to the Administrative Office’s Productivity
Improvement Exchange or to the Court Operations Exchange
sponsored by the Federal Judicial Center. Always give full credit
for employees’ ideas.

Several courts promote positive feedback by having staff
members single out each other for recognition. There are
different methods of doing this, including one in which staff can
trade in rewards accumulated for prizes. Most important, design
a system that works for you, your office, and your staff.

5. Discover what works
Ask employees to find out what other federal agencies and
companies do to build better relationships. Get your group
together and evaluate the ideas that people collect. Select two or
three ideas and try them over the next year in your court unit.

Make this an ongoing effort. Have a suggestion box that anyone
can use to pass on ideas for improving working relations. Say,
“Let’s work together to make this a better place to work.”

6. Develop support systems among staff
Make a list of areas in which individuals can help each other out.
Use the Job Aid: Peer Support to compile a short directory on
operations and procedures. Then make copies for everyone and
encourage people to approach one another for assistance. Say,
“Let’s take out more time to help each other learn shortcuts and
get started with new procedures.”

More
Tips
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Count to 27! 1 . . . 2 . . . 3 . . . 4 . . . 5 . . . 6 . . . 7 . . .
If you start to lose your temper with someone, you should wait

before speaking with them. Think the situation over and
write down what is upsetting you. Take some time away
from the situation. Then come back and look over what
you wrote. This technique of writing down your reactions
can help you separate out your emotions and better see if
the problem is as severe as it first appeared.
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A mid-level manager in one of the judiciary’s larger
districts has this to say about the qualities her staff valued:

One thing that meant a lot was my availability. I was involved in
an awful lot of projects, so often I was out of the office. Staff
wanted to know that they could get my attention, even if I
wasn’t in the office.

Staff need to know that you support them, that you are with
them, that you are providing a safe environment for them to
learn. They want to know that you want them there in the unit,
that it’s okay to try something different or new, and that you will
be there with them.

And, having some kind of open communication with your staff is
important. When possible, I ask not to be surprised because I can
support or defend an action better if I have participated in the
decision. I ask staff to meet me halfway, to give me a sense that
we are in this together.

I see my role in supervising as doing my best to help my group
do their best. I draw on all my strengths to help staff be
successful. I want staff to understand that, to the best of my
ability, I will try to help them.
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Relationships are built on trust and respect for human dignity. If
staff trust me, because of that relationship, they will be more
willing to try something new and different. Without that trust,
they may not go down that path.

I really feel that we spend the best hours of the day at work. We
give our best energies of our day on our job. So, I am committed
to having that environment be the most gratifying, the most
challenging, the most exciting that it can be for us.
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For further information . . .

To get started, use the following job aid:

Peer Support
This is a form for you, your staff, and your co-workers to
complete. Each person identifies one or two areas in which he or
she is willing to help others. You compile and distribute a
directory of these areas, and individuals contact each other as
they need assistance.

Your local bookstore should have:

The Empowered Manager: Positive Political Skills at
Work
Jossey-Bass (1991)
Relationship building is more than reacting to situations and
trying to make peace. Author Peter Block describes how
supervisors and managers “in the boiler room” of organizations
can make the office a better place to work, increasing job
satisfaction and productivity.
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The Federal Judicial Center lends:

Courageous Followers, Courageous Leaders: New
Relationships for a Changing Workplace
Catalog No. 3235-V/96
This video is based on the book The Courageous Follower by
management consultant Ira Chaleff. The program examines four
dimensions of courageous “followership” and ways that team
leaders and team members can successfully interact to achieve
shared goals.

Your local video store lends:

The Wizard of Oz
This film teaches a lesson about how people can build relationships
while pursuing a common goal. Task and relating go hand-in-hand:
People get to know each other better in the process of working
together. Watch this film and consider Dorothy’s role in leading and
supervising her group.B
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The Federal Judicial Center offers:

Structured On-the-job Training
This highly interactive three-day workshop provides court personnel
with the requisite skills for training employees. It covers such topics
as conducting task analysis, constructing job aids, and delivering
training in the workplace.

Unit 5: Leadership

Basic Principles, Giving
Constructive Feedback, Dealing
with Emotional Behavior,
Recognizing Positive Results,
Clarifying Team Roles and
Responsibilities, Building a
Collaborative Relationship with
Your Peers
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Communicating means ensuring a consistent, timely flow
of high-quality information within the court and to court
constituencies; conveying information clearly in writing
and in oral presentations; encouraging open expression of
ideas and opinions.

You have an expanding number of communication
channels available, including memos, faxes, voice mail,
and electronic mail. Yet you may not get messages across
the way you want or collect the information you need
from others.

Every aspect of your court’s work depends on effective
communication. You are a conduit, and you create
conduits for the flow of information. When supervising,
you need to use a variety of strategies to convey
information to managers, co-workers, and staff. Try the
following eight suggestions:
1. Promote two-way communication

When you communicate with people—whether it’s face-to-face,
on paper, or via electronic messages—be a model of the effective
communication you want from others.
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In face-to-face conversations, try to listen actively and hear the
other person’s point of view. Give the other party the benefit of
the doubt and assume that his or her message is important.
When talking with the person, at first remain silent. Pay
attention, but resist the temptation to make comments right
away. This allows people to say everything they need to get
across to you while allowing you to listen and focus only on the
message they are sending.

Show concern in understanding what others have to say. Use
phrases like, “Let’s see if I understand the situation: What you
said was . . .” and paraphrase what people have told you.
Another way to make communication two-way is to use the
speaker’s own words. If an employee describes a computer
problem as a “BANCAP malfunction,” use those same words. Do
not challenge his or her description. There will be time later to
ask questions. Don’t jump in too quickly with your view, or
employees will get a different message—that you disagree with
their interpretations.

In your written messages, use clear, simple language. Use the
active voice. Avoid jargon. Don’t sound like a government
document.

C
o

m
m

un
ic

at
in

g

More
Tips



Main
Menu

52

2. Foster dialogue
Open-ended questions are ones that cannot be answered with a
simple “yes” or “no.” The point is to explore. Try saying, “Give
me a little more background,” or, “Can you help me understand
your reasoning?” Say, for example, “I understand the need for a
wide area network, but could you say more about the impact it
has on the divisional courts?”

Use more open-ended questions in your conversations and
encourage your co-workers to do the same. When you think you
or others may be rushing to action without understanding one
another, try saying, “Let’s be sure we hear what each of us is
saying. Can you back up and go over that again for me?”

3. Report status
Give people around you frequent updates on your work. This
includes not only your superiors but also your co-workers and
staff. To find out how often you should provide that update, first
try a biweekly report. Adjust the frequency of the report based
on how the people who receive the update respond.

Your report, whether oral or written (see Job Aid: Status Report),
should let people know how work is moving along, what issues
have surfaced, and other topics of interest. Remember that your
work will affect the work of your manager, co-workers, and staff.
Let them see your perspective on operations so that they can
better coordinate their work with yours.
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Always close with an offer for further comment. Don’t assume
that everyone knows exactly what you are talking about. At the
end of your report, say, “Please see me if you have any
questions,” or write, “Feel free to give me a call to discuss this
further.”

4. Reflect feeling
Use words that demonstrate to the speaker that you are sensitive
to the emotional quality of the situation. For example, if you’ve
been told of a run-in with an argumentative attorney, say, “It’s
aggravating when someone treats you like that,” or, “That would
make me angry.”

In the courts, it may seem like dwelling on feelings takes too
much time. The idea is to give attention to feelings so that
people can move forward. Take the time to pay close attention
to emotions. You are likely to see a payoff in morale. (See
Motivating Others.) If the emotions are too much for you to
address, consider seeking support—for yourself, as well as the
employee. (See Managing Stress.)
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5. Choose the most effective method
No single method will do. To start, make sure you know all the
methods you and your group can use. Here are some methods:

• handwritten comments on
drafts

• face-to-face meetings

• formal reports

• highlighted comments

• group decision-making
software

• faxes

• group meetings

• voice mail messages

• adhesive note tags

• formal letters

6. Provide balance in your communication methods
You may find yourself relying on just a few methods because
they work best for you. That’s a signal to try something new. Any
method, if you or your co-workers rely on it to the exclusion of
others, will eventually limit communication. That is one reason
why Apple Computer, Inc., enacted a policy banning electronic
mail and requiring people to talk to one another face-to-face.

C
o

m
m

un
ic

at
in

g

More
Tips



Main
Menu

55

7. Check clarity of message with someone else
People often write down thoughts without testing them for
comprehension. What makes sense to you often will not make
sense to others. The solution is to ask someone to read
something before you send it.

In one probation office, management switched from having
supervisors review presentence reports to having officers review
each other’s work. Officers wound up writing more carefully
when they knew that their colleagues and friends would be
examining their work. Everyone’s writing improved as a result.

8. Summarize
Much communication in the office is spread out in bits and
pieces. You can help people connect those pieces and focus on
the result. First, review all that has been said. Scan the papers or
messages that have been sent. Then let people know any
agreements or decisions that have been made. Make sure to note
feelings as well as the facts covered along the way.

At times when no decision has been reached, let people know
where you are in the decision-making process. Write, “Here is an
update on our ongoing discussion about (the subject).”
Highlight issues by saying, “At this point, the major concerns
identified are . . .” Then list them, staying faithful to the
perspective of the people who expressed those concerns.
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Don’t cry wolf
When you repeat the same message too many times, people

start to tune you out. Remember the fable about the little
boy who cried “wolf” in jest so many times that people
didn’t believe him when he really encountered a wolf. You
may be communicating important and truthful messages,
but repetition will discourage people from taking you
seriously because they’ve “heard” it all before. So be
strategic. Make your point in different ways. And save your

most urgent appeals for when you truly need people’s attention.
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One former chief U.S. probation officer, who has trained
court supervisors and managers across the United States,
has this to say about communicating:

I believe it was Dr. Tom Peters, in his book In Search of Excellence,
who coined the phrase MBWA, or “management by walking
around.” I first learned this idea as a social worker at a prison
early in my career, although I didn’t have a catchy name for it.

No manager can manage from his or her desk. You must walk
around and become familiar with the territory your staff must
cover. In my case, I have made it a practice to visit the branch
offices and, where possible, to ride with officers on their field
visits. I have enjoyed this part of the job more than any of the
other tasks. The problem has been that there were never enough
opportunities to do MBWA. If I could set the clock back, I would
schedule no less than one day a week for MBWA.

As the old Indian saying goes, “Do not criticize another until you
have walked a mile in his moccasins.” How can we, as managers,
know what our staff faces unless we MBWA? Oh yes, we can say,
“I remember when I did that job.” But jobs and environments
change daily. Rather than bring staff to my office to answer their
requests, I visited their offices and talked to them where they
were. This really helped me to understand their problems and
requests.

Take time to manage by walking around. Your staff deserves it.
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Stephan Harris
Chief Deputy Clerk, U.S. District Court (Wyoming):I think this is the only way to really supervise; however,you shouldn't make your staff feel like they are being watched. That may cause any trust you've gained to go out of the window.When you walk around, you have to do more than just walk around. It’s sort of like when you walk into a room and it gets quiet. You know that there is an uncomfortableness there. If you don’t say something, people will assume that you’re just snooping. We’re not dealing with children. So show interest. Be available.
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For further Information . . .

To get started, use the following job aid:

Status Report
This is a sample report designed for you to use to keep your
manager and staff informed of project status. You might also ask
your staff to complete this form and submit it to you. Click on the
Job Aid arrow.

Your court librarian can help you obtain:

Good Communication That Blocks Learning
Chris Argyris
Harv. Bus. Rev. (July—August 1994), 77—85.
Argyris argues for candor in office communications. He warns that
managers often undermine the motivation of employees through
communication that glosses over genuine fears and concerns.

The Federal Judicial Center lends:

Successful Communication Skills
Catalog No. 2215-A/89
This six-audiotape program takes listeners through the content
covered in the Pryor Seminars on supervising. This material may be
of interest to staff in general, as well as the court management
team.
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The Federal Judicial Center lends:

Expressing Yourself: The Art of Being Heard
Catalog No. 2449-V/90
The way we express ourselves can mean the difference between
being ignored or misunderstood and having others really hear us.
This 16-minute videotape helps participants plan messages,
understand differences between listeners, use the power of the
positive, and employ effective communication skills for presenting
their viewpoint.

The Federal Judicial Center offers:
Writing Skills Workshops
Learn how to write faster, spend less time revising, and work
through the editing and review process with less stress. This series of
workshops provides information and practice for strengthening the
writing skills of staff who draft letters, reports, and other documents.

Foundations of Management

Chapter

FrontLine Leadership Unit

Unit 3: Communications

Giving Constructive Feedback,
Getting Good Information from
Others, Getting Your Ideas Across
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Fostering Communication Through Meetings

People in court management spend a lot of time in
meetings—meetings that they convene as well as attend.
Consequently, people want to see that these meetings
accomplish something.

When run effectively, meetings can energize a court.
Meeting leaders can let participants know ahead of time
what will be up for discussion. Leaders can encourage
preparation that will ensure good use of people’s time. At
the meeting, these leaders can facilitate communication
and learning by taking the following eight steps:
1. Have a purpose, or don’t meet

Too often, people gather with little forethought. Managers hold
meetings out of habit or a perceived need. If there is no reason
to meet, don’t bother. Here are possible reasons to meet:

• to clarify responsibility;

• to provide mutual assistance;

• to identify and solve problems; and

• to coordinate activity.

Whatever the purpose for the meeting, write it down and
circulate it in advance.
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Steve Brighton
Supervising U.S. Probation Officer (New York Eastern):Everyone works so independently, especially in a presentence unit. So I didn’t want to overburden staff with another demand; namely, a regular meeting.Then I began to see that precisely because people are working so independently, they are facing things on their own. It became clear to me that just to get people together on a biweekly basis to monitor how everyone is doing is valuable. This reminds people that there are other individuals in the unit who have contacts that they don’t. Or perhaps there is some person who has found a way to expedite a process. And it gives all staff the sense that they are not on their own.
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2. Prepare for a focused meeting
Use an agenda (see Job Aid: Agenda) to define the purpose and
desired outcomes of the meeting. A purpose could be “To plan a
self-assessment of the Enhanced Supervision program.” An
outcome could be “Finalizing draft calendar showing coverage
during the circuit judges’ conference.” Inform those attending
the meeting of the agenda before the meeting takes place. Make
specific assignments on the agenda so that people know what
you want them to do at the meeting.

At the start of the meeting, briefly review the agenda. Develop or
review ground rules. Present background information that will
help the group focus on the subject at hand.

3. Encourage different points of view
Let people know you want them to participate. Say, “I want to
hear ideas and opinions.” Hold back your personal views—as
hard as that might be to do. Actively seek out different points of
view and protect new ideas. If no one offers anything, ask
someone to play devil’s advocate and come up with another
view. Use the nominal group technique and other methods that
ensure participation by everyone present. (See Communicating.)

When there is a lot of interest in a topic, break your group into
smaller groups so that everyone can speak to the issue. Then ask
someone to summarize the group’s consensus. This will give
more people a chance to have their say.
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Geraldine Crockett
Clerk of Court, U.S. Bankruptcy Court (North Carolina Western):Our group got together and decided to take a certain route on a project. About a week later, I was having some misgivings about it. I came to work and said, “You know, I just don’t think I want to go that route.”  One person said that she was really glad because she did not feel good about the earlier decision either.I asked her, “Well, why didn’t you tell me?” And she said, “I wanted to make you feel good.” And I thought, “Whoa, I need to always remember that although we need to work together, we don’t want to make a bad decision because people are not voicing their true opinions.” It is a real challenge to get all ideas out on the table. But when we are running meetings, it is essential to hear all perspectives on an issue before we reach decisions.
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4. Handle disruptions
Start by reinforcing helpful behavior (remembering to use
nonverbal cues like a nod or smile). When a staff member
dominates the discussion or is too negative, put the ground rules
to use by reminding everyone to follow them. Say, “Can I hear
from someone who has not spoken yet?”

Equally disruptive is the staff member who leaves during the
middle of the meeting because he or she needs to return to
other work. You may not be able to confront the situation when
it happens. Talk with this individual as soon as possible and
describe the impact of his or her behavior. For example, say,
“When you left I found it hard to keep people focused on the
discussion.” Or say, “You are an important part of our meeting.
What needs to change to get your full participation?”

5. Keep your group focused and maintain momentum
Ask questions or make a statement to regain focus. Refer to the
agenda to stay on track. For example, say, “We have spent five
minutes on Item 1. Are there any other ideas before we move on
to the next item?”
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6. Summarize what you accomplished
Ask a meeting participant to review or recap what was decided
regarding each item on the agenda. You might also do this
yourself.

Reviewing the meeting gives those involved a clear
understanding of what was covered and what agreements were
reached. This also allows everyone to feel that something was
achieved and the time was well spent.

7. Plan next steps
Don’t adjourn before you make sure that there is a follow-up.
Make sure people take part in planning action and assuming
responsibility for some of the work you’ve identified. Set dates.
Assign someone to follow up on progress made before the next
meeting. That way, when people get together again, there is
greater chance that progress will have been made.

8. Publish the minutes
Someone once said that the minutes of a meeting should be
published within minutes after the meeting adjourns. Record
only the decisions made. Do not rehash who said what.

Make sure that all tasks have staff members assigned for follow-
up and anticipated completion dates. In this way, your minutes
become a plan of action.
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Cynthia Gutierrez
Deputy in Charge, U.S. Bankruptcy Court (Texas Western):In our operation team meetings, we commonly assign someone the task of finishing up what we have discussed. Procedures is a good example. In the past, we would discuss updating a procedure and forward the request to the training department. A trainer—someone who was not at our meeting—would be assigned, and that person would update or develop the procedure. What usually happened was that it would take several rewrites until we got it right. That was frustrating for the supervisors and the trainers.Now we assign someone during the meeting to take ownership of the revisions and ensure that they get made. Usually it’s the person who put the item on the agenda, or someone will volunteer.
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For further Information . . .

To get started, use the following job aid:

Meeting Agenda
This blank form will help you set up a focused meeting and make
better use of everyone’s time. Notes on how to use the form are
shown on your computer screen but are not visible when you print
out the actual form. Click on the Job Aid arrow.

The Federal Judicial Center lends:

More Bloody Meetings
Catalog No. 2444-V/84
Winner of many national and international awards, this 27-minute
videotape, featuring John Cleese, shows the three laws of meetings:
unite the group, focus the group, and mobilize the group.
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The Federal Judicial Center offers:

Team Dynamics and Team Meetings
These two programs can be conducted independently or in
conjunction with the Center’s Total Quality Service program. Team
Dynamics teaches skills that team members need to accomplish
goals, foster harmonious relationships, and encourage participation
of others. Team Meetings teaches how to plan, conduct, and
evaluate team meetings.

Think Before You Send: Responsible E-mailing
Video-based program, adapted for court employees, explores the
implications, ethics, and accepted uses of e-mail. Covers appropriate
topics for e-mail, privacy issues, and common mistakes. Can be
taught by any court employee with training experience. (Ideal for
presentation at a staff meeting.)

FrontLine Leadership Unit

C
o

m
m

un
ic

at
in

g

Next
Skill

    How
to Request

Conducting Informational
Exchange Meetings



Main
Menu

66

Valuing Diversity means recognizing the mix of similarities
and differences among staff and court users; building
respect for differences; drawing on the unique skills and
background of each employee to build effective teams and
enhance productivity.

In 2000, court employees and users will be more
heterogeneous by race, ethnicity, gender, age, physical
ability, religion, language, parental and marital status, and
educational background.

As court staff become more diverse, their unique talents
can be tapped to serve increasingly diverse users.
Supervising this changing work force presents both
challenges and opportunities. Here are seven suggestions:
1. Acknowledge that differences exist

All employees have similar needs for recognition, dignity, and
survival, but these needs may be satisfied differently. For
example, individuals’ sense of respect and space may vary
depending on culture, age, gender, geographic location, and
other factors. In fact, there are so many factors that go into
individual preferences that you should stay away from
generalizations.
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Ask people what name they prefer to be called. Don’t assume
everyone likes nicknames. Be careful in using first names,
especially with older workers. Guard against being overly familiar
with employees. Not everyone is as formal or informal as you
might be. Start by learning about your own assumptions. (See
Exercise: Inventory of Values.)

2. Don’t assume others know what you really mean
For example, courts in which staff members have different
cultural backgrounds (i.e., where they grew up, family structure)
invariably run into problems about what it means to be
“punctual.” When you notice people operating on different
understandings of time, or any variable that affects your court
unit, it’s time for you to talk to them. Share what you observed,
not what you may guess underlies the behavior. Say, “I notice
that people are starting work at different times. Can we come up
with a system that works for everyone?”

3. Find common ground
Talk about similarities—those values, goals, and ideals that bring
individuals together as a unit and as people. Ask your staff, “How
do you view the situation?” Then point out areas where you all
seem to agree. You might summarize a discussion with a
statement like, “So for all the different concerns we have voiced,
the points we seem to agree on are . . .”
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4. Look beneath the surface
View people as you would an iceberg. The tip of the iceberg is
barely visible above water. Only when you look below the surface
can you really see the depth and magnitude of the iceberg.

Ask yourself whether you would react the same way if this person
were someone else in your group. If not, there is a good chance
that you are getting stuck on personal characteristics and losing
your focus on the underlying issue or the concern being raised.

Many courts have conducted training programs like FrontLine
Leadership (see Supervising, in General). These programs provide
an approach to work built on what are called “basic principles.”
The first principle addresses the challenge of overcoming
outward appearances: Focus on the situation, issue, or behavior,
not on the person.

5. Discover what motivates employees
People are different. (See Motivating Others.) Get to know all of
your employees and find out what motivates them. When
possible, take that into consideration in assigning jobs. Find out
how employees prefer to be rewarded and recognized, then add
appropriate incentives into the rewards and recognition system.
Provide employees with coaching and mentoring that will vary in
form and content at different stages of their careers.
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Terry Deinlein
Chief Deputy Clerk, U.S. District Court (Ohio Southern):You can use people’s personal abilities to support the work of the court. When I was the court administrator in Baltimore, Maryland, I had an interpreter problem. In essence, I had difficulty in hiring interpreters in many of my cases. I had an idea: I sent a memo to all my employees asking if any of them could translate any language fluently. Out of approximately 300 employees, over 25% had excellent skills in interpreting and said they would gladly perform these duties, gratis, if asked by the court to do so. Approximately 75 employees were fluent in about 15 languages.The next time one of my judges or masters needed an interpreter at the last minute, he or she would ask the attorneys to stipulate to an employee so skilled, and he or she would consult the provided list and make the in-house call. The individual was usually in the courtroom within 5-10 minutes.
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In one district court, staff were very focused on family. Managers
took several steps to respond to that family orientation. For
example, on the day the school district encouraged school
children to visit their parents’ workplaces, the managers invited
staff with children to bring them to the court.

6. Build teams
Diversity works best in teams in which members build on and
respect others’ ideas. Have employees state their ideas and, for
each idea, have them develop a plan of how it could work. Have
them solve problems that require them to rely on each other’s
expertise. (See Fostering Teamwork.)

7. Take a break
If there seems to be conflict or tension among your staff, and if
they are not willing to talk about it, have everyone write a couple
of sentences as to why your group is not working well. Call a
break in work or in the meeting. Read the comments and decide
what to do.

If people do not want to talk in a large group, break them up
into smaller groups before they discuss something as a large
group. When you call the small groups back together, have each
one choose a representative to speak.
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For further information . . .

Try this exercise:

Inventory of Values
Use this exercise to learn about the assumptions you make in dealing
with people. Also consider inviting your staff or co-workers to do the
exercise. The instructions include some general information on
values. To use this exercise, click on the Exercise arrow.

Your local bookstore can order:

Beyond Race and Gender: Unleashing the Power of Your
Total Workforce by Managing Diversity
AMACOM (1992)
R. Roosevelt Thomas emphasizes the limits of traditional approaches
to dealing with diversity issues. He stresses the importance of an
organization’s assessing and modifying its cultural roots with a
“culture audit.” Case studies and a culture audit are provided.

Managing Work Force 2000: Gaining the Diversity
Advantage
Jossey-Bass (1991)
David Jamieson and Julie O’Mara outline a management model
based on greater responsiveness to diverse individual needs and
talents.
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The Federal Judicial Center lends:

A Winning Balance
Catalog No. 2615-V/93
This 34-minute videotape introduces workforce 2000 and promotes
the importance of appreciating and understanding differences in the
workplace. Interactive exercises illustrate a range of workplace
behaviors and encourage discussion. This is a useful and instructive
videotape for all employees.

The Federal Judicial Center offers:

Diversity in the Courts: A Guide for Assessment and
Training
Federal Judicial Center (1995)
This resource guide is designed to help courts develop diversity
training programs for general staff, supervisors, and managers. The
guide provides suggestions on managing a diverse workforce,
enhancing productivity, and fostering employees’ understanding of
one another. It includes instructions on how to assess the need for
diversity training, develop a curriculum, locate and work with
consultants, and build support for the program. An annotated list of
readings and training videotapes is also provided.

Unit 8: Supervising a Diverse
Workforce
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Managing Stress means developing strategies that help
staff maintain productivity and efficiency during stressful
situations; creating a desirable and supportive work
environment; providing a balanced perspective on work.

Overwork just does not work anymore. People cannot
sustain too high a pace and still remain healthy and
productive. In courts in which pressure is high, staff may
feel burnt out.

In supervising others you are in a position to affect—
positively or negatively—the stress levels of your staff.
There is hope. You can manage stress and provide a model
for those around you. Try the following seven steps:
1. Plan ahead

Surprises are most likely to trigger physical stress responses—
what doctors call the “fight or flight” response. Try to reduce
surprises by looking down the road.

Anticipate problems. As a particularly busy season approaches,
call your staff together and ask them to recall what happened
last time. Say to them, “Let’s realize that we cannot control the
volume of case filings, but we can do better for ourselves and
each other if we plan on how to deal with it.”

More
Tips
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Get people to talk about what happened last time and how they
would want to do it differently this time. Use these experiences
to come up with a flexible approach for the future. (See Staying
Flexible.)

2. Inform upper management of current stress levels
Know and observe physical signs of stress displayed by your
employees: procrastination, inability to say no, lack of stamina
and sensitivity, difficulty listening, and lack of rewards. Help your
superiors and top management understand the current stressors
affecting your staff. You have the best perspective on what is
affecting performance. You will also have a sense of whether
conditions are improving.

When you meet with other managers to discuss office
operations, bring up working conditions. Pose questions like,
“Are others noticing any changes in stress in our office?” and,
“Do we see any changes in the coming months that might
increase stress on our staff?” Remember and remind colleagues
that a major decrease in cases can be as much a contributor to
stress as a major increase. It’s the change that is stressful.

More
Tips
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Jacqueline M. Peoples
Supervising U.S. Pretrial Services Officer (California Northern):Address stress before it becomes a major problem among staff.Generally speaking, the thing that stresses out my staff most is not having enough people on board to do the job. I try to let upper management know how stressful work is getting for our people.One of the things that work for me is finding opportunities to raise concerns with our chief. For example, when our chief held a district meeting and informed us of the status of the budget, that opened the door to asking him for assistance. We were able to secure some additional interns—not full-time employees, but certainly a help with routine office tasks.I hold regular staff meetings to keep our team informed. I talk about our situation rather than attempt to hide it or not address it. Our staff has let me know that having those meetings and just being able to voice feelings and concerns really helps.Continuously talk to your staff. Let them see that you understand their concerns. Ask them to be patient. It’s important to let your staff know that you listened so that they can put their frustration on hold and get back to the work of the office.
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3. Inform your staff
Be sure that you share valid information with your staff as soon
as possible. Watch for and eliminate rumors. Even if you don’t
know all the facts and effects of a proposed change, your open
stand will reduce stress rather than allow rumors to build. When
you are silent, people will tend to imagine the worst. It’s better
to say, “I don’t have an answer to that, but I can check it out and
get back to you,” or, “I’m not sure, although I know they are
discussing that upstairs,” than to have your staff think that you
know something but are not telling them.

4. Initiate some overall improvements
Don’t wait to react to a crisis. Take steps to improve working
conditions before a crisis occurs. Come up with some creative
solutions. Here are some you might try:

• Organize staff support groups of working parents as a tool
for helping court employees juggle the stresses of raising
families while working.

• Provide staff with a sign that they can display outside their
work area to signal that they would like to avoid
interruptions. Such a system allows employees to maintain
some control over the stress of work and interruptions.

• Invite your management team or staff to spend a few
minutes assessing their stress levels and coping mechanisms
(see Exercise: Stress Equation).

More
Tips
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Kerry Martinez
Divisional Manager, U.S. District Court (Kansas):We maintain an "open door" policy between staff and managers, so that people feel they always have someone to talk to, regardless of the problem. We encourage staff to communicate openly when they have a stressful workload. Our goal is to ensure that no one feels stretched to the limits. Each member of the team lends as much help as possible.We also use interns and senior volunteers when we have additional projects or staffing is low. The extra assistance these people provide enables staff to maintain their workload without becoming overwhelmed.
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5. Prepare for emergencies
At home, you probably have important numbers posted in case
an emergency arises. Do the same at work. Have the phone
number for your Employee Assistance Program (EAP) somewhere
that is easy to find. Better yet, meet with your EAP counselor and
learn about the services that the EAP provides and how to take
advantage of them.

Provide a hotline for employees to raise questions regarding their
work. Use the expertise of your staff members to answer hotline
questions. This set-up is common for work on the computer, but
you need this also for regular operations. Ensure that a person
seeking an answer gets the best answer when he or she needs it.

6. Exercise and encourage your staff to exercise
If you have exercise facilities in the building or close to your
office, make a point to use them and suggest that your staff do
the same. Instead of going out to lunch with your staff, set up a
lunch-hour walk.

Use less electronic mail; instead, go to see people in person. Take
the stairs instead of an elevator.

More
Tips
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7. Take time for yourself
Once a week, take time out—literally. Take off your watch, hide
every clock, and pace yourself by your own natural rhythms.
Replenish your personal energy through your own thoughts and
actions. For example, try closing your door or going to an
isolated place and doing stretching exercises. Take some of this
time to think about the future and focus on your goals. (See
Balancing Priorities.)

Lend an ear
One chief deputy points out that, under present conditions in

the judiciary, court staffs are more and more likely to be
affected by major life crises. If you spend an hour listening
to an employee in your office, you’ll get six hours more
work than if he or she had called in sick. Let staff know that
you are available, and make time to hear their personal
concerns so that they can get back to work. (See
Communicating.)
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For further information . . .

Try this exercise:

Stress Equation
You can use this exercise to measure your own stress levels. Also
consider inviting your staff or co-workers to do the exercise. The
instructions include some general information on stress. To use this
exercise, click on the Exercise arrow.

Your local bookstore should have:

Coping with Difficult People
Dell (1988)
When you supervise, you face added stress from your work
relationships. Author Robert M. Bramson distinguishes between
different types of difficult people and suggests strategies for coping
with each. He suggests that you identify the kinds of difficult
behavior that most frustrate you and recommends disengaging to
handle those situations effectively.

Exercise
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The Federal Judicial Center lends:

Stress Management: A Positive Strategy
Catalog No. 1822-V/90
This program outlines strategies for coping effectively with stress:
becoming aware of sources of stress; responding to stress;
managing feelings and reactions; practicing relaxation techniques;
using problem-solving and communication skills; balancing work,
health, and personal life. Two videotapes include five lessons with an
accompanying workbook.

The Federal Judicial Center offers:

Achieving Balance
This modular, commercially produced program has been tailored for
use by court personnel. The objective of the program is to help
court staff balance their focus and energy between home and the
workplace. The program includes modules on managing stress,
planning and organizing activities, enhancing interpersonal
communications, and building support systems.

Dealing with Emotional BehaviorFrontLine Leadership Unit Next
Skill
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Motivating Others means encouraging and enabling
others to achieve; fostering enthusiasm, a feeling of
investment, and a desire to excel.

Downsizing and higher caseloads in the courts have
affected staff morale. Especially for those who joined the
federal courts during a period of growth, there is a sense
that an informal contract has been broken. The court
family is no longer safe from external pressures.

Those who supervise have a responsibility to build and
maintain morale. It’s necessary to find out from staff
members what motivates each of them. Supervisors can
help people manage their jobs in difficult times. Take the
following seven actions:
1. Get to know your staff

Take time to learn what helps each individual do his or her best
work. Ask, “What most excites you about the work you do or
could do here?” Spend time with each staff member on neutral
ground (i.e., outside your office; for example, in a conference
room) finding out what motivates that person. Invite each
person for a walk outside the building instead of a coffee break.
(See Building Relationships.)
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Jose Montanez
Supervising U.S. Pretrial Services Officer (Florida Middle):Sometimes staff members have great ideas that they are too shy to express. It is the responsibility of the supervisor to draw those ideas out. Get to know your staff so that they feel comfortable talking to you.
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2. Inspire: Use motivational quotes to begin a meeting
A supervisor in a probation office asked, “If Proctor and Gamble
can find meaning in detergents, and McDonald’s can rejoice over
low-cholesterol french fries, how much persuasion is necessary
for the pretrial services officer to celebrate the Constitution?”
Post a motivational quote when you gather staff together and
ask for reactions: Can your staff link this idea to their work in the
court?

Purchase a series of motivational posters and place them in
strategic locations in the office. Change them monthly.
Encourage staff members to develop a motto, theme,
organizational patch, or banner to represent their team.

3. Give credit where credit is due
You may not be able to provide money, but for many folks,
recognition—in a public setting or in a personal note—often
means more. Here are some occasions for praise:

• completing a new and
difficult job

• ably handling someone
from outside the court

• working overtime

• redesigning an old form

• restoring equipment to
working order

• getting favorable mention
in a local newspaper

• giving another employee a
hand

More
Tips
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Phyllis Nelson
Chief U.S. Probation Officer (Illinois Southern):Praise is key to what we as managers do. Recognizing even small efforts can pay substantial dividends, engendering positive attitudes and motivating employees to rise above expectations.Genuine praise, publicly expressed, lets staff know that good work will be noticed and rewarded.



Main
Menu

81

Share these achievements with other staff members. Sometimes
it is appropriate to praise privately, but for most situations, public
recognition is more effective. Make praise a habit, but use it only
when it is deserved.

4. Provide perspective
People want to know how their work contributes to that of
others. They want to see how they fit into the operation. When
people better understand the importance of their individual
contribution to the overall organization, there is less room for
passivity, boredom, and apathy. The Federal Judicial Center’s
programs for clerks, described on the resources page, are an
excellent way to let everyone in your office see the big picture.

One probation office required the probation officers to cover the
telephones for one day while the secretaries received training.
The office was never the same again, as empathy replaced
criticism.

5. Listen to staff complaints
People feel their jobs and their positions in the court are more
significant when their complaints are taken seriously. This does
not mean that you can solve—or even need to solve—every
problem presented. (See Making Decisions.)

More
Tips
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Beckie Bates
Education and Training Specialist, U.S. District Court (District of Columbia):Some of the jobs that people do can be pretty dull. Showing people how their work contributes to the judiciary can really help them. As a supervisor or manager, you can make that connection. For example, filing papers can get boring and repetitive. But when you stop and think about it, this is really what the courts are all about, and if papers get filed in the wrong places or the wrong folders, justice is not served. So the key is to communicate to the people who work with you how their part of the task is an integral part of the whole.
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Whenever possible, take action on a complaint. Respond with
empathy so that the person feels understood. For example, if a
staff member objects to the way an attorney addresses him or
her, don’t say, “What’s the big deal?” but rather, “That must be
difficult for you. How can I support you?” If you cannot support
the complaint, say so without an apology. There are some things
you cannot change. Employees will understand this.

6. Encourage initiative
You can often encourage people to take the lead in addressing
situations on their own. One savvy manager has a sign on her
door that reads, “Please come in, but before you do, think about
the problem and be prepared to offer a solution.” Another
supervisor reminds his staff, “If you cannot be a part of the
solution, don’t be a part of the problem.”

7. Solicit advice: Use your staff as sounding boards
Seek counsel from within your staff. First, think about the skills
and unique perspectives that each person can offer so that you
turn to the right person for advice. Then show people that you
value their input by putting some of their ideas to use.

One chief regularly asked staff members to list the changes they
wanted to see made. Then he shared this list with managers at
the next management meeting. The management team listed
the problems in priority order and posted the results as the
problems were resolved.
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One chief deputy in a mid-sized district court offers this
perspective on motivating others:

Whenever an opportunity presents itself for you to deliver good
news, deliver it yourself. For example, if you can personally hand
out the paychecks, do it. When an attorney comments on the
service he or she received from a member of your staff, take the
time to let that employee know that his or her work was noticed
and appreciated. If you are involved in ordering court logo shirts,
mugs, or the like, deliver them when they arrive. If pictures have
been taken at a court event, get them developed and post them
on a bulletin board.

Whenever you can, pass on good news, praise, and rewards.

There is enough bad stuff that happens at work. Supervisors and
managers are often the first to pass on that type of news.
Sometimes we take good aspects of our job for granted. We can
improve the perception of our court as a workplace by paying
attention to the good side and by highlighting it. The first step is
to notice what is positive and let others know about it.
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In addition, we need to treat each other as complete human
beings, not just cogs in the wheel of the judicial process. That
means we need to go even further to notice important events in
people’s lives. We may not go to every happy or sad event, but
we need to tie the business with the personal if we want to get
the most out of our co-workers.

Everyone wants someone to care about them, to listen to them,
to remember things about them. If you listen to and care about
each member of your office, then each person will listen to and
care about you and the office.
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For further information . . .

The Federal Judicial Center lends:

Bringing Out the Best in People
Catalog No. 2482-A/91
Based on the international best-seller by the same title, this set of six
audiotapes outlines the “12 simple guidelines used successfully time
and time again to obtain extraordinary efforts from ordinary human
beings.” The program presents the tools used by such successful
leaders as Lee Iacocca and Mother Teresa to inspire and energize
others.

The Best of Motives: Nobody Ever Asks Us (Part I)
Catalog No. 2700-V/94
This 32-minute video focuses on motivating teams through sharing
information and providing feedback and recognition. It portrays a
group whose only interest is their next paycheck. Instructions and
goals provided by the team leader are regarded as irritating
interruptions. Once the team leader helps team members
understand how their individual jobs fit into the overall context, the
team starts to perform at its potential.
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The Federal Judicial Center offers programs that you can
arrange for your staff:

Deputy Clerks—Making a Difference
This day-and-a-half program can help your staff see how their work
fits into the overall court operation. It is designed to provide deputy
clerks with an appreciation of the people and processes at work in
administering the caseloads in their courts. It features two modules.
The first depicts a hypothetical case as it progresses from initial filing
to case closing. Officials from the court participate in a
dramatization and answer questions from participants. The second
module identifies typical reactions deputy clerks have to changes in
their roles and responsibilities and describes strategies for adapting
to these changes.

Work Environment Survey
A commercially produced program, the Work Environment Survey
measures staff attitudes about working conditions. Survey forms
must be purchased by the court. Center-trained court managers
facilitate discussion of survey results and help managers pinpoint
actions to improve their leadership skills and the working conditions
in their units.
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Foundations of Management

Chapter

FrontLine Leadership Unit

The Federal Judicial Center offers programs that you can
arrange for your staff:

Developing Court Employee Competencies
Gives employees in court operations support positions an
understanding of the knowledge, skills, and attitudes associated
with their positions. Participants explore relevant situations in the
workplace, assess their competence, and create action plans for
self-development.

Your local bookstore should have:

Punished by Rewards: The Trouble with Gold Stars,
Incentive Plans, A’s, Praise, and Other Bribes
Houghton Mifflin (1999)
Author Alfie Kohn cautions against the use of techniques to
“motivate employees,” pointing out that you are more likely to
undermine an individual’s internal interest in work. Kohn derides
rewards as bribes. He instead proposes collaboration (teamwork),
content (meaningfulness), and choice (autonomy) as working
styles that inherently motivate individuals.
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Fostering Teamwork means forming appropriate structures
and teams to meet organizational goals; fostering a work
climate in which collaboration and teamwork can flourish;
managing team differences; rewarding group and team
efforts that advance the court’s mission.

The courts have traditionally rewarded individual
performance. Increasingly, however, superior organizations
are successful because of the collective efforts of their
teams.

People can achieve more by working together than by
working separately, leading to a number of benefits for the
court. Fostering teamwork will ensure success. Here are six
things you can do to foster teamwork:
1. Develop team capacity

Begin by helping team members to know each other better.
Spend time assessing individual team members’ skills. Find out
what unique talent each person can contribute. Encourage team
members to develop their skills and abilities by giving them more
challenging parts of the work. For example, take someone who
has contributed to planning and ask him or her to develop a
timeline for the project. If someone is not using his or her skills to
the full extent, have that person undertake a more difficult task.
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David Sanders
Chief U.S. Probation Officer (Nevada):Fieldwork is critical to good supervision of offenders. Unfortunately, there is negative reinforcement for officers to do fieldwork because of the mountain of paperwork that they come back to. So what we are trying to do is to create work groups in which we assign two officers to one support person. While the officers are in the field, the support person takes on a number of nontraditional duties—all of the things that the officer may have done by himself or herself. As a result, the following day both the support person and the officer can take on new tasks, rather than processing yesterday’s work.This led to a pilot project with officers being assigned portable computers so that they can access files from the field. They can type the chronological entries into the file as the entries occur, do a lot of their own transcription, and fax reports from remote sites. So when officers return to the office, they do not dump a load of work on the rest of the staff.For now, the people involved in this are getting nonmonetary rewards: people are deriving greater satisfaction, and support staff feel more a part of their work product. For those participating in this pilot project, they are enjoying their work and functioning as part of a larger team.
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2. Together clarify team and project goals
What are the desired results of a specific project? Get everyone
involved in sorting them out before you get underway. Help
people see how the team’s work fits in with the general work of
the court. (See Thinking Strategically.)

For example, if you are considering the merger of two branch
offices, the needs of those assigned to the offices are valuable
data for your final plan. Ask them, “What do you want this
merger to achieve?”

3. Decide who does what
Work with your staff to develop a definite understanding of what
is expected of them. Have them identify what they see as their
roles and, wherever possible, incorporate their ideas into yours.
Ask, “Given our objective, what are you prepared to contribute?”
(See Appraising Performance.)

If you wanted to develop a new operations manual for your
office, you would pick the most experienced employee to help
develop the manual. However, you would also want to include
someone who has good organizational skills, even though that
person may not know all of the procedures. The least
experienced employee in your office may also be an asset to the
project because he or she will ask probing and clarifying
questions as the procedures are written down.

More
Tips
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David Sanders
Chief U.S. Probation Officer (Nevada):Fieldwork is critical to good supervision of offenders. Unfortunately, the mountain of paperwork greeting officers when they return from fieldwork creates negative reinforcement. So what we are trying to do is to create work groups in which we assign one support person to two officers. While the officers are in the field, the support person takes on a number of nontraditional duties—all of the things the officers may have done by themselves. As a result, the following day both the support person and the officers can take on new tasks, rather than process the previous day’s work.This led to a pilot project in which officers were assigned portable computers so they could access files from the field. They can now type entries into files as the events occur, do a lot of their own transcription, and fax reports from remote sites. Thus, when officers return to the office, they do not dump a load of work on the rest of the staff.For now, the people involved in this project are getting nonmonetary rewards: They are deriving greater satisfaction, and support staff feel more a part of the work product.
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4. Decide how to make decisions
Have your team members discuss how they will make decisions.
Will they use consensus, where everyone has to truly agree with
major decisions before the group proceeds? Will it be majority
rule, with others expected to support the majority’s position?
Determine what situations require a different procedure for
decisions. Consensus may be all wrong for a technical
application, such as how to store computer data.

Remember, sometimes both methods are necessary. Agree to
differ and resolve the differences by the most appropriate
method based on the task, the resources, and the time available.

5. Use conflict to solve problems
Conflict happens in teams. Seize the opportunity created by
conflict and use it to contribute to team productivity. Remember
that conflict is a natural step in a team’s progress from formation
to high performance.

First, clearly define the problem causing the conflict. Because an
improper definition of the problem will lead you to develop
inappropriate solutions, you probably want to spend more time
on this step than you are inclined to spend. Ask people, “Are we
sure we have spelled out the underlying problem?”

More
Tips
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Cynthia Gutierrez
Deputy in Charge, U.S. Bankruptcy Court (Texas Western):I had a new person transfer into my team. This individual was used to doing one aspect of the job a certain way, so when he moved to my team, he was real strong about trying to change our procedure. He came across as very critical. Since the other four team members had created that procedure, they were critical of his suggestion.I told him, “What you need to do is to sell your idea, because when you go in and say, ‘What you’re doing is wrong and should be changed,’ you’re criticizing something that has been working for four other people. Once we focused on the issue and listed the pros and cons and put it down on paper, it opened people’s eyes. Ultimately, the others did agree that his suggestion would be an improvement. It works great, and everyone agrees with that.
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Write out the problem in one sentence. Then have all of the
team members discuss their interests in having the problem
resolved (see Influencing & Negotiating). Team members can
then brainstorm potential solutions, discuss the pros and cons
involved in each solution, and determine the best course of
action.

6. Always  focus on the goal
Once you have figured out where you are headed, don’t file it.
Restate the project goal in memos that you write, mention it in
correspondence, meetings, and electronic mail. In short, keep
the goal visible. As your work progresses, help your group
maintain a clear and common idea of the end product.

To enhance client supervision, several years ago a couple of chief
probation officers coined the phrase “catch the vision.” They
then set out to change the way clients were supervised in every
district court. Their efforts were successful because they never
lost sight of the goal.

More
Tips
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Forget going directly to the promised land
Groups will naturally go through the stages of forming,

storming, and norming (see Model: Stages of Group
Development) before they can get to the high-performing
stage. Be patient. It’s a process. You have to go through it.
Your job is to help move the group from one stage to the
next.

As the group forms, help members clarify their individual
roles and the overall team goals. Expect conflict as the group

moves into storming and help iron out problems. In the norming
phase, ask, “How are we working together (e.g., making
decisions).” If something needs discussion, bring it up. Part of
your job is to spot the promised land on the horizon and plot the
path to reach it.

Fo
st

er
in

g
 T

ea
m

w
or

k

Resources



Main
Menu

93

For further information . . .

To get started, refer to the model:

Stages of Group Development
This diagram shows the various stages in the development of a
team. For each stage, it describes interpersonal issues, group
behavior, group task, and leadership issues that are important to
consider. Click on the Model arrow to view it now.

Your court librarian can help you obtain:

Building a Learning Organization
Harvard Business Review (July–August 1993), pp. 78–91.
Author David A. Garvin discusses the foundation needed within an
organization to support high performance. He articulates the goal of
becoming a learning organization, suggests guidelines for managing
progress toward that goal, and recommends tools for measuring
progress.
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The Federal Judicial Center lends:

Team Building: An Exercise in Leadership (revised)
Catalog No. 2718-V/93
Based on the book by Robert B. Maddux, this 25-minute video
presents a hands-on approach to team building. Topics covered
include goal setting, planning, controlling, organizing, motivating,
improving communications, building trust, and resolving conflict.

Team Player
Catalog No. 2102-V/92
The viewer learns key elements to a successful team effort. Topics
examined in this 21-minute video include the role of the team
player, team ground rules, problem solving, participation, and
critical team skills.

The Federal Judicial Center offers:

Peer-to-Peer Feedback: A Partnership for Problem Solving
Teaches skills needed for gathering and discussing job-specific
feedback. Offers guidelines for giving supportive and corrective
feedback, and presents a model for one-on-one and team settings.

Clarifying Team Roles and
Responsibilities, Resolving Team
Conflicts

FrontLine Leadership Unit
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Appraising Performance means clarifying work tasks and
responsibilities; accurately assessing the employees’
strengths and areas for improvement; giving timely,
specific performance feedback.

Appraisals may be regularly scheduled events that involve
much paperwork. You may feel like a judge, trying to
assess conduct and correct behavior. What’s worse, the
appraisal may bring to the surface confrontations you’ve
been avoiding.

It doesn’t have to be that way. The key is to manage
performance. Discussions about performance, if done
continually, can motivate and lead to growth. Through
coaching rather than judging, people appraised can learn
a great deal. Take the following seven steps:
1. List what you want done

Make sure that everyone has a job description. Then start by
writing out the specific activities that you would like each person
to do. Type them up or write them out on a memo pad—but get
them on paper. In some offices, this process starts by asking all
employees to write down their current activities from their
perspectives.
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Ask employees to review their job descriptions to be sure that
they include all pertinent tasks. Make sure the written
descriptions are accurate and complete.

2. Identify behavior that works
Take the list of activities and divide it into three categories: those
activities you want the person to keep doing, those you want the
person to stop doing, and those you want the person to start
doing. If you use the employee’s list, you may need to add items.

Make your list objective; don’t confront, but don’t avoid. For
example, write,

• “Consult me before changing the filing system” instead of
“Don’t mess up the files;” and

• “Continue to meet deadlines, hold weekly meetings, and
submit accurate reports” instead of “Keep up the good
work.”

Use examples to ensure that what you mean will not be left open
to interpretation. State your objectives in performance terms that
can be measured.

More
Tips
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Reuben Amaro
Court Training Specialist, U.S. District Court (Texas Western):An effective manager needs to constantly provide feedback to employees about how they are doing, reinforcing positive work habits and addressing anything that needs to be modified. If you clearly state expectations up front with new employees, they are more likely to perform at acceptable levels. If for some reason an employee then does not perform at the desired level, you can jointly review those agreed-on expectations and the employee’s decision-making process.If you have continuous dialogue, employees will view feedback as helping their development rather than criticizing their performance
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3. Explain the reasons for your requests
Discuss with the employee why each of the requests you’ve
written down is important. For example, how will each of your
requests make presentence investigations or docketing more
efficient? Do not imply that the request is your final word on the
matter. Ask the person you are appraising to look at your list and
edit your requests where necessary.

4. Find out how you can support the employee
Now that you have examined the employee’s performance,
discuss how you can help him or her do what you’re asking. The
employee may want you to set aside more time to review his or
her work or provide additional updates on Administrative Office
policy. Use this conversation to learn how to better do your job.
(See Knowing Yourself.)

This step requires you to listen and not monopolize the
conversation. Make sure that you understand this person’s
individual needs. You may want to work together to assign a
percentage of time to each duty and balance the work to be
accomplished.

More
Tips
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5. Put the performance agreement in writing
What you have talked through can serve as the basis for an
agreement—what you and the employee expect from each
other. Revise it so that it will become something that you can
both follow. Also, schedule regular review dates during the
following year. This will pave the way for next year’s performance
appraisal.

6. Focus on success: doing things right and doing right
things
Throughout the following year, focus on things that are working.
Put as much energy into noticing positive behavior as you may
to spotting mistakes. Manage by walking around, not to look
over people’s shoulders, but to show interest. Tell individuals and
teams when they do good work. (See Communicating, which
describes the technique of managing by walking around.)

Establish a short “instant-report form” to record both positive
and negative behavior. Keep it simple, but make it reflect what
has been accomplished. For example, if a deputy clerk you
supervise takes initiative to save the court money on a purchase,
record this. Give the employee a copy of your report. More

Tips
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Stephan Harris
Chief Deputy Clerk, U.S. District Court (Wyoming):I can’t overemphasize how important it is to write the agreement down. It causes a commitment to be made by both parties. The employee will work harder if he or she knows the supervisor is working just as hard to accomplish a common goal.So take the time. When you have worked out an agreement, put it down on paper and make sure that each of you gets a copy.

Gary Wente
Deputy Circuit Executive, U.S. Court of Appeals (10th Circuit):I especially like the “catch success” approach. Positive feedback is the basis of building relationships, and we often forget that we work for more than money—we like a simple “You’ve done a great job!” once in a while. As managers, we often tend to focus on the underperforming and the overachieving employees, and the vast majority who fall into the “average” category get ignored. With proper motivation and training, many of these “average” performers can be excellent employees.
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7. Revisit the agreement during the appraisal
Using this approach, the scheduled appraisal can be much more
relaxed than what you typically expect. Begin by having
individuals appraise themselves. (See Job Aid: Self Appraisal.)
Discuss problem-solving strategies, modifications to the contract,
and future goals and objectives. Conclude on a positive note.

By putting time and energy into an agreement at the beginning
of the year and by reviewing work as it occurs, you will defuse
negative energy on both sides when it is time for the appraisal
meeting.

Don’t prepare for an inquisition
Don’t save up negative comments for the appraisal meeting and

go in with a large list. If you missed the opportunity to say
something soon after a problem occurred, wait until it
happens again. Write out what you will say so that you will
be prepared to talk about specific, observable conduct.
Remember that emphasizing what works often achieves
more results than highlighting what’s wrong.
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A senior court executive in a U.S. district court has this to
say about managing performance:

Outside of work I was speaking with a coach about how we were
going to divide up the responsibilities for this year’s team. She
asked me to handle all of the motivational aspects of running the
team. Her reason was basically that she has difficulty
concentrating on that area because she thinks that motivation
comes from within each player, and she doesn’t believe that
coaches can provide motivation.

I am troubled that she does not see how a coach’s behavior can
affect players’ motivation. This idea is particularly important at
work because many managers are frustrated by what they view
as a lack of motivation in their staffs.

I believe that everyone begins life with a fundamental desire to
receive positive feedback from the people who shape their lives.
Children quickly learn what behaviors result in approval from
their parents. They also quickly learn what behaviors will result in
punishment and what behaviors will cause their parents to
ignore them. Each person’s behavior patterns are affected, at
least to some degree, by the responses they receive to that
behavior.
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The challenge you face in supervising is to reevaluate those
behaviors of your staff that you find frustrating. Analyze the
behavior from their point of view. If people seem to avoid
answering the telephone, could that be caused by the fact that
your performance appraisal system only counts the number of
docket entries being made? While you may argue that people
ought to answer the phone anyway, why should they, if you
aren’t going to give them credit for it in the appraisal?

If your best workers are starting to give you trouble, could it be
that you are always going to them with extra work when a crisis
happens? If you find that backlogs are continuing to grow, could
it be that you are assigning overflow work to the people who are
the most current, creating an incentive to be behind?

Above all else, take interest in your staff’s performance.
Acknowledge it. Reward good performance. Make conversations
about performance part of your everyday interaction with those
who work for and with you.

A
p

p
ra

is
in

g
 P

er
fo

rm
an

ce

Resources



Main
Menu

102

For further information . . .

To get started, refer to the model:

What is a Performance System?
This diagram shows the various stages in a performance system and
how those stages relate to one another. Click on the arrow to view it.

Try the following job aid:

Self-appraisal
Provide this one-page questionnaire to your staff prior to a formal
appraisal. Use it together with your court’s appraisal form to have
individuals assess their own progress and areas for improvement. Click
on the Job Aid arrow to view it now.

Your local bookstore should have:

The One Minute Manager
Morrow (1993)
Authors Kenneth Blanchard and Spencer Johnson point to simple
actions that you can take daily with your staff and co-workers. For
example, they explain how performance appraisal can be part of
everyday interactions, rather than something that builds up into a
pressure-filled event.

Effective Phrases for Performance Appraisals
Neal Publications, Inc. (1998)
This guide helps you accurately describe commonly rated factors.
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The Federal Judicial Center offers:

Performance Management in the Courts
Program units explore the performance management cycle, key
components of effective performance management systems, legal
issues, pay-for-performance, performance standards, role
clarification, performance improvement, and appraisals. Units can
be scheduled singly or combined.

Your local video store lends:

Karate Kid
Watch how the master trains the kid. What were the tasks? How did
he provide feedback? Why didn’t he wait until everything was
accomplished before evaluating the kid’s performance? How can
you apply this with your staff?

Foundations of Management

FrontLine Leadership Unit
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Unit 7: Managing Employee
Performance

Giving Constructive Feedback,
Recognizing Positive Results,
Establishing Performance
Expectations, Coaching for Optimal
Performance, Developing Job Skills,
Clarifying Team Roles and
Responsibilities

    How
to Request

Other Federal Judicial Center programs that have segments focusing on performance appraisal are Learning to Lead, Managing Employee Relations, and Managing the Technical Professional.
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Influencing & Negotiating means persuading; expressing
ideas in ways that lead others, including judges, to share a
common perspective and reach agreement; appropriately
using negotiation, persuasion, and authority in dealing
with others to achieve goals.

Conflicts are not limited to the courtroom. Those who
supervise face differences of opinion over interpretation of
rules and regulations, resource use, personnel policies, and
a host of other issues. There is no way to avoid these
conflicts.

Those adept at supervising will resolve conflicts and help
others reach consensus by satisfying different and
competing interests. They will also advance their own
views. Try the following seven suggestions:
1. Focus on interests, not positions

An interest is “timely docketing.” A position is “files closed by 3
p.m.” Focus on interests by voicing your concerns and explaining
what you want. Another option is to state the basis for your
position. Say, “I want people to be able to speak directly to staff
when they call the court,” rather than, “You need to cover the
phones during working hours.” Ask others to describe their
interests. Be truly curious about how the problem looks to them.
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Within your management team, reexamine long-held positions
to see if the interests have changed. Ask, “What was the reason
for this policy?” This can help you keep people focused on what
is really at stake on any given issue.

Negotiating interests rather than positions is much more likely to
result in multiple solutions that satisfy both parties.

2. Consider alternatives to reaching agreement
Consider your best alternative. Jot down what you could do
without the agreement of any other party. Is it better or worse
than the proposed agreement? These alternatives can show other
options that are available, so that you don’t give up too much in
the negotiation.

