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BullsEye Integration

Notes for Growth

Encourage Employee Independent Thinking

As a manager you are most effective when employees take initiative and solve problems on their own.  The capacity to encourage independent thinking comes from your management style.  Here are some ideas developed by management consultant Emily Blanck owner of At Work Communications in Orinda, California.

Think before you answer a question.  Can the employee get this information someplace else?  If the answer is yes, ask them where they have gone to find the answer.  If the answer is no, help them to find the answer.  Keep directing them to the appropriate information sources until they are comfortable using them. But don’t answer the question!  Why would an employee go somewhere else, if they can come to you and get the answer in 30 seconds?   

Ask them what they have tried so far.  Listen without interruption. Then ask, “What else could you try?”  This takes time at first, but in the long run will develop independence.  Many times all a new employee really needs is reassurance that they are on the right track.

Let them try it, even if their solution is not your best solution. The task may not be done as you would do it, but if their solution works, so what?

If an employee is really stumped direct them with a question like: “ Have you considered….” And give them 2 or 3 options.  Let them decide which one to try first.

Schedule regular times for your team to discuss problems and solutions.  These should be sacred times.  Only if the building is burning down do you postpone or reschedule these meetings.  The meetings need to be safe places where people can bring up difficult issues.  Do not allow comments like “ Oh, that’s easy, I don’t see why you can’t figure that out!” As the facilitator you need to jump on those comments immediately, otherwise you will again have people in your office asking you for help. You want them to rely on all the team members, not just you!

Ask your employees what they need from you. You may be surprised; many times all they want is feedback.  Here are some easy ways to provide it:

· Short e-mails complimenting them on a specific effort.

· A hand written thank you note.

· A phone call letting them know you noticed their efforts.

If you need to offer constructive criticism, do it face to face, never through an e-mail, note or phone call. Be specific about what needs to be done differently. Soften the criticism with positive comments about other aspects of their work or the difficulty of what they are trying to do.
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