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By Jonathan Reed, PhD 

#8 The Manager’s Survival Guide 
Five Keys to Guide World-Changing Staff and Projects 

Most managers in world-changing organizations1 are expected to run complex programs, manage 
bright and unconventional employees, and complete their own full-time projects. As far as we know, 
no one has developed a set of management practices to help these managers accomplish these 
ambitious feats. This guide describes our attempt to do so. 

This is the sixth guide in our world-changing management series to help mission-driven leaders and 
managers build more successful and better-funded organizations. It outlines management practices to 
empower employees, develop strong teams, and build successful programs. It also frees managers of 
the most time-consuming managerial responsibilities so they have more time to work on their 
projects.  

This participative management model meets the unique management challenges of local-to-global 
corporations, nonprofit organizations, and public institutions striving to make the world a better 
place. We built it around five management themes that we believe are critical to world-changing 
success: clarity of mission, talent, empowerment, teams, and performance. 

We believe that neither the current plan-organize-lead-control management system nor a more 
hands-off, laissez-faire management approach is appropriate in these organizations. Mission-driven, 
authority-averse employees bristle under command-and-control management systems but, if left to 
their own devices, tend to work on projects that most interest them instead of those crucial to their 
organizations.  

The participative management model described in this guide 
charts a middle path between these two approaches.  

This is the eighth in our Guides and Workbooks Series to help 
world-changing leaders and managers build more successful 
and better-funded organizations. The subjects of our other 
five guides are strategic planning, guiding statements, 
strategic marketing, branding, and leadership.  

They are based on our research and work with organizations 
such as General Electric Medical Systems, Rexnord 
Aerospace, The Nature Conservancy, U.S. Geological Survey, 
and U.S. Agency for International Development; as well as 
smaller organizations. We list our guides at the end of this 
document. 

Five Key Management Themes   
1. Clarify your unit’s mission and how it measures 
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success. To build a successful program, a manager needs to define its mission and measures of 
success. A clear mission enables everyone associated with the program to understand its purpose and 
their role in making it a success.  

Clear measures of success enable managers to assess their direct reports’ performance in making their 
program a success. Although nearly all units and programs in for-profit corporations use “maximizing 
profits” as both their mission and measure of success, most world-changing programs lack anything 
comparable to it. This management theme focuses on the link between the clarity of a program’s focus 
and its success. 

2. Develop your staff’s natural abilities into talents. There is growing evidence that talent, which we 
define as the capacity to excel at something, is more important to job performance than skill, 
experience, or knowledge. When managers understand the natural abilities required to succeed in the 
positions they oversee, fill these positions with the right people, and then help their staff develop their 
natural abilities into talents they excel at—everyone benefits.  

By doing so, employees thrive in their positions, programs are more successful, and managers have 
more time to work on their own projects. Managers who recognize the natural abilities of their direct 
reports, and help them turn those abilities into talents they excel at, report: 1) higher job satisfaction, 
2) fewer management problems, and 3) better-performing units. 

3. Empower and coach your direct reports. This theme combines employee empowerment with 
personal accountability for performance. By setting performance goals for direct reports directly tied 
to their unit’s success, empowering them to achieve their goals, and coaching them to use their natural 
talents to succeed, managers shift their roles from traditional supervisors to performance coaches. 
Through goal setting and empowerment, employees understand what their manager expects of them 
and are encouraged to use their full potential to achieve them.  

4. Build a collaborative and team-based work 
environment. Mission-driven organizations often 
work on complex issues requiring various types of 
expertise. One of the best ways to create a 
collaborative work environment is to split your unit 
into teams. To succeed, teams need to acquire team 
skills. Once the team obtains these skills, the manager 
can set team goals (with team member input), 
empower the team to use its collective talents to 
achieve its goals, and then coach the team to new 
levels of performance. 

Creating and empowering teams is another step managers can take to shift their roles from traditional 
(and overworked) supervisors to performance coaches, thus freeing up more time to work on their 
own projects. If teams improve unit performance, managers may decide to shift more managerial 
responsibilities to teams. One way to do this is to grant them more responsibility for setting individual 
and team performance goals. Building high-performance teams can improve unit performance, 
increase client satisfaction, and reduce a manger’s oversight responsibilities.  

5. Improve your unit’s performance by helping your staff better understand and fulfill their 
clients’ needs, or make advances in their field. The first step of this last theme is to ensure everyone 
in your unit knows its mission and measures of success. Most units serve external clients or process 
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work internally that they pass on to other internal units. In both cases, whoever receives the unit’s 
services or work products are its clients.  

The next step is to ensure that everyone in your unit understands that the unit’s clients determine the 
quality (its fitness for use) of its work, not themselves. This idea may seem illogical to those in your 
unit whom, compared to your clients, are experts in their field. We have found that scientists can have 
a particularly difficult time coming to terms with this idea. Eventually, almost everyone “gets” the idea 
that clients determine quality.     

 Finally, help your direct reports and teams collect information on their clients’ expectations of and 
satisfaction with their products and services. Then help them better meet these expectations by 
showing them how to identify and permanently fix the root causes of client dissatisfaction. Learning 
some of the simple quality improvement tools we introduce later in this guide will help you help your 
staff better understand their clients, improve quality and productivity, lower unit costs, and enhance 
client satisfaction. If your staff make advances in their field, help them accordingly. 