3. Generate options—become more open-minded
Be open to new ideas. Pose the question, “What are some
possible agreements that might creatively meet our different
interests?” For example, one supervisor had an interest in
providing the intake department with daily assistance from case
managers. She addressed the case managers’ concern of being
away from their desks for long periods by suggesting a weekly,
instead of monthly, rotation. She also came up with a plan to
assure them that work left behind would get processed by
others. (See Staying Flexible.)

More
Tips
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Terry Deinlein
Chief Deputy Clerk, U.S. District Court (Ohio Southern):When I was the court administrator in Ann Arbor, Michigan, I had a new judge who wanted to attend the National Judicial College in Reno, Nevada. At that time, the Equal Rights Amendment was such a “hot” topic that the Board of Commissioners for Washtenaw County (Ann Arbor) refused to authorize any travel expenses to any state that had not voted for it. Nevada was one of those states. Nevada was the only state where this particular “new judge” training was held. My judge told me that he must go and that I would have to figure out a way to have him reimbursed. Hmmmmm! Then it hit me: Reno, Nevada, was on the border between Nevada and California (which had ratified the ERA). Since the tuition and food were already covered through a grant, I had the judge fly to California (therefore the plane fare was covered), stay in California at the border (therefore lodging was covered), and rent a car in California in order to get to the conference (also covered). It was a way to meet all of the interests involved.
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Some managers like to bring in an outsider for this step. With less
invested in the situation, this person often can better identify
solutions that satisfy the underlying interests of both parties. Use
universities, professional associations, and other government
organizations for help.

4. Be fair
Is your proposal fair to all sides? Ask yourself whether the criteria
you propose are likely to be accepted by other parties. Use
objective criteria to indicate that the other side is being treated
fairly.

In some cases, having a standard helps you defend the
agreement. With parking, for example, you could explain
choosing to rotate an extra parking space by pointing out that
doing so provides everyone equal use and precludes evaluating
whether one person’s need is stronger than another’s.

5. Make well-planned, realistic commitments
First agree how to handle the negotiation. For example, agree to
spend an hour today and conclude tomorrow. Do not pin
yourself down to commitments about the subject you are
discussing until you are sure the solution being considered has a
good chance of working.

More
Tips
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One way to make realistic agreements is to jointly write a
statement of the agreement. Also, a commitment does not have
to be final; just be sure to clarify its status (for example, tentative,
subject to the clerk of court’s or chief probation or pretrial
services officer’s approval).

6. Communicate—really listen
S.I. Hayakawa, the former U.S. Senator from California and a
linguist, said, “Active listening means more than maintaining a
polite silence while you are rehearsing in your mind the speech
you’re going to give the next time you speak.” You need to
understand the interests of the other party in order to propose a
mutually satisfying solution. (See Communicating.)

7. Build long-term relationships
During the negotiation, build a working relationship that can
handle and resolve differences. You may need to work with this
person again. It is in your interest to listen, communicate well,
and search for solutions that satisfy both of you. (See Building
Relationships.)

This is especially true when you are the boss. Your position gives
you the power to make a final decision. But sometimes personal
power is diminished when you rely on your authority rather than
the relationship that you are trying to establish.

More
Tips
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Watch yourself in the mirror
Observe yourself. Notice what does and does not work when you

negotiate. Do you listen well? The next time you lead a
staff meeting, jot down every time you interrupt someone
else. Do you understand the other party’s interest? Do
you make commitments that are realistic and feasible?
(See Knowing Yourself.)
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For further information . . .

Your local bookstore should have:

Getting Ready to Negotiate
Penguin Books (1995)
Roger Fisher and Danny Ertel guide readers through preparations to
negotiate, using the style of negotiating summarized in the
preceding tips. The book is designed to provide a refresher course
on negotiation and to make negotiating situations more productive.

The Power to Persuade: How To Be Effective in
Government, the Public Sector, or Any Unruly
Organization
Houghton Mifflin (1994)
Richard Haas, an author with wide government experience, offers
tips on how to influence in four directions: north (the boss), south
(direct reports), east (co-workers), and west (those outside your
organization who have the potential to affect you).

Your local video store lends:

1776
Watch John Adams as he works with challenging people and the
sharply diverging interests of 13 colonies to reach a unanimous
decision. Consider how he supervises a very complicated task to
achieve a negotiated result.
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The Federal Judicial Center lends:

Between You and Me: Solving Conflicts for the Public
Sector
Catalog No. 2927-V/95
This 23-minute videotape shows employees how to solve conflicts
among themselves without involving their supervisors. It can be
useful to teams, encouraging internal resolution of conflicts.

Negotiation and Effective Court Administration
Catalog No. 3796-V/99
This two-part program provides an overview of effective negotiating
skills and gives  participants an opportunity to practice using the
skills. Part 1 teaches a systematic approach to diagnosing conflict
using seven principles of negotiation. In Part 2, after a brief review,
participants apply the principles in a simulated negotiation.

The Federal Judicial Center offers:

Conflict Solutions
Computer-assisted program that explores ways that parties can find
common ground and resolve conflicts. Can be provided to staff to
encourage individuals to improve their skills at negotiating issues.

Confronting Issues with Your
Manager and Peers, Winning
Support from Others

FrontLine Leadership Unit
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Thinking Strategically means considering a broad range of
external and internal factors when solving problems and
making decisions; appropriately adjusting actions to
address strategic issues.

The technical nature of work in the courts, coupled with
the hierarchical structure of most court operations, often
confines people to one area of an operation. Individuals
may not grasp the larger picture and the interconnections
between work done inside and outside the court.

A view of what is on the horizon and how each person fits
in the total organization helps individuals best contribute.
A more complete perspective enables personnel to better
serve internal and external users. Try the following six
suggestions:
1. Detect trends

Talk to people in other court units and at different levels of the
court to learn their perspectives on current issues and trends
affecting operations.

Th
in

ki
n

g
 S

tr
at

eg
ic

al
ly

More
Tips



Main
Menu

112

One way to get started is to ask, “What do you see as the major
trends affecting our operations?” Or, instead of talking to people
one at a time, gather a group to answer these questions
together. Leaders in both probation offices and bankruptcy
courts have tried this second approach, bringing together
representatives of key constituencies to describe trends from
various perspectives.

Consider setting up a task force to study trends and make
recommendations to the management group in your court.
Another option is to arrange with a local college or university for
a graduate student to study your operations. This can be a low-
cost way to secure expert advice. Involve your staff in this effort.
It can also be a way to motivate them. (See Motivating Others.)

2. Learn about user concerns
Who makes use of the court’s services? Think in terms of groups
as well as individuals. Think of these people as users of your
court. Solicit their views on issues and trends.

Some bankruptcy and district courts have set up user groups (for
example, members of local bar associations who appear
regularly before the court). If you have such a group, meet with
them to ask for input or to check out an idea. Have a survey
form available at the intake counter and ask people to evaluate
the court services that they use.

More
Tips
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Karen Eddy
Clerk of Court, U.S. Bankruptcy Court (Florida Southern):Recently, we surveyed outside users. Overall, they were pleased with how things were going, though they were interested in seeing more automation. That was valuable input that enabled us to identify an area to focus on in the coming years.In our management meetings, we always look at how we can best serve our customers—not just the individuals and organizations that come to the court, but court staff as well.
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3. Benchmark
Informally compare your performance with that of other courts
and other organizations in both the private and public sectors.
When one probation manager wanted to learn about developing
leaders, she went behind the scenes at Disneyland. Another went
to UPS. When one clerk of court wanted a model for
implementing total quality management, he linked up with a
nearby Air Force base that had a successful program.

Once you have identified an organization that has an operation
worth emulating, study it. Arrange to meet with your
counterpart at that organization. Compare notes. See if you can
use any of the strategies that work for him or her with your staff.

4. Look ahead: Describe the ideal operation
Some strategists say that you gain more from getting people to
agree on where they want to be in the future than you do from
trying to fix the problems of the past.

Attempt to picture the future. Say to your team, “I’d like each of
you to describe working at an optimum level ten years from now.
What would that entail?” Ask them to describe the leadership,
how your unit would be structured, how people would work
together, and any significant changes they would make to
current operations. Have them submit that description to you.
Then see if you can develop an implementation plan and gain
support for the plan right away.

More
Tips
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5. Begin activities to move toward that ideal
Once you sense that people share a common ideal and are
willing to work toward it, identify things people can do right
now to make progress toward that goal. (See Making Decisions.)

In one bankruptcy court in which everyone wanted to promote a
less-paper, if not paperless, operation, court managers formed an
ad hoc committee. The court determined that a handful of
attorneys did the most filings before the court, so the clerk
brought in representatives from their offices to participate in the
discussion. Systems people in and outside the court started to
meet regularly to coordinate their plans so that they could
achieve the common long-range goal. They went from talking
about a good idea to implementing it.

6. Refocus your energy on priorities
Look again at how you spend your time. (See Balancing
Priorities.) Ask yourself, “How can I increase the amount of time
and effort that I devote to tasks that are critical to the court?”

Dig up the court’s time capsule
Look at the court before you were hired and today. What is

different? Automation programs? New personnel
decisions? New judge or judge vacancies? Downsized or
expanded staffs? How did thinking strategically affect each
of these changes? Looking ahead, what is next? What must
you do to be prepared?
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For further information . . .

Your court should have:

The Administration of Justice: A Strategic Business Plan
Administrative Office of the United States (1996)
In 27 pages, this document presents the Judiciary’s mission and
goals, describes structure and governance, and identifies key
strategic factors affecting the federal courts.

Long Range Plan for Information Technology in the
Federal Courts
 Judicial Conference of the United States (1995) (annual updates)
The Automation and Technology Committee charts the future of
automation in the federal courts. The plan predicts “an integrated
court system that renders distance between courts largely irrelevant
and provides . . . reduced costs to the litigant and taxpayer, greater
effectiveness, wider access, and enhanced accountability.”

Long Range Plan for the Federal Courts
 Judicial Conference of the United States (1995)
This report by the Long Range Planning Committee represents the
first phase within the federal judiciary to determine long-term goals
and strategies for reaching them. The plan provides a perspective on
day-to-day operations. For example, it states, “The mission of the
federal courts is to preserve and enhance the rule of law by
providing to society a just, efficient, and inexpensive mechanism for
resolving disputes . . . .”
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The Federal Judicial Center lends:

From Red Tape to Results: Reinventing Government
Catalog No. 2708-V/94
This 30-minute video program is designed to train public-sector
organizations to transform themselves into customer-driven
businesses. The change model demonstrated in the video covers
developing a customer-focused vision, creating a strategic plan,
streamlining processes, empowering employees, and measuring
results.

The Federal Judicial Center offers:

Maximizing Productivity Project
This project offers training to court management and staff on three
strategies for improving productivity and quality of work life: team-
based management, total quality service, and process improvement.
Start-up workshops are available to launch in-district
implementation of each strategy.

Strategic Planning: In-district Follow-up
This program assists offices with the challenge of providing
increased and improved services in a period of level or decreasing
resources. Limited assistance is offered for implementation.

Solving Problems: The Basic
Process; Solving Problems: Tools
and Techniques

Th
in

ki
n

g
 S

tr
at

eg
ic

al
ly

FrontLine Leadership Unit

Recap

  How
to Order

    How
to Request



Recap of Supervisory Tasks & Tips

Print these pages onto heavy paper or card stock, then cut them out and keep them with your
FrontLine Leadership fuzzy folder, your planning calendar, your wallet, next to your computer, or
anywhere else that they will help remind you to think through these supervisory tasks.

Knowing Yourself
1. Assess your strengths and weaknesses
2. Check your perceptions with others
3. Use your strengths in new places
4. Improve in two or three weak areas
5. Write up an action plan with goals and

actions
6. Seek and obtain support
7.Check on your progress

Dream of success

Balancing Priorities
1. Identify what matters in the long run
2. Analyze how you spend your time
3. Select some important, non-urgent activities
4. Add some new high-priority activities
5. Eliminate some time wasters
6. Delegate: You coach or train, they carry out

Drop some balls from your juggling act

Making Decisions
1. Take note of problems or opportunities
2. Set objectives
3. Generate alternatives
4. Gather information
5. Evaluate the alternatives; consult those

affected
6. Choose the best alternative and announce it
7. Implement the decision
8. Evaluate the effectiveness of the decision

Staying Flexible
1. Be willing to not know
2. Explore several ways to approach a situation
3. Yea-say, don’t nay-say

Mentally bungie-jump

1. Acknowledge the ending
2. Involve your staff in marking the ending

Building Relationships
1. Meet regularly
2. Cross-train
3. Delegate challenging assignments
4. Recognize performance: give positive feed-

back
5. Discover what works
6. Develop support systems among staff

Count to 27! 1 . . . 2 . . . 3 . . . 4 . . . 5 . . . 6
. . . 7 . . .  

Communicating
1. Promote two-way communication
2. Foster dialogue
3. Report status
4. Reflect feeling
5. Choose the most effective method
6. Provide balance in your communication

methods
7. Check clarity of message with someone

else
8. Summarize Don’t cry wolf

Back
to tips



Managing Stress
1. Plan ahead.
2. Inform upper management of current stress levels.
3. Inform your staff.
4. Initiate some overall improvements.
5. Prepare for emergencies.
6. Exercise and encourage your staff to exercise.
7. Take time for yourself.

 Lend an ear.

Motivating Others
1. Get to know your staff.
2. Inspire: Use motivational quotes to begin a meeting.
3. Give credit where credit is due.
4. Provide perspective.
5. Listen to staff complaints.
6. Encourage initiative.
7. Solicit advice: Use your staff as sounding boards.

Fostering Teamwork
1. Develop team capacity.
2. Together clarify team and project goals.
3. Decide who does what.
4. Decide how to make decisions.
5. Use conflict to solve problems.
6. Always  focus on the goal.

 Forget going directly to the promised land.

Appraising Performance
1. List what you want done.
2. Identify behavior that works.
3. Explain the reasons for your requests.
4. Find out how you can support the employee.
5. Put the performance agreement in writing.
6. Focus on success: doing things right and doing right

things.
7. Revisit the agreement during the appraisal.

                                    Don’t prepare for an inquisition.

Influencing & Negotiating
1. Focus on interests, not positions.
2. Consider alternatives to reaching agreement.
3. Generate options—become more open-minded.
4. Be fair.
5. Make well-planned, realistic commitments.
6. Communicate—really listen.
7. Build long-term relationships.

 Watch yourself in the mirror.

Thinking Strategically
1. Detect trends.
2. Learn about user concerns.
3. Benchmark.
4. Look ahead: Describe the ideal operation.
5. Begin activities to move toward that ideal.
6. Refocus your energy on priorities.

 Dig up the court’s time capsule.
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This guide lists a small selection of educational programs
on audiotape and videotape. These are available for loan
through the Media Library of the Federal Judicial Center’s
Information Services Office. A complete list is contained in
the Center’s annual publication Catalog of Audiovisual
Media Productions.
How and when to submit requests

Court personnel should photocopy the Loan Request Form to
request items from this guide. All requests must indicate the
individual borrower’s name as well as the name of the court.
Requests lacking complete information will be returned unfilled.

So that the Center can ship in time for scheduled dates of use,
submit requests as far in advance as planning will permit and in
any event no less than two weeks in advance. Given sufficient
lead time, the Media Library will ship all available items in
advance of the dates they are needed. All requests are filled in
the order received. Requesters will be promptly notified in
writing if specific programs are not currently available and will
automatically be placed on a waiting list for those programs.

How many items may be requested
To meet the large number of requests, we must ask that you limit
your requests to the following quantities: audiotapes: six catalog
numbers per order; videotapes: two numbers per order.
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Audiotapes
Bringing Out the Best in People

The Seven Habits of Highly Effective People

Successful Communication Skills

Videotapes
The Best of Motives: Nobody Ever Asks Us (Part I)

Between You and Me: Solving Conflicts for the Public Sector

Courageous Followers, Courageous Leaders: New Relationships
for a Changing Workplace

Decision Exercises: Dealing with Difficult Situations

Expressing Yourself: The Art of Being Heard

From Red Tape to Results: Reinventing Government

How to Solve Problems

Life After Downsizing

More Bloody Meetings

Negotiation and Effective Court Administration

Stepping Up to Supervisor

Stress Management: A Positive Strategy

Team Building: An Exercise in Leadership (revised)

Team Player

A Winning Balance
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Media Library Loan Request Form

Photocopy for use. Please print or type.

Date:

Programs requested

Titles Catalog numbers

____________________________________________________ _______________________

____________________________________________________ _______________________

____________________________________________________ _______________________

____________________________________________________ _______________________

____________________________________________________ _______________________

____________________________________________________ _______________________

____________________________________________________ _______________________

Name:  ______________________________________________________________________

Court: _______________________________________________________________________

Address: _____________________________________________________________________

_____________________________________________________________________________
Street (deliveries cannot be made to P.O. boxes)

_____________________________________________________________________________
Room number or internal mail system identifier, if applicable

_____________________________________________________________________________
City                          State Zip Code

Telephone number: _________________________ Fax number: _____________________

Needed on or before: _________________________________________________________

Mail to Media Library, Federal Judicial Center, Thurgood Marshall Federal Judiciary Building, One Columbus
Circle, N.E., Washington, DC 20002-8003, or fax to (202) 502-4077.

Questions? Call the Media Library at (202) 502-4156.
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Most of the programs described in this guide are
curriculum packaged programs: cost-effective instructional
programs that were developed by the Federal Judicial
Center or purchased from a commercial vendor and
tailored for federal court personnel to implement in their
courts. A complete list is contained in the Center’s annual
publication Programs & Services for Federal Court Personnel.

The programs, which are available to courts on request,
typically include an instructor guide for the trainer,
overhead transparencies, and participant materials. Some
also include a videotape. Some can be downloaded from
the Center’s intranet site at http://jnet.fjc.dcn.

Most packaged programs are delivered by Center-trained
court personnel who serve as instructors in the courts.
Some provide court staff with a Center-produced guide for
developing a program that meets their court’s specific
training needs.
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Funding
The Federal Judicial Center will provide funding for facilitators’
travel and, under limited conditions, for rental of audiovisual
equipment and meeting rooms.

Requesting a program
Each of the programs listed in this guide is available now. A
request for a program must be submitted by the court’s training
specialist or a designated coordinator at least 45 days before the
proposed implementation date. Some programs require
substantial planning and commitment by the court. For more
information about a particular program and application
materials, contact the Center staff member listed in the current
edition of the Center’s Programs & Services for Federal Court
Personnel. The booklet is available from your clerk, executive,
chief, or court training specialist.

Achieving Balance

Conflict Solutions

Court Operations Exchange

Deputy Clerks—Making a Difference

Developing Court Employee Competencies

Diversity in the Courts: A Guide for Assessment and Training

FJC Training Products
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Federal Judicial Center programs (continued)
FJTN Broadcasts

Foundations of Management

FrontLine Leadership

Leadership 2000

Management Excellence Survey

Maximizing Productivity Project

Peer-to-Peer Feedback: A Partnership for Problem Solving

Performance Management in the Courts

Strategic Planning: In-district Follow-up

Structured On-the-job Training

Supervisor’s Survival Kit

Team Dynamics and Team Meetings

Think Before You Send: Responsible E-mailing

Work Environment Survey

Writing Skills Workshops

H
ow

 t
o 

Re
q

ue
st

 P
ro

g
ra

m
s

Job
Aids



Agenda

Meeting called by: Date:

Meeting room: Starting time:

Please bring: Ending time:

Participants:

Purpose of meeting:

Desired outcome(s):

Ground rules:

Action items:

(See Fostering Communication Through Meetings.)

1.

2.

3.

4.

5.

6.

Person responsible Time allottedAgenda items

Back
to tips

Here is space for five items. You can add more, but be careful not to list more than you can reasonably cover in the time allotted.

Don’t put your name alone in this column. Some people in the courts try to reserve the first and last agenda items (setting the background and doing the summary) for themselves and have other people take the lead on everything else.

Choose a place that is appropriate for your subject and what you need to accomplish. If the subject is serious, you might convey that by arranging to meet in one of the judges’ conference rooms. In terms of what you need to accomplish, make sure there is sufficient table space if people will need to distribute materials or take notes. On the other hand, if you want an informal session to generate fresh ideas, you might convey that by meeting in an informal setting without tables.

List the names of the people you’ve invited to the meeting. If there are any participants who do not know one another, include titles, units, and any other identifying information so that people will know who is attending. If they are there for a purpose, be prepared to say so. For example, at the beginning of the meeting say, “I asked the systems manager to join us because some of the new systems she is working on can help us save time.”

Ask people to bring something to the meeting to help them prepare and focus. Think of materials you might want people to refer to. For example, you will want people to bring their calendars and a notebook. Although people commonly bring these items, it helps most people when you note that here. Whatever you request that people bring, be sure that you do, in fact, make use of it during the meeting.

In a couple of short phrases, tell people exactly why you are asking them to meet. Be specific. For example, write “To review budget requests for next fiscal year,” or “To discuss changes to the personnel system.”

Spell out what you would like to accomplish by the end of the meeting. In a meeting to review budget requests, you might want the group to produce a list of funding priorities. A different end product would be a recommendation of agencies outside the courts that could bear certain costs. In any case, guide people by letting them know what outcomes this meeting is supposed to generate.

Please print this page in order to use this job aid. 

Select a time that works for people. You might even ask your participants when they can commit to being at the meeting. Then stick to the stated time.

List a few guidelines about what you expect from people during the meeting. Think carefully about how this particular group might work together, and construct ground rules that will help the meeting run smoothly. You might have a rule such as “Everyone participates.” If this is a talkative group, a good rule might be “Keep to the point” or “Make one point at a time.” Ground rules often work best when they come from the group, so be sure to leave space for people to add to the list you have prepared.

Leave this blank for now. As you move through items on the agenda, have the group record decisions that will create work to be done after the meeting. Have people hold on to this sheet as a record of that follow-up work and as a reminder of how decisions were reached.

End on time. If it looks like you will run overtime, do one of two things: either (a) stop ten minutes early, recap what you did accomplish, and plan for a follow-up meeting, or (b) ask for a consensus decision about extending the meeting and then hold participants to that revised ending time.



Feedback Instruments

Manager Feedback
Instructions for collecting feedback: Provide a copy of this form to each person who manages you.

Instructions for providing feedback: The person who gave you this form is participating in a self-study training
program designed to improve his or her supervision skills. As part of the program, he or she has agreed to solicit
feedback.

Please take a few minutes to respond to the questions below using specific examples. Your feedback, along with
feedback from co-workers and this person’s staff, is critical to his or her growth. Your comments can help this
person capitalize on strengths and improve in areas that need development.

Feedback is almost always more useful when given face-to-face. We encourage you to discuss your comments
with this person.

TO: _____________________________________
[individual’s name]

1. You perform these supervisory tasks well:

2. To become more effective in supervising, you might develop the following supervisory skills:

3. Here are some ways in which I will support you in improving your skills:

Back
to tips

Please print this page and the three following pages in order to use this job aid. 



Co-worker Feedback
Instructions for collecting feedback: Provide a copy of this form to each of your supervising peers. Include
individuals in other court units and also people outside your organization who are familiar with your work.

Instructions for providing feedback: The person who gave you this form is participating in a self-study training
program designed to improve his or her supervision skills. As part of the program, he or she has agreed to solicit
feedback.

Please take a few minutes to respond to the questions below using specific examples. Your feedback, along with
feedback from this person’s manager(s) and staff, is critical to his or her growth. Your comments can help this
person capitalize on strengths and improve in areas that need development.

Feedback is almost always more useful when given face-to-face. We encourage you to discuss your comments
with this person.

TO: _____________________________________
[individual’s name]

1. You perform these supervisory tasks well:

2. To become more effective in supervising, you might develop the following supervisory skills:

3. Here are some ways in which I will support you in improving your skills:

Back
to tips



Staff Feedback
Instructions for collecting feedback: Provide a copy of this form to each member of your staff.

Instructions for providing feedback: The individual who supervises your work is participating in a self-study training
program designed to improve his or her supervision skills. As part of the program, he or she has agreed to solicit
feedback.

Please take a few minutes to respond to the questions below using specific examples. Your feedback, along with
feedback from this person’s manager(s) and staff, is critical to his or her growth. Your comments can help this
person capitalize on strengths and improve in areas that need development.

Feedback is almost always more useful when given face-to-face. We encourage you to discuss your comments
with this person.

TO: _____________________________________
[individual’s name]

1. You perform these supervisory tasks well:

2. To become more effective in supervising, you might develop the following supervisory skills:

3. Here are some ways in which I will support you in improving your skills:

Back
to tips



Feedback Analysis:

Making sense of multiple perspectives
Instructions for analyzing feedback: When you have received and had a chance to study the feedback forms
completed by your manager(s), co-workers, and staff, please write a one- to two-page essay that addresses the
questions listed below.

When discussing this feedback with your staff, remember these guidelines: (1) Clarify messages. Don’t defend
your actions—rather, try to understand the perceptions people have of you; (2) Acknowledge both positive and
negative feedback. People want to know that you have heard them. You might say, “One thing everyone seems
to be saying is . . . .”

1. What impact did the information from your manager(s), staff, and co-workers have on you?

2. Based on the discussions with your manager(s) and staff, what do you perceive as your
major strengths and areas for improvement?

3. What surprised you most about this feedback?

4. How could you make more use of your strengths?

5. If you had to choose one area in which to improve, what would it be and how would you
change?

(See Knowing Yourself.)

Back
to tips



Peer Support

The task or subject on which I can offer support is:

[Describe the task or subject in two or three words]

Support available:

Describe in detail the support that you can provide. For example, start with, “I can show how to quickly set up a
motion for hearing,” or, “I can work with you on organizing your files using color coding so that materials are
easier to locate.”

What I need from you:
I prefer to be contacted:
❍  by phone
❍  by e-mail
❍  in person

Please give me advance notice of:
❍  a day
❍  at least a week
❍  none needed, just get in touch

I can be of most help if:
❍  you call me over when you are working on the task or

with the equipment
❍  we can talk this through

I’d like to meet:
❍  over lunch
❍  at my desk
❍  at your desk

List any added requests you have of the person approaching you for advice (for example, write, “Fridays are
best for me”).

Contact information:
Your name: Phone/extension:

Peer support directory

When you have completed this form, please return it to _______________________. As soon as the forms are
collected, they will be copied and distributed to you. Then your first step is to contact someone to ask for
assistance.

(See Building Relationships.)

Back
to tips
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Pro/Con Analysis

(See Making Decisions.)

1. _________________________________

2. _________________________________

3. _________________________________

4. _________________________________

5. _________________________________

6. _________________________________

7. _________________________________

8. _________________________________

9. _________________________________

1. _________________________________

2. _________________________________

3. _________________________________

4. _________________________________

5. _________________________________

6. _________________________________

7. _________________________________

8. _________________________________

9. _________________________________

Back
to tips
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Pro/Con Analysis: Commentary
Decisions are hard to make. They take time, and they affect operations. But they
must be made, often with haste. The Pro/Con Analysis has helped many decision
makers identify both sides of an issue.

By charting advantages and disadvantages on paper, you can speed up the
evaluation process. Remember that not all staff members will see the same “pro”
or “con” on an issue. Some points are very clear, and all will agree. On others,
there may be two sides.

In any case, you are the decision maker. You carry the responsibility for the final
outcome, so get all the help you can. Listen to others, brainstorm, take a survey, or
let your staff show the “pro” and “con” of the issue. Then decide and move on.

Here are two ideas for using this aid:

1. Collect anonymous ideas
Send this aid around to your staff and co-workers with a cover note briefly stating the
proposed solution. Ask people to write in the advantages and disadvantages that they see and
to get the form back to you by a certain date.

Promise to let them know the results and follow through with this. That is, once you make
your decision, send around a note saying thanks and, for example, “Most people listed more
advantages than disadvantages, but one of the disadvantages that everyone agreed on was
‘X,’ and that is such a critical point that I have decided to look for a different solution.”

2. Group brainstorm
Gather together the key people involved in a project and draw the Pro/Con Analysis on a flip
chart, blackboard, or white board where all can see it. Ask people to take a couple of minutes
to write their ideas down on a piece of paper.

Go around the group and take one idea from each person. Stay neutral; avoid giving away
your reaction to what people say. At this stage, getting everyone to speak their ideas is most
important. Once all the ideas are posted, ask the group to discuss them. You can then
conclude by adding your own points to “Advantages” or “Disadvantages.” Surprisingly, the
group may reach the conclusion that you would have made yourself. The benefit is that now
everyone is more likely to support the decision as you move forward.



Self-appraisal
The questions below are designed to help you reflect on the past year and to help us both prepare for the
appraisal session. Please review your personal performance, behavior, and progress. Think through how I can
support your continued growth. Then appraise yourself by answering these questions and by completing a copy
of our court’s appraisal form (attached).

1. What are my major accomplishments during this past year?

2. How can I better use skills not fully used in my present position?

3. In what areas do I need to improve?

4. In what parts of my work might I need more experience and training?

5. What have I done for my personal and professional development?

6. How can my supervisor or manager help me do my job better?

7. What specifically can I do this year to continue my development?

(See Appraising Performance.)