Fig. 1. Participative management model for world-changing organizations  

Theme #2. Help your staff develop their natural abilities into talents
Determine the natural abilities needed to excel in the positions you oversee, 

put people who possess them in those positions, 
and help your sta!  develop their natural abilities into talents.

Theme #3. Empower and coach your direct reports
Set performance goals for your direct reports (with their input), and then help

them discover the best ways to use their talents to achieve their goals. 

Theme #4. Build a collaborative and team-based work environment
Develop an open and collaborative work environment: assign direct reports to teams, 

set team performance goals (with team input), and then help teams 
discover the best way to use their collective talents to achieve their goals.

Theme #5. Improve your unit's performance by helping your staff 
better understand and fulfill their clients' needs, or advance their field 

Theme #1. Clarify your unit's mission and how it measures success
Define your unit's purpose and draft its mission statement. 

Identify its key measures of success that best reflect its performance 
at delivering on its mission, and ensure everyone in your unit understands them.
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Management Theme #1  
Clarify Your Unit’s Purpose and How It Measures Success 

Just as the clarity of one’s mission and clear measures of 
success are hallmarks of successful organizations; they are 
also distinctive features of successful units within 
organizations. They clarify what a unit and its staff need to 
accomplish and enable managers to allocate personnel and 
resources where they’re most needed. 

One of the biggest challenges to guiding a unit or program 
in a world-changing organization is defining and measuring 
its success. Managers in profit-driven companies know that 
improving their organization’s bottom line is their chief 
responsibility and measure of success. Few mission-driven 

managers are so lucky. Not only might their units lack clear measures of success, their organizations 
might be in the same boat.  

As we describe in Guiding Statements Guide: Core Values, Mission, and Vision, many organizations 
that make a difference in the world possess broad mission statements and no measures of success. 
Though managers have little influence over their organization’s mission and measures of success, 
most have the authority to define them for their unit. We define them as: 

A Unit’s Mission Statement. A clear and compelling statement of:  

• Its purpose within the organization—the reason it exists. 

• How it advances the organization’s mission. If its purpose is to serve the organization’s 
clients or process work for other internal units (its internal clients), state whom it serves. If 
its purpose is to make advances in the organization’s field of work, describe the type of 
advances it’s expected to make. 

• What it does—the main ways it fulfills its purpose. 

A Unit’s Measures of Success. The key results that a unit produces to deliver on its mission.  

We recommend that you take one of two participative approaches to defining your unit’s mission and 
measures of success. The “first-draft” approach is to write the first draft of them yourself, and then 
ask for your staff's advice on how to improve them, or replace them with better ones. The “blank-
sheet-of-paper” approach is to collaboratively develop the mission and success measures from 
scratch with your staff. 

The best measures of success pertain to the conditions that determine your unit’s success. These 
conditions are the key drivers of its success. When your unit improves its key drivers of success, it 
advances its mission. A key driver of success in serving your clients, for example, is to understand 
their needs that the unit is a unique or best position to fulfill and then develop the capabilities to 
satisfy those needs better than anyone else.  
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When your unit’s mission and measures of success are in place, you can use them to define its goals. 
Many managers set only annual goals for the individuals and teams they oversee. Though annual goals 
are fine for repetitive tasks and short-term projects, they can lead to shortsighted solutions to long-
term problems. We’ve found it’s better to set three-year goals, along with one- and two-year 
milestones to monitor progress and keep projects on track, for longer-term projects. As with drafting 
your unit’s mission and success measures, ask your staff to participate in setting their unit's goals. 

If you decide to follow our fourth guideline in this guide, you’ll divide your unit into teams. If so, work 
with each team to draft their team charter (more on this later) and goals. Last, collaboratively set each 
of your direct report’s annual and longer-term goals.  

The following figure shows how you can “cascade” responsibility for delivering on your unit’s mission 
from your unit to its teams, and then to each staff member. Whether your unit’s mission is to serve 
others, make advances in your organization’s field, promote a cause, or carry out a set of duties; a clear 
mission statement and measures of success should improve its performance. Developing clear 
measures of success for your unit enables you to set precise and measurable unit goals, and link them 
to teams’ and direct reports’ goals.  
  

Fig. 2. How a unit's mission, measures of success, and goals  
cascade down to the unit's teams and staff 
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Management Theme #2  
Help Your Staff Develop Their Natural Abilities into Talents 

By analyzing decades of surveys and interviews of hundreds of thousands of people, Buckingham & 
Coffman  2 of the Gallup Organization determined that a distinguishing characteristic of successful 
managers is their ability to recognize natural abilities—and 
help their direct reports develop them into talents they can 
excel at. American Heritage Dictionary, the fourth edition, 
defines talent as: 

Talent is a marked innate ability, natural endowment, or 
ability of a superior quality.  

Three types of talents appear to be particularly important in 
work settings: 

What motivates someone. These talents span various spectrums: intrinsic/external rewards, 
helping/competing against others, creating a well-ordered/highly creative work environment, 
internally/externally driven, conforming to/challenging organizational norms. 

How someone thinks and acts. These talents span various spectrums: introvert/extrovert, 
analytical/big-picture thinkers, guarded/self-disclosing, organized/scattered, and 
optimistic/pessimistic. 

How someone feels about and interacts with others. These talents also span various 
spectrums: me/we oriented, open/withdrawn, talkative/quiet, and confident/insecure.  