Back
to tips
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Status Report
The following is a sample of a weekly status report used by a systems manager to
keep a record of projects, as well as to inform his manager. (See Communicating.)
It is offered as a model that you might use or encourage your staff to use.

Mar. 16 08:23 2001 SYS.MEET7 Page 1

This is a listing of the current status of my projects, user requests, observations, and
concerns for the reporting period ending with the above date.
(3.3.01) I’ve finished the report package that was started on February 7, 2001. These scripts
can be found in a directory below civil’s $DBPATH called NRPTS. There are two shell scripts
that spawn three awk scripts and two C executables. I’ve enclosed copies of all the scripts and
source code. Please let me know what you think.

(3.4.01) I would like to meet with you sometime this week to discuss the installation of the
new hardware in the computer room. I would like to be more informed as to what is going
on.

(3.4.01) Today I noticed that our uucp connection to the training center, SATC, has not been
working properly. I received E-mail this morning with information that a “call had been
flushed from the queue...NO DEVICE...CALL FAILED...” I will need your approval/assistance on
this. Please advise.

(3.16.01) I will be taking a notebook PC with me while training in DC next week. I will dial
into the system in the evening to complete some ICMS dictionary modifications and general
checking of the system.

Project Status
Workshops:

I’ve completed all of the workshop materials for the first three workshops. The info is enclosed
with this report. We’ll need to schedule time to hold these training sessions.

New Events:

There are over 100 events to modify to get ~FILERS to work the way that our court would like
it to work.

There are several events that I have slated to be in operation by the middle of November.
There is a more detailed list attached to last week’s SYS.MEET6.

Back
to tips
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Terry Murphy
Systems Manager (Texas Northern):I have been submitting a weekly report to my manager for over two years. This report was born out of the need to keep her informed about what I was working on, about problems and concerns, and about the status of long-range goals and projects. The report is brief—it is rarely more than two pages long—but it is very specific.The report has made it easier for my manager to track my progress in all areas of my job. It has also made it easier for me to track my own progress, as well as let her know about the good things I am doing. It’s a way to pat myself on the back and to toot my own horn to the person who regularly appraises my performance.Such reporting has proven to be an effective tool for me as a supervisor, too: I require the people I supervise to submit weekly reports to me, which helps me appraise their performance.



❖ The Ad Hoc Advisory Group on Identifying Competencies for Managing in a Decentralized Environment identified these skills as critical.
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Court Management Framework
NOTE: Training in these skills is included in current FJC/AO workshops and packaged programs and will be a continued focus in future training.

Motivating Others

DESCRIPTION

Encouraging and enabling others to achieve; fostering
enthusiasm, a feeling of investment, and a desire to excel.

Forming appropriate structures and teams to meet
organizational goals; fostering a work climate in which
collaboration and teamwork can flourish; managing team
differences; rewarding group and team efforts that advance the
court’s mission.

Clarifying work tasks and responsibilities; accurately assessing
the employees’ strengths and areas for improvement; giving
timely, specific performance feedback.

Coaching employees to enhance performance and expand skills;
providing challenging assignments and opportunities for
development; ensuring that staff receive adequate training.

Persuading; expressing ideas in ways that lead others, including
judges, to share a common perspective and reach agreement;
appropriately using negotiation, persuasion, and authority in
dealing with others to achieve goals.

Fostering Teamwork ❖

Appraising Performance

Coaching & Developing Others

Influencing & Negotiating ❖

Back
to tips

Please print this page and the six following pages in order to use this model.

Marilyn Vernon
Chief, Management Programs, Federal Judicial Center:The Federal Judicial Center and the Administrative Office of the U.S. Courts have developed a framework for the skills and knowledge needed by court managers. This ongoing project will identify key skills and knowledge to help court leaders meet current and future needs.



❖ The Ad Hoc Advisory Group on Identifying Competencies for Managing in a Decentralized Environment identified these skills as critical.

In
te

rp
er

so
n

al
 S

ki
lls Building Relationships

Communicating

Valuing Diversity

Managing Stress

DESCRIPTION

Creating supportive relationships around work; considering and
responding appropriately to the needs, feelings, capabilities, and
interests of others; providing feedback; treating others equitably.

Ensuring a consistent, timely flow of high-quality information
within the court and to court constituencies; conveying
information clearly in writing and in oral presentations;
encouraging open expression of ideas and opinions.

Recognizing the mix of similarities and differences among staff
and court users; building respect for differences; drawing on the
unique skills and background of each employee to build effective
teams and enhance productivity.

Developing strategies that help staff maintain productivity and
efficiency during stressful times; creating a desirable and
supportive work environment; providing a balanced perspective
on work.

Anticipating and seeking to resolve conflicts, disagreements, and
confrontations in a constructive manner; mediating conflicts;
building consensus.

Managing Conflict



❖ The Ad Hoc Advisory Group on Identifying Competencies for Managing in a Decentralized Environment identified these skills as critical.

DESCRIPTION

Learning from experiences; seeking feedback and modifying
behavior based on feedback; actively pursuing learning and self-
development.

Setting priorities; focusing on the important, not only the
urgent; delegating effectively; allocating time for renewal and
development.

Demonstrating principled leadership and sound ethics; building
trust with others through openness; following through on
commitments.

Making timely and sound decisions; taking action and risks
when needed; making decisions under conditions of uncertainty.

Being willing and able to adjust to multiple demands, ambiguity,
and rapid change; challenging the status quo and encouraging
initiatives to improve court operations.
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Balancing Priorities

Acting with Integrity ❖

Making Decisions

Staying Flexible ❖



❖ The Ad Hoc Advisory Group on Identifying Competencies for Managing in a Decentralized Environment identified these skills as critical.

DESCRIPTION

Keeping current on what is going on in other courts,
government agencies, and in businesses; keeping abreast of
laws, policies, trends, and issues that have an impact on the
court; using information in decision making.

Using quantitative information effectively to improve the court’s
efficiency, including assessing customer needs, defining
standards for quality, and evaluating outcomes.

Considering a broad range of internal and external factors when
solving problems and making decisions; appropriately adjusting
actions to address strategic issues.

Generating insights, new ideas, and solutions; fostering
innovation; bringing perspectives and approaches together and
combining them in imaginative ways.

Developing short-range and long-range plans that are
comprehensive, realistic, and effective in meeting goals;
establishing policies, guidelines, and priorities; identifying
required resources; coordinating planning efforts with others.
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Analyzing Information

Thinking Strategically

Thinking Creatively

Planning ❖



❖ The Ad Hoc Advisory Group on Identifying Competencies for Managing in a Decentralized Environment identified these skills as critical.

DESCRIPTION

Fostering strategic use of resources; making resource decisions
that enhance the organization’s efficiency and effectiveness.

Ensuring effective recruitment, selection, training, performance
appraisal, recognition, and corrective/disciplinary action;
promoting employee well-being.

Forecasting budget trends; preparing and justifying the budget;
monitoring obligations; making decisions that enhance the
organization’s financial position.

Making purchasing and contracting decisions that maximize use
of funds.

Applying new technologies to organizational needs;
encouraging staff to keep abreast of new technology; ensuring
staff are properly trained and proficient in using court-adopted
automated programs.

Maintaining technical competence in relevant areas of court
operations; accessing and using other expert resources when
appropriate; understanding the court’s culture and dynamics.
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Human Resources ❖

Budget & Finances ❖

Procurement & Contracting ❖

Automated Systems ❖

Knowing Court Operations



❖ The Ad Hoc Advisory Group on Identifying Competencies for Managing in a Decentralized Environment identified these skills as critical.

DESCRIPTION

Creating a compelling picture of the organization’s values,
purposes, and direction; involving staff in developing the vision;
facilitating needed organizational improvement.

Staying in tune with customers’ expectations about quality and
service; taking actions to meet customer needs and increase
customer satisfaction.

Acting as a catalyst for needed change; encouraging
employee suggestions; assisting staff in accepting and
implementing new policies and processes; managing court
changes effectively.

Emphasizing the need to deliver high-quality products and
services; setting quality standards and continuously evaluating
court products, processes, and services against those standards;
taking action to make improvements as required.

Actively seeking chances to educate court constituencies
and others about the court’s mission and work; promoting
awareness of the impact of employees’ performance on
court and community.

Creating a Vision ❖

Focusing on Customers ❖

Managing Change ❖

Committing to Quality

Championing System &
Profession
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Skills

Thinking

Gathering External Data
Analyzing Information
Thinking Strategically
Thinking Creatively

Planning

Building
Relationships

Communicating
Valuing Diversity
Managing Stress

Managing Conflict

Knowing Yourself
Balancing Priorities

Acting with Integrity
Making Decisions
Staying Flexible

Court Management Framework

Motivating Others
Fostering Teamwork

Appraising Performance
Coaching & Developing Others

Influencing & Negotiating

Skills

P
ersona l

Sk
ill

s

Sy
st

e
m

Leadership

Skills

In
te

rp
er

so

nal

Sk
ill

s

Operational

S kills
Creating a Vision

Focusing on Customers
Managing Change

Committing to Quality
Championing System

& Profession

Managing Resources
Human Resources
Budget & Finances

Procurement & Contracting
Automated Systems

Knowing Court
Operations



Forming

Stage 1

Interpersonal issue: inclusion

Group behavior: focus on similarities, suppress
anger and frustration, remain neutral and polite,
tolerate ambiguity and confusion

Group tasks: define membership, note
similarities and differences, orient and introduce
members

Leadership issue: dependence

Norming

Stage 3

Interpersonal issue: affection

Group behavior: seek cohesion, negotiate with
one another

Group task: establish functional relationships

Leadership issue: interdependence

Storming

Stage 2

Interpersonal issue: control

Group behavior: establish operating rules,
attempt to create order, attack leaders, respond
emotionally to task demands

Group tasks: establish decision-making process,
clarify power and influence of members

Leadership issue: counterdependence

Stages of Group Development
Back
to tips

Performing

Stage 4

Interpersonal issue: affection

Group behavior: seek growth and insight,
collaborate with one another

Group task: maintain high productivity

Leadership issue: interdependence

Please print this page in order to use this model.



What Is a Performance System?

Following up and
identifying revisions for
plan and performance

standards

Preparing goals,
performance

improvement plan

Setting and communicating
standards

Conducting the appraisal
interview

Observing performance
and providing feedback

Collecting data for
appraisals, revisions

Back
to tips

Please print this page in order to use this model.



Importance Audit

Exercise Objective: To help you and your co-workers analyze where you spend your
time and energy.

Materials: pen or pencil.

Time Required: 10 minutes on your own; 30 minutes with a group.

General Information: Because so much of our work in the courts is driven by dead-
lines, we often have the sense that we have little control of what we do hour to hour. It
helps to take time out to survey how you spend your time and energy. The easiest
things to let slip are those activities that are important but not urgent. You can find
more time to do those activities by cutting back on the time you spend on urgent
activities that are not important. You can also reduce, if not eliminate, time and energy
spent on time wasters: activities that are neither important nor urgent.

This exercise is based on the work of Stephen Covey. For further information, including
activities and frameworks for analyzing your priorities, see Stephen R. Covey et al., First
Things First (New York: Simon & Schuster, 1994).

Individual Instructions

1. Begin by finding a place where you
will not be interrupted for ten min-
utes. One possibility is to go to the
court library. Take the attached audit
and a pen or pencil, which are all that
you will need.

2. Complete the audit.

3. If you like to talk through analyses,
find a colleague or friend and discuss
your analysis and resulting decisions.
Ask that person to support you in
better balancing your priorities.

Group Instructions

1. Introduce the activity, explaining that
your interest is to encourage people
to make the most effective use of their
time and establish appropriate priori-
ties. Suggest that it will help every
member of the group to hear what
each of them considers important, as
they may have different views on
which subject would be useful to
discuss.

2. Begin by introducing the concept of
“important versus urgent” activities.
Distribute the audit and have people
look at the diagram in Step 2 of the
audit. Walk people through the differ-
ent examples—use no more than five
minutes.

3. Ask people to remain silent while
taking five minutes to complete the
audit (starting at Step 1).

4. When more than half the group has
filled out the audit, ask people to
finish up in a minute. Then direct
people to find a partner and compare
what they wrote. Allow ten minutes
for this discussion.

5. Reassemble the group. Ask for com-
ments on doing more of the impor-
tant parts of their work in the court.

6. End the session on time, suggesting, if
appropriate, that people follow up
with you or each other to continue
this discussion.

Back
to tips

Please print this page and the two following pages to use this exercise.
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Audit of Activities and Importance
Instructions: Take ten minutes to complete the following activity.

1. In the space below, list all the activities that you perform during an ordinary month
at work. Make sure that you come up with at least twenty different activities. When
you are finished, review your list and see if you can add a few more.

2. Now study the following diagram, which divides activities into four categories:
important and urgent; important but not urgent; not important but urgent; and
neither important nor urgent:

• Crises
• Pressing court

business
• Trial-driven deadlines,

filings, meetings,
preparations

• A ringing
telephone, many
interruptions

• Some mail or
reports

• Some meetings
• Some steps in office

procedures

• Trivia, busywork
• Some personal

requests
• Junk mail
• Some phone calls
• Time wasters
• “Escape” activities

Urgent Not Urgent

I II

III IV

• Preparation
• Court staff

development
• Prevention
• Planning
• Relationship building
• Improving service

to the public
• Providing feedback
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4. Count the number of activities that you listed in each of the four boxes. Note
where you see the heaviest concentration of activities.

5. To free up some time to do important but not urgent activities (Square II), cross out
at least three activities that are not important. In the space below, make notes to
yourself to help you really stop doing those activities. For example, you may want
to let your staff or manager know that you will no longer do something, and this
may require negotiation.

3. Now transfer the items on your list (Step 1) to the following boxes, referring to the
example as a guide.
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Stress Equation

Exercise Objective: To help you and your co-workers identify and examine stressors
(stressful events or situations) and your coping skills and mechanisms.

Materials: pen or pencil.

Time Required: one to one-and-one-half hours.

General Information: Because we live in a world fraught with social and psychological
pressures, we tend to think more about negative stress than we do about positive stress.
Much is written on how negative stress can prevent us from functioning or can cause
chronic anxiety and tension that can lead to health problems. Other signs of negative
stress are strained relationships, lack of motivation, irritability, and absenteeism.

Good stress (or “eustress” or “Type I stress”), on the other hand, is something we often
experience when learning a new and useful skill. Learning how to think critically and
analyze can be invigorating. The “Stress Equation” provides participants with a model
for identifying and examining the causes of and remedies for stress in their personal and
professional lives. It also helps people to distinguish between good and bad stress.

Researchers have developed some useful theories to explain different kinds of stress. You
may want to introduce this exercise by citing the following information from past stud-
ies.

Scientific studies reveal that humans, like animals, involuntarily respond to danger by
preparing for combat or running away. This response is called “fight-or-flight.” Al-
though we no longer live as hunters whose instinctive responses are critical to survival,
we still have complex biological reactions to threats or challenges which translate into
physical and psychological stress symptoms, such as the following:

• hormone levels rise and sugar and fat reserves enter the bloodstream, increasing
energy;

• the heart beats faster, breathing increases, and digestion stops, which permits more
oxygen and blood flow to the brain and muscles;

• muscles tighten, preparing for action; and

• blood vessels constrict in the hands, feet, and skin, protecting limbs from bleeding
excessively if cut (this explains the principle behind Biodots and other devices that
rely on skin surface contact to indicate stress level).

These biological reactions can cause

• a rapid pulse

• tense muscles and stomach

• increased perspiration

• shortness of breath

• clenching of the jaw

• extreme difficulty in concentrating

• overly sensitive emotions

Back
to tips

Please print this page and the four following pages to use this exercise.



None of these reactions need be debilitating. Athletes and hard-working professionals
commonly put on the steam to finish a race or meet a deadline. In fact, we all need
some measure of “fight-or-flight” stimulation to achieve top performance. But stimula-
tion, or positive stress, becomes negative stress when we misdirect or extend our “fight-
or-flight” response.

Stress management experts recommend that people curtail long-term stress by finding
their individual “comfort zone”—that is, a level of stimulation sufficient to energize and
motivate without destroying their calm. Although the general concept of stress man-
agement applies to most people, what specifically causes stress and how much stress is
too much or too little differs for everyone. Finding one’s comfort zone, then, becomes a
personal matter. By completing the “Stress Equation,” individuals will have a better
understanding of the kinds of stress they regularly confront and what they can do to
break patterns of misdirected and extended “fight-or-flight” responses.

This exercise is adapted from materials in the program Putting Effective Learning Skills to
Work, which contains additional material on dealing with stress. Putting Effective Learn-
ing Skills to Work assists nonsupervisory deputy clerks in developing critical thinking skills
that will lead to increased job competence and satisfaction. It is a multimodule program
that is customized for the court unit. The modules are Identifying and Clarifying Values
and Setting Goals, Building Learning Confidence, Reading and Writing Critically, Prob-
lem Solving, Decision Making, and Learning Collaboratively. The program also offers
strategies for lateral career growth appropriate for courts with limited opportunities for
upward mobility. Your court training specialist has information on how to request this
and other Federal Judicial Center programs.

Instructions

• Present a five-minute introduction based on the general information above.

• Distribute copies of the stress equation on the next page to each person. Explain
the equation to ensure that people understand it. Offer a few examples of stressors
and coping skills:

home/family/
community stress

divorced sister & her kids
moved in with us

violence at kid’s school

support system

Parish priest counseling

Police “Partners” program

personal stress

car problems

had flu 3 times this year

personal strengths

walk regularly

take initiative to study
on my own

Stress  =
++

++
Step 3:

job/career stress

new boss

equalization

professional
competencies/skills

wrote orientation manual

working on professional
portfolio



• Ask participants to choose a partner and read the exercise instructions. Allow 15 to
20 minutes for individuals to complete Step 3.

• Allow 20 minutes for partners to define a common or major item from each com-
ponent of the equation.

• Lead a discussion (20 to 30 minutes), beginning with the partners sharing the
common or major items they identified. Record these items on a flip chart or trans-
parency. Emphasize the coping mechanisms expressed: professional competencies/
skills, support systems, and personal strengths.

• Close with a reminder about eliminating or decreasing negative stress, cultivating
positive stress, and finding comfort zones.



Stress Equation

Objective: To identify and examine your stressors and your coping skills and mechanisms.

Instructions: Choose a partner. Work individually for about 15 minutes reviewing Steps 1 and 2
and listing your stressors and your coping skills and mechanisms on the blanks provided in Step
3. Then spend 20 minutes sharing your lists with your partner. Between the two of you, identify a
few common or major items from each of your lists to share with the group.

Step 1:

Stress =
Stressors

Coping

Step 2:

Stress =
job/career stress + home/family/community stress + personal stress

professional competencies/skills + support system + personal strengths



job/career stress

professional
competencies/skills

home/family/
community stress

support system

personal stress

personal strengths

Stress =

Step 3:



Inventory of  Values

Exercise Objectives: To help you identify some of the values you hold and the expecta-
tions you have based on those values. To encourage you and the people with whom
you work to acknowledge differences in values and expectations, bridge those differ-
ences, and work together better.

Materials: photographs and other mementos from school or childhood, a pen or pen-
cil, a piece of paper.

Time Required: 15 minutes on your own; one hour with a group.

General Information: Where you grew up and how you were raised have a lot to do
with how you view the world, what you value, and what you expect in life. The purpose
of this exercise is for you and your co-workers to examine some of the values you
learned as children and see if you can connect them to assumptions you make now
regarding the people with whom you work.

You may find that some of your most frustrating interactions are those with people who
hold different values and make different assumptions. By understanding more about
people’s values, you can bridge those differences.

Individual Instructions

1. Study your past. People do this in
various ways. You might find some
photo albums that show the home
and neighborhood where you were
raised. Find pictures of your parents or
grandparents or other individuals who
taught you lessons about how to
behave. Pull out a high school year-
book and remember the teachers who
influenced you most. Take the time to
reread your favorite book (find it at
the library if you don’t still have a
copy).

2. Set aside 15 minutes to respond to
the attached questions.

Group Instructions

1. Introduce the purpose of the exercise.
Emphasize that this exercise is volun-
tary, that people should only partici-
pate if they want to learn more about
the expectations they bring to their
interactions with others. Also note
that for some people these reflections
on their lives, neighborhoods, and

family will be easy and fun, but for
others it may bring up unpleasant
memories.

The point in looking at the past is to
trace the development of values and
assumptions. Each person will then
need to decide what, if any, of that
personal background he or she wants
to share with co-workers.

2. Give participants at least one week to
conduct their own search into the
past and assemble some materials that
they are willing to share. People do
this in various ways. Offer the sugges-
tions listed in Step 1 under Individual
Instructions.

Explain that some things people
rediscover will be private; while they
are important to the person, they do
not need to be shared. Things that are
shared will help co-workers get a
glimpse of how a person was raised
and better understand the values that
influence him or her.

Back
to tips

Please print this page and the two following pages to use this exercise.



3. Have participants set aside one hour to study and compare values and expecta-
tions. Either ask people to answer the accompanying questions on their own before
the session, or start the session by allowing 15 minutes for people to respond to
these questions in silence.

4. If you have a small enough group (ten participants or fewer) ask for volunteers to
say something about what they wrote and share some of the mementos they
brought. If you have a larger group, ask people to form groups of four to five per-
sons and have people compare their notes.

5. Save about five minutes at the end of the hour for closing comments from partici-
pants. People will commonly say that they learned as much about themselves as
they did about others. In closing you might comment, “Perhaps we should all
agree to try to be less quick to judge each other when we run into what may be
different values or expectations.”



Questions for Exploring Value Differences
Instructions: Set aside 15 minutes to answer the following questions. Record your
responses on a separate piece of paper.

1. Think back to some of the important people in your childhood. These may be
parents or other relatives, or perhaps a teacher. If you have a photograph of the
person, look at it. What are some of the lessons these people taught you about
what is most important in life? What lessons did you learn about how to be-
have?

2. Think back to some of the places where you learned lessons when you were
growing up about how to behave with people. It may have been a school or a
religious institution; it may have been a playground. What are some of the
lessons you learned from teachers or religious leaders?

3. What sayings do you recall? (For example, some people grew up with “Cleanli-
ness is next to godliness,” some with “Let it be,” some with “You can be any-
thing you want to be,” some with “Know your place.”) Write down some of the
sayings you recall from childhood.

4. Think of a time when you may have gone from your home in a small town to a
large city (or from your home in a large city to a small town), traveled to an-
other country, or had someone from a different background stay with you for an
extended period. Interacting with people who hold values different from our
own can help us better understand our own values. What did your interactions
reveal about your beliefs? Jot down some thoughts.

5. Now see if you can tie these values to some of the expectations you have of
others. Complete the sentence, “Given the values I have and how I was raised, I
often expect . . .” Try to list at least ten expectations you have.



We Want to Hear from You
We want to learn how Supervising in the Courts worked for you and your office. Please take ten minutes to jot down your
thoughts in the space below and fax this form to us.

1. Which sections of the guide did you read? (Check “✔ ” all that apply.)
❍  Introduction
❍  Tips

❍  Stages of Group Development model
❍  What Is a Performance System? model
❍  Importance Audit exercise
❍ Inventory of Values exercise
❍  Stress Equation exercise
❍  Help (on how to use the software)
2. Which job aids and exercises did you or

your staff use? (Check “✔ ” all that apply.)

❍  Pop-up comments from court supervisors &
managers
❍  Insights from court managers
❍  Resource recommendations
❍  Recap of supervisory skills & tips
❍  How to order tapes
❍  How to request programs
❍  Job Aids
❍  Court Management Framework model

❍  Agenda
❍  Feedback Instruments
❍  Peer Support
❍  Pro/Con Analysis
❍  Self-Appraisal

❍  Status Report
❍  Importance Audit exercise
❍  Stress Equation exercise
❍  Inventory of Values exercise

3. Which subject areas were of greatest interest to you?

4. Please list three things you liked most about this program.

5. How can this product better serve its purpose, namely, to provide a ready reference to
individuals in the courts who direct the work of others?

6. If the Federal Judicial Center develops a follow-up guide, what would you like it to include? If
the Center develops other resources for supervising in the courts, what might they be?

7. Additional remarks:

8. Tell us about yourself and your office:
Position: Years in current position:
Size of staff you supervise: Total years supervising:
Region: ❍ West     ❍ Midwest     ❍ South     ❍ Northeast Total size of your office:

Please fax this page to Michael Berney at the Federal Judicial Center at (202) 502-4088. If you would like to talk about
any of these items, just note that here, and I’ll call you:
❍ Please call me at (_____) ________________ __________________________________________

(area code & phone number) (name)


	Supervising, in General
	Appraising Performance
	1. List what you want done
	2. Identify behavior that works
	3. Explain the reasons for your requests
	4. Find out how you can support the employee
	5. Put the performance agreement in writing
	6. Focus on success: doing things right and doing right things
	7. Revisit the agreement during the appraisal
	Don’t prepare for an inquisition
	Resources

	Balancing Priorities
	1. Identify what matters in the long run
	2. Analyze how you spend your time
	3. Select some important, non-urgent activities
	4. Add some new high-priority activities
	5. Eliminate some time wasters
	6. Delegate: You coach or train, they carry out
	Drop some balls from your juggling act
	Resources

	Building Relationships
	1.  Meet  regularly
	2. Cross-train
	3. Delegate challenging assignments
	4. Recognize performance: give positive feedback
	5. Discover what works
	6. Develop support systems among staff
	Count to 27! 1 . . . 2 . . .
	Resources

	Communicating
	1. Promote two-way communication
	2. Foster dialogue
	3. Report status
	4. Reflect feeling
	5. Choose the most effective method
	6. Provide balance in your communication methods
	7. Check clarity of message with someone else
	8. Summarize
	Don't cry wolf
	Resources

	Fostering Communication Through Meetings
	1. Have a purpose or don’t meet
	2. Prepare for a focused meeting
	3. Encourage different points of view
	4. Handle disruptions
	5. Keep your group focused and maintain momentum
	6. Summarize what you accomplished
	7. Plan next steps
	8. Publish the minutes
	Resources

	Fostering Teamwork
	1. Develop team capacity
	2. Together clarify team and project goals
	3. Decide who does what
	4. Decide how to make decisions
	5. Use conflict to solve problems
	6. Always  focus on the goal
	Forget going directly  to the promised land
	Resources

	Influencing & Negotiating
	1. Focus on interests, not positions
	2. Consider alternatives to reaching agreement
	3. Generate options—become more open-minded
	4. Be fair
	5. Make well-planned, realistic commitments
	6. Communicate—really listen
	7. Build long-term relationships
	Watch yourself in the mirror
	Resources

	Knowing Yourself
	1. Assess your strengths and weaknesses
	2. Check your perceptions with others
	3. Use your strengths in new places
	4. Improve in two or three weak areas
	5. Write up an action plan with goals and actions
	6. Seek and obtain support
	7. Check on your progress
	 Dream of Success
	Resources

	Making Decisions
	1. Take note of problems or opportunities
	2. Set objectives
	3. Generate alternatives
	4. Gather information
	5. Evaluate the alternatives; consult those affected
	6. Choose the best alternative and announce it
	7. Implement the decision
	8. Evaluate the effectiveness of the decision
	Resources

	Managing Stress
	1. Plan ahead
	2. Inform upper management of current stress levels
	3. Inform your staff
	4. Initiate some overall improvements
	5. Prepare for emergencies
	6. Exercise and encourage your staff to exercise
	7. Take time for yourself
	Lend an ear
	Resources

	Motivating Others
	1. Get to know your staff
	2. Inspire: use motivational quotes to begin a meeting
	3. Give credit where credit is due
	4. Provide perspective
	5. Listen to staff complaints
	6. Encourage initiative
	7. Solicit advice: use your staff as sounding boards
	Resources

	Staying Flexible
	1. Be willing to not know
	2. Explore several ways to approach a situation
	3. Yea-say, don’t nay-say
	Mentally bungie-jump
	Staying Flexible During Change
	1. Acknowledge the ending
	2. Involve your staff in marking the ending
	Resources

	Thinking Strategically
	1. Detect trends
	2. Learn about user concerns
	3. Benchmark
	4. Look ahead: describe the ideal operation
	5. Begin activities to move toward that ideal
	6. Refocus your energy on priorities
	Dig up the court's time capsule
	Resources

	Valuing Diversity
	1. Acknowledge that differences exist
	2. Don’t assume others know what you really mean
	3. Find common ground
	4. Look beneath the surface
	5. Discover what motivates employees
	6. Build teams
	7. Take a break
	Resources

	Recap of Supervisory Tasks & Tips
	
	HELP TOPICS
	How to Use This Guide
	How the Guide is Organized
	How to Order Tapes
	How to Request Programs

	Exercises
	Importance Audit
	Inventory of Values
	Stress Equation

	Job Aids
	Agenda
	Feedback Instruments
	Peer Support
	Pro/Con Analysis
	Self-Appraisal
	Status Report

	Models
	Court Management Framework
	Stages of Group Development
	What Is a Performance System?

	Credits
	We Want to Hear from You