Although experience, intelligence, and skills are important factors to consider in hiring or 
reassignment decisions, talent appears to be the most important by far. Skills and knowledge can be 
taught; talent cannot. Successful managers place people in positions where they can excel and derive 
deep satisfaction from using their talents.  

Managers who base their hiring or reassignment decisions primarily on an individual’s skills and 
knowledge inadvertently end up with some employees who must rely on their weaknesses to 
accomplish their work. Such hiring and reassignment decisions often lead to poor job performance, 
erosion of employees’ self-esteem, and, occasionally, disgruntled employees demoralizing their 
coworkers with their constant negativity.  

Sending employees who are in the wrong positions to training so they can learn to use their 
weaknesses more effectively is a losing proposition. These individuals cannot acquire the natural 
talents they need to excel in their positions. Avoid this unfortunate situation by basing your hiring and 
reassignment decisions on people’s natural talents instead of solely on their skills, knowledge, and 
experience.  
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Place the Right Person in the Right Position 
Identify the one or two most critical talents needed to excel in a position instead of the traditional 
(and much larger) skill set.  Look for the make-or-break one or two talents required to excel in a 
position. You might start by identifying the key talents of the top performers in similar positions. Ask 
them and their coworkers what one or two talents are required to be a top performer. Secondarily 
consider the skills, knowledge, and experience needed for the position. 

Focus also on what candidates have excelled at before. Prepare hypothetical scenarios before your 
interviews that test whether candidates possess the right talents. Invite employees who will work with 
the person who fills a position or do similar work to take part in interviewing and assessing 
candidates.   

Take Action When Someone Is in the Wrong 
Position 
Deciding whether to reassign or fire an underperforming 
employee is one of the most difficult and stressful decisions a 
manager can make. Hence there’s a natural inclination to ignore 
the problem hoping it resolves itself over time. But instead of 
going away, the problem usually gets worse. When one of your 
direct reports is underperforming, you have the responsibility as 
a manager to address the problem.  

As a manager, your primary duty is to fulfill the responsibilities 
your organization has entrusted to you. You are expected to 
carry out these responsibilities according to your organization’s values and policies. Your performance 
is evaluated largely by the performance of your direct reports. If they are underperforming, you are 
underperforming. It’s your responsibility to address issues of underperformance while treating the 
people you oversee with respect and professionalism. 

To understand why a direct report is underperforming, ask yourself if their job is doable and whether 
they possess the natural talents to succeed in it? If it’s unreasonable to expect anyone to fulfill these 
duties satisfactorily, you obviously need to address this issue first. Numerous quality improvement 
studies have pointed out that poor performance is most often the result of poorly designed work 
processes instead of worker performance. However, most of these studies examined manufacturing 
firms where work-process design plays a more significant role in employee performance than in most 
world-changing organizations. 
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At a minimum, document the performance of your direct reports annually. Quarterly or semiannual 
evaluations, however, give direct reports a more accurate assessment of their performance and 
provide them with more frequent opportunities to address any deficiencies. Document recurring 
instances of poor performance, your discussion with them about their performance issues, the steps 
you want them to take to resolve the issue, and your expectations for improved performance.  

You owe it to your organization, the people you oversee, and yourself to document all serious 
performance issues. Without adequate documentation (letter to file), your future options to address 
underperforming employees will be limited and the situation could backfire on you.  

If you have taken the steps described above and a direct report is still underperforming, then: 

• Reassign the individual to a position in your unit or elsewhere in the organization that 
matches that person’s talents.  

• Change the person’s work responsibilities as much as you can without compromising your 
unit’s performance.  

• Ask the person to resign. If he or she doesn't resign, terminate their employment in a 
professional but compassionate manner. When firing someone, do so quickly. No one benefits 
by dragging it out. You might check with a human resource professional, your professional 
association, or an employment attorney to make sure that you are on a solid legal footing, and 
take the right steps. 
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Management Theme #3 
Empower and Coach Your Direct Reports  

Most employees of mission-driven organizations start their careers with strong aspirations to make a 
difference in the world. Unfortunately, these expectations often fade as uninspiring, bureaucratic work 
environments and managers who lack the knowledge and skills to nurture them grind away. Although 
most people keep plugging away as best they can, their enthusiasm begins to wane after a few years.  

Participative Management  
Probably the best way to rekindle this enthusiasm is 
to stop telling employees what to do and instead 
empower and coach them to use their natural talents 
to reach their full potential. We refer to this as a form 
of participative management. We define 
participative management as encouraging and 
incorporating employee input into decisions about 
their and their unit’s work.  

It covers the spectrum of employee empowerment. 
One might begin by encouraging employees to 
improve how they do their work, next have them 

evaluate their work, and then let them decide what work they do. Then, one could do the same thing 
with teams and a unit. Further along the participative-management spectrum is forming self-
managing teams that have the authority and responsibility to figure out the best way to achieve their 
team goals. At the edge of this side of the spectrum is something that is unusual in the U.S. but not so 
in Europe—employee-run organizations.    

If you think participative management might improve your unit’s performance, here are some 
guidelines to get started: 

• Identity the team’s collective talents and then help the team acquire the skills and knowledge 
they need to build their collect talents into team strengths. If one of your teams has a 
weakness that is critical to its performance, help them manage it. Don’t expect them to turn 
their weaknesses into strengths. If practical, assign someone to the team who fills this gap. 

• With their input, set quarterly, semiannual, or annual performance goals for your direct 
reports. (Consider trying quarterly performance goals and performance reviews on a trial 
basis.) 

• Encourage and coach your direct reports to discover how they can best use their collective 
talents to achieve their performance goals. 

• Acknowledge their achievements.  

• Monitor your direct reports’ performance in a helpful and supportive manner. Don’t use it to 
micromanage them or become an overbearing manager.  
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3A. Help Your Direct Reports Develop Their Natural Abilities into Talents 
Help your direct reports discover and better understand their natural abilities by buying them copies 
of Now Discover your Strengths and encourage them to take Gallup Organization’s online Strengths 
Finder Profiler.3 Each book purchase entitles one person to take this assessment online. 

It identifies an individual’s five signature strengths (clusters of natural abilities, which they call 
talents—and we think is better left as natural abilities), which are insightful to both your direct reports 
and to you as their coach. Gallop defines a strength rather oddly as “the ability to provide consistent, 
near-perfect performance”—which we think is better labeled a talent. 

Once you assign the right people to the positions you oversee, 
help them acquire the skills and knowledge they need to turn 
their natural abilities into talents. By focusing on employees’ 
natural abilities, you acknowledge their positive qualities and 
increase their motivation and job satisfaction. Focusing on their 
weaknesses and their inevitable failures to fix their weakness, in 
contrast, emphasizes their negative qualities and demoralizes 
most people.  

Buckingham and Coffman 4 claim that great managers 
understand that people don’t change, and their weaknesses can 
rarely be fixed—but people can develop their natural abilities 
into talents. If they’re right (and we believe they are), it’s critical 
to hire individuals with the right natural abilities for the job. For 
those people who have the natural abilities to succeed at their 
work but also possess weaknesses that adversely affect their 
performance, help them manage their weaknesses by sending 
them to training or getting them other assistance. Managers 
should neither dwell on nor ignore the shortcomings of their 
direct reports.  
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3B. With Their Input, Set Performance Goals for Your Direct Reports 
The next step to empowering your direct reports is to set their individual performance goals in a 
participative manner. We encourage you to seek your direct reports’ input in setting these goals. As 
they gain experience in their positions, jointly set their performance goals. You might eventually 
delegate this responsibility to individuals who consistently perform at a high level.  

When someone participates in setting their performance goals, that 
person feels more ownership of them. Most individuals become more 
confident and motivated as they achieve increasingly more challenging 
or stretch goals. Whatever degree of participation you choose for setting 
performance goals, remember that you are ultimately responsible for 
your unit’s performance.  

Most employees don’t receive enough feedback from their managers. By 
waiting until the annual performance review ritual, both the manager 
and direct report are often on edge. Furthermore, specific events when a 
direct report excelled or underperformed, which are key elements of a 

meaningful performance review, occurred so long ago that neither the manager nor direct report can 
clearly recollect them.  

Thus, many annual performance reviews revolve around the supervisor’s general impressions of a 
direct report’s performance, which, whether positive or negative, can easily be dismissed as just 
someone’s opinion.  Therefore, we encourage you to consider instituting quarterly or semiannual 
performance reviews on at least a trial basis. If they prove beneficial, make them permanent.  

3C. Coach Your Direct Reports to Help Them Discover How They Can Best Use 
Their Talents to Excel in Their Positions  

Once your direct reports’ desired outcomes are established, empower them by helping each one of 
them discover how best to use their talents to achieve their goals. With this participative approach to 
management, it’s the joint responsibility of you and each of your direct reports to figure out the best 
way for them to achieve their goals. Your job is to coach, not direct, them. As their coach, talk to them 
about what you and they consider to be their greatest talents to excel at their jobs.  

If a direct report identifies the ability to focus their complete attention on solving a problem as their 
primary talent, coach that person in the most productive use of that talent and how to guard against 
its liabilities such as blocking out more pressing needs or isolating themselves. Obviously, you would 
mentor that person differently than someone who identified multitasking as their top talent. You also 
might help your less-experienced direct reports identify several alternative ways to accomplish their 
work, and then encourage them to experiment until they discover what works best for them. 

One particularly effective coaching practice is to share your work experiences with the people you 
coach as well as the unwritten rules and expectations of employees in your organization. But 
scrupulously avoid making any negative comments about particular coworkers or units. Sharing 
insights on how your organization actually works and how to succeed in it is invaluable knowledge to 
the people you oversee.  
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3D. Acknowledge Individual Achievement 
Although most managers know the importance of recognizing and acknowledging the achievements 
of the people they oversee, it bears repeating. Praise specific behaviors and actions that lead to an 
achievement or improvement; avoid flattery (generalized praise) as in, “You’re an excellent employee.” 
It can come off as gratuitous and insincere.  

Offer feedback that produces a jolt of strong positive 
feelings by recognizing a particular job well done. Doing 
so as often as once a week can markedly raise a person’s 
confidence and motivation—but it must be well deserved 
to be sincere. For an added boost, compliment individuals 
within earshot of their peers.  

On the flip side, if you find that one of your direct reports 
rarely warrants a compliment, consider why this is. Does 
this person lack the necessary talent to do his or her job? 
Or is something else going on? You owe it to your unit and 

your organization to investigate and address these problems. Don’t ignore it because you hope the 
problem will resolve itself over time. Performance problems tend to fester, not recede. These types of 
problems seem to come to a head at the worst possible moment. Our advice: deal with them now.  

3E. Monitor Your Direct Reports’ Performance in a Helpful and Supportive 
Manner  

We based the management practices in this guide on the assumption that you don’t have much spare 
time to devote to managing the people you oversee, yet you are responsible for their performance. To 
monitor the performance of each of your direct reports, set up a simple performance tracking system 
(with their input) to assess their progress in reaching their performance goals.  

Make sure each system tracks the right performance measures or indicators instead of those that are 
easiest to measure. Sometimes it’s difficult to measure an employee’s short-term performance in any 
meaningful way. For example, it’s difficult to assess the effect of meetings with major donors or grant 
agency officials until a donation is made or a grant is awarded, both of which could be a long time off, 
if they happen at all. But without such meetings, they might never occur.  

Therefore, you might need to establish performance indicators (indirect measures) to assess 
performance. In this example, positive feedback about a meeting, requests for more information, or 
requests for additional meetings from donors and agency officials would be positive performance 
indicators. Data from even a simple performance measurement system could help many world-
changing organizations. 
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Management Theme #4   
Build a Collaborative and Team-Based Work Environment  

Traditional work units are still the primary organizational unit in most organizations. For a host of 
reasons, many leading corporations have switched to team-based structures. We suggest you do the 
same. Teams are groups of people who work together to achieve a common mission. They foster a 
more open and collaborative work environment than traditional work units.  

We’ve found teams to be flexible and fluid organizational structures that can adapt more quickly to 
changing conditions, provide higher client and employee satisfaction, and boost organization's overall 
performance compared to traditional work units. Besides these and other benefits, teams seem to be 
the best organizational structure for groups of very smart, mission-driven people who need to share 
ideas and work together collaboratively, yet also need to maintain some level of autonomy in their jobs 
to keep their edge. What follows are some guidelines to form and empower teams.  

Guidelines for Establishing and Empowering Teams 
4A. Assign Direct Reports Who Do Similar Work to the Same Team 

The goal of dividing your unit into teams is to create an 
organizational structure that optimizes your group’s 
performance. We’ve found that teams usually increase 
employee performance, job satisfaction, and morale. You 
can either form teams around work functions, programs, or 
clients.  

You might develop several alternative team structures for 
your unit and present them to your unit. Ask your unit to 
evaluate them, and, if they want, design an even better team 
structure for their unit. If your initial team structure isn’t 

producing the results you want, keep experimenting with it until its does.  

We cannot overemphasize the importance of drafting a team charter (mission, members, goals, etc.), 
administrative policy (role of the team within unit and organization, transitioning management 
responsibilities, etc.) and operating procedures (decision-making within the team, team leadership, 
etc.). We describe these documents in this endnote.5  

We’ve found these documents crucial to team success by avoiding a host of serious problems and 
misunderstandings. Once you set up your teams, they should carefully review them and propose 
changes they think should be made to them. If there’s one time to bring in an experienced consultant 
to help your unit, this is it. 
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4B. Help Teams Define Their Mission and Set Goals for Each Team 
Once you’ve assigned your direct reports to teams, help them define their mission and draft a mission 
statement. We prefer a team mission statement to a list of roles and responsibilities because it makes 
the team think through what it’s trying to accomplish. By clarifying the mission of each team, 
everyone will gain a deeper understanding of each team’s purpose and may discover new ways to add 
value to what your unit does.  

Once you and your teams draft team missions and set performance goals, all of you should be on the 
same page regarding each team’s purpose and desired outcomes. See our Guiding Statements Guide 
for tips on reviewing a mission statement.6 

4C. Empower Teams to Devise Their Own Way to Best Achieve Their Goals 
Paralleling the steps outlined above regarding individual empowerment, assist but don’t direct teams 
to find the best way to advance their missions and achieve their goals. Coach teams and team 
members to discover new ways to use their talents and work together more efficiently. As teams begin 
to gel, shift more responsibility and decision-making authority to them.  

How far you go in transferring responsibility to the team and establishing self-managed teams 
depends on many factors, including your organization’s culture and management traditions. For 
example, when a position opens on a team, you might encourage team members to draft the new 
position description; take part or lead candidate interviews; and participate in the hiring decision. If 
performance improves as you shift more management 
responsibilities to them, continue doing it. If performance 
declines or other problems arise as teams try to manage 
themselves, back off a bit if self-management is the 
underlying cause.   

You might start 360° performance reviews in which team 
members and others outside the team evaluate an individual’s 
performance. As a team gains more experience and 
confidence, it may evolve into a self-managed team. If so, your 
role will probably be as a coach and resource to your teams, 
freeing up more of your time to work on your own projects.  
Even with self-managed teams, managers usually retain authority over hiring, firing, disciplinary, and 
promotion decisions.  
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4D. Coach Teams and Help Them Develop Team Skills 
Coach your teams similar to how you coach your direct reports: help them discover the best way to 
use their collective talents to achieve their goals and excel. Again, the key here is to assist but not 
direct them. Although your coaching might include how to raise the talents of individual team 
members, it should focus primarily on improving overall team performance. There is one other 
important thing to know about coaching: stepping in too often to prevent an individual or team from 
failing can promote dependence and hinder team development. To learn, sometimes you have to fail. 

Help teams get the knowledge and skills they need to improve their teamwork. Topics to consider are 
communication and deep listening, conflict resolution, problem-solving, and group decision-making. 
The Team Handbook and People Skills: How to Assert Yourself, Listen to Others and Resolve Conflicts 
are excellent books to read to brush up on these skills; both are in the Bibliography. 

4E. Help Teams to Better Understand Their Work and Monitor Their 
Performance 

As their coach, help teams understand their role in the organization, what’s important to their internal 
or external clients, and how to maintain strong relations with other teams and units in their 
organization. Probably your most important role as a coach is to help teams increase their clients’ 
satisfaction. Sometimes this involves helping them improving their work processes and system, which 
are probably unfamiliar territory to most managers in mission-focused organizations. Step 5 outlines 
some of the key ideas in process improvement and identifies some of the best introductory books on 
this topic.  

Last, develop a simple performance monitoring system for each team tied to their performance goals 
and post it where a team can see it. Encourage teams to visually display their performance results with 
bar graphs, charts, and dashboards instead of tables of numbers. A visual performance tracking system 
enables you and team members to track team performance. 
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Management Theme #5.  
Improve Your Unit’s Performance by Helping Your Staff  

Better Understand and Fulfill Their Clients’ Needs,  
or Make Advances in Their Field  

The mission of most world-changing programs and units is to fulfill their clients’ needs. Their external 
clients could be their organization’s clients (those the organization serves through its mission), major 
funders, or key supporters. Their internal clients are usually other internal units who are recipients of 
their work—their outputs. To increase the satisfaction of your unit’s clients: 

1. Assess their total experience with your unit: what it offers 
(services, products, or programs): their satisfaction with the 
unit’s offerings and its quality, delivery, convenience, cost, 
and options. Also, assess their “customer service” experience 
with your unit and anything else affecting their total client 
experience. Keep in mind; client satisfaction is strongly 
influenced by the other options open to clients, particularly 
from organizations similar to yours.  

2. Identify the key client-satisfaction attributes of your 
products and services.    

3. Improve the attributes that will increase client satisfaction most.  

4. Improve your unit’s internal processes.  

5A. Assess the Satisfaction of Your Unit’s Clients  
Organizations, units, teams, and employees can assess their clients’ satisfaction. The following 
example shows how you can assess your unit’s client satisfaction. Most units within mission-driven 
organizations don’t think of their performance or success in terms of client satisfaction, particularly if 
their clients are other units within their organization.  

Such clients are usually called “internal customers.” Despite whether your clients are external or 
internal, they are the ultimate judges of the quality (fitness for use) of your unit’s work. A key to 
making your unit more successful is instilling a client-satisfaction focus in your direct reports.  

A client assessment can range from having informal discussions with your 
clients to a more systematic external survey conducted by a consultant or 
outside firm, which might include interviews with key clients. You also 
could interview your key clients using a prepared set of questions or 
conduct a client satisfaction survey yourself. The more systematic and 
confidential your assessment, the more useful and accurate the results. 
Systematic assessments have the advantage of being repeated every year or 
two to track client satisfaction. 

Some clients may temper or omit negative responses if an assessment is not 
confidential. Many people don’t like being the bearers of bad news, 
especially if they have developed a close relationship with an organization’s 
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staff. Hiring your consultant or an outside firm to conduct a confidential client assessment is one of 
the best investments you can make in improving your unit’s performance.  

If your unit decides to interview its key clients, prepare a list of interview questions beforehand to 
reduce interviewer bias. If you choose to develop your own external survey, use a mix of numerical 
(e.g., “On a scale of 0-5, rate...”), short-answer, and open-ended questions. Try to compile the results 
within different client categories. Discuss the results and their ramifications with your unit. It’s often 
worth interviewing some clients after digesting survey results to probe more deeply into key issues.  

5B. Identify the Key Client-Satisfaction Attributes of Your Services    
Key client-satisfaction attributes are qualities and features of your 
products and services that have the greatest effect on client 
satisfaction. Rarely are they the minimum standards that a product 
or service must meet. Instead, they are usually the ones that 
distinguish a highly valued product or service from those less 
valued. Therefore, focus on the “vital few” attributes that 
determine client desirability and satisfaction instead of compiling 
a laundry list of positive attributes.  

5C.  Improve the Attributes That Will Most Increase 
Client Satisfaction 

Enhancing their satisfaction might involve improving the quality 
of your existing services or designing new ones, improving how 
your unit delivers them, making them more convenient or 
cheaper, treating clients in a friendlier or more respectful manner, or any number of other things that 
might be make-or-break attributes of your unit’s services. Less evident to most employees of world-
changing organizations would be the need to improve the processes and systems that produce and 
deliver services.  

5D. Improve Your Unit’s Processes That Most Affect Client Satisfaction  
and Your Unit’s Overall Performance 

You may be able to improve your clients’ satisfaction and your organization's overall performance by 
streamlining your unit's key work processes. Work processes consist of inputs, a series of steps that 
add value to inputs, and outputs. The problem with most work processes is they are more complicated 

than they need to be to produce their desired outcomes. Complex 
processes tend to be slow, inefficient, and costly—and churn out 
poor quality results. Unless processes are regularly analyzed and 
simplified, they become complicated and bloated.   

There are many reasons for this. One is that every time an error 
arises, somebody adds new error-detection and correction steps to 
try to prevent it. Another is that many processes were never 
properly designed. When a process spans multiple units, “receiving” 
units often add steps to redo or change the format of the “sending” 
units’ work. The more people or units involved in a process, the 
greater the chances a handoff will be fumbled. As processes grow 
more complex, they consume more of a unit’s resources and 
demoralize its staff. 
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If you suspect that some of your internal processes limit your unit’s performance, quality 
improvement offers a rich source of ideas and tools to streamline your processes and improve your 
clients’ satisfaction. We’ve helped many organizations make huge performance gains by applying 
simple quality improvement ideas and tools. We outline some of these tools below.  

To learn more about quality improvement, we highly recommend reading The Team Handbook and 
The Leader’s Handbook, which provide the best introduction to quality improvement ideas and use of 
basic QI tools. We also recommend reading W. Edward Deming’s classic Out of the Crisis, a 
fascinating description of the basic tenets and practices of QI from its preeminent master. 

 Identify the Processes Responsible for Lowering Client Satisfaction 
Your assessment of client satisfaction should identify which attributes of your unit’s services need to 
be improved. The sources of dissatisfaction can often be identified using simple check sheets to track 

when and under what conditions particular problems occur and 
cause-and-effect (fishbone) diagrams to reveal their root cause. 
For example, a cause-and-effect diagram might identify the 
cause of why fewer clients are using your services.  

Then introduce your unit to the Pareto Principle to focus their 
attention on the vital few processes that account for most of 
your unit’s client-satisfaction problems. The Pareto Principle 
(or 80:20 Rule) states that 80% of problems comes from just 20% 
of causes (the vital few). Once you’ve identified the processes 
hindering your unit’s performance, map and streamline them 
with the following tools. 

Map Key Processes and Workflows 
Workflow diagrams and process flowcharts are simple yet powerful tools to see how work physically 
flows through units or to record all the steps in a process. Such drawings and charts reveal the 
complex, convoluted, and inefficient nature of most work environments and processes.  

Most work environments can be redesigned to reduce the distance that in-process work travels, 
eliminate bottlenecks, shorten processing times, decrease the number of people involved in a process, 
and hence reduce the number of handoffs and fumbles in a process. We’ve seen units and 
organizations make huge gains in performance by just mapping and then streamlining their critical 
processes and workflows.  

The SIPOC work process model shown below helps people to see, often for the first time, just how 
complicated their work processes are. You can learn most of what you need to know to facilitate 
process mapping in a few hours. Begin by visualizing your unit’s key processes as streams of 
interconnected tasks that produce products, services, or internal work products that they transfer to 
other units.  

Most work processes contain five elements: suppliers who provide inputs into the process, which is 
made up of steps or tasks, and the outputs that external or internal “customers” of this process receive. 
This SIPOC model shown below is now the standard way to understand and map work processes. 
Without getting too technical, we should point out that DMAIC’s define-measure-analyze-improve-
control sequence recently incorporated the SIPOC model as a "measure" element of its six sigma 
designation. This process is designed to reduce variation in work processes.   
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Streamline or Completely Redesign Crucial Processes 
Once a team understands the root causes of its client-satisfaction problems, maps its workflow, and 
flowcharts its key processes, it’s ready to streamline or totally redesign (reengineer) its workflow and 
processes. If your workflow and processes are in good shape, consider streamlining them; if they’re a 
mess, redesign them.  

Start by determining what the “customers” of each process want. Next, determine if your suppliers 
understand the inputs you need and then assess the quality of those inputs. Notify your suppliers if 
you experience problems with their input; if they don’t fix the problem, switch suppliers. We’ve 
worked with many units and teams who discovered that most of their problems stemmed from poor 
quality inputs.  

Now identify the minimum number of essential steps in a process. Then identify the fewest tasks 
needed to accomplish each step. Consider if you can eliminate, combine, or consolidate any processes, 
steps, or tasks. Build quality into your processes through high-quality inputs and error-proof steps and 
tasks, and thus avoid the need to waste time and money on error-detection and correction steps. Pay 
particular attention to handoffs between steps because this is where many errors and problems occur.   

The benefits of improving internal processes can be huge. Most people want to take pride in their 
work; quality improvement gives them the tools to do so. When people start to map the work 
processes that have dominated their work lives for years, they begin to see for the first time the root 
causes of their frustrations and then design ways to eliminate them. The results benefit employees, 
their units, and their organization.  

  

Fig. 3. The SIPOC work flow model 

Suppliers Inputs Process Steps Outputs Customers



#8 Guide/Workbook: The Manager’s Survival Guide  © 2017 by Center for World-Changing Organizations 2017-6-14 Page 20 

Help Your Direct Reports Make Advances in Their Field 
Research and Development (R&D) Strategies  
If the success of some or all of your direct reports doesn’t depend on the behavior of a target audience, 
then it’s likely their work involves research and development. We describe the elements of a R&D 
strategy in our Strategic Planning Guide, some of which we present below.   

An R&D strategy makes advances in your field. For world-changing organizations, this usually means 
introducing a new idea or method into your field, but it could be a technological or other type of 
discovery or innovation.  

The following four steps implement an R&D strategy. Your organization might have different steps. 
You’ll notice that, except for the last step, they parallel the steps for an audience strategy. 

1. Target. Choose an emerging idea and method in your field that your organization is in a 
unique or strong position to advance. 

2. Position. Promote your organization’s reputation in funders’ minds as the best organization 
in your field to make the advances you are proposing. 

3. Offerings. Develop compelling proposals and presentations to fund your R&D efforts. 

4. Innovate. Design ingenious ways to make breakthroughs in your field. 

Steps to Execute (Perform) an R&D Strategy 
We believe four steps describe how most strategies are executed. We call them operational steps. 
Though operations aren’t strategic in nature, a poorly designed or performing operational step can 
cripple an otherwise sound strategy. You should review these operational steps with your staff 
involved in R&D. If you or they believe there is a problem with any of them, fix it.  

The following circular flowchart shows the operational steps to execute R&D strategy. The names of 
the steps are generic. If you use this figure to evaluate the operational steps of your unit’s R&D 
process, determine whether they are the right steps. The circular design depicts the repetitive nature 
of operational steps.  

1. RECRUIT 
your organizationÕs 
best sta!  & partners 

to work on your project

2. COMMUNICATE 
regularly with 

leaders & funders about 
your progress & needs

3. PRODUCE 
results that meet 

your milestones & goals

4. DELIVER
what you promised 

on time & share your results

Fig. 4. Operational steps of an R&D strategy 
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CONCLUSION  
The traditional role of a manager as someone whose primary responsibility is to manage people is an 
outdated notion for world-changing organizations. The managers that we work with are incredibly 
busy. Although managing people is one of their lower-priority responsibilities, it is often the most 
challenging and frustrating aspect of their jobs. The management paradigm of plan-organize-lead-
control is disconnected from the workplace realities of mission-driven organizations.  

To both survive and enjoy one’s role as a manager in one of today’s world-changing organizations, 
managers need to shift the responsibility for performance outcomes to the lowest appropriate level. 
This Participative-Management Model for World-Changing Organizations proposes a new set of 
roles for managers. Your first role is as a talent scout. If you can get the right people in the right 
positions, you’re on the way to creating an outstanding unit.  

Your second role is a coach. Once you set performance goals for your direct reports, your job is to help 
them discover the best way they can use their natural talents to excel in their jobs. Your third role is 
team builder—get the right people on the right teams and help them develop team skills. Your last 
role is that of facilitator for performance improvement.      

This approach not only empowers intelligent, mission-driven individuals to use their talents to the 
benefit of their organization, it also frees you from traditional (and, we think, counterproductive) 
management duties so you can concentrate on your own projects. Many individuals in mission-
focused organizations have advanced degrees and many years of professional experience in their fields. 
Empowering them to devise the best way to use their talents to accomplish their work acknowledges 
both their talents and professionalism.  

Lastly, we believe that this management model will help the organizations with the most critical 
missions in the world—advancing science, conserving the environment, improving the human 
condition, and similar endeavors—deliver on their missions.  



#8 Guide/Workbook: The Manager’s Survival Guide  © 2017 by Center for World-Changing Organizations 2017-6-14 Page 22 

BIBLIOGRAPHY 
Systems Thinking 
 Ackoff, Russell. Creating the Corporate Future: Plan or Be Planned For. New York: John Wiley & 

Sons, 1981.  

 Senge, Peter. The Fifth Discipline: The Art & Practice of The Learning Organization. New York: 
Doubleday, 1990. 

 Senge, Peter, Charlotte Roberts, Richard B. Ross, Bryan J. Smith, and Art Kleiner. The Fifth 
Discipline Handbook: Strategy and Tools for Building a Learning Organization. New York: 
Doubleday, 1994. 

Communication Skills 
** Bolton, Robert. People Skills: How to Assert Yourself, Listen to Others, and Resolve Conflicts. New 

York: Simon & Schuster, 1979.  

Leadership and Management  
* Buckingham, Marcus, and Curt Coffman. First, Break All the Rules: What Great Managers Do 

Differently. New York: Simon & Schuster, 1999. 

* Buckingham, Marcus, and Donald Clifton. Now, Discover your Strengths. New York: The Free Press, 
2001.  

** Collins, Jim. Good to Great: Why Some Companies Make the Leap And Others Don't. New York: 
HarperCollins, 2001. 

 Collins, Jim. Good to Great and the Social Sectors: Why Business Thinking Is Not the Answer. 
Boulder, CO: Jim Collins, 2005. 

** Collins, James C., and Jerry I. Porras. Built to Last: Successful Habits of Visionary Companies. New 
York: HarperCollins, 1994.  

* Covey, Stephen R. The Seven Habits of Highly Effective People: Restoring the Character Ethic. New 
York: Simon & Schuster, 1989. 

 Csikszentmihalyi, Mihaly. Good Business: Leadership, Flow, and the Making of Meaning. London: 
Penguin Books, 2003. 

** Deming, W. Edwards. Out of the Crisis. Cambridge, MA: MIT, 1986. 

** Drucker, Peter F. Managing the Non-Profit Organization: Principles and Practices. New York: 
HarperCollins, 1990. 

** Drucker, Peter F. The Effective Executive: The Definitive Guide to Getting the Right Things Done. 
New York: Harper & Row, 1966. 

** Drucker, Peter F. The Essential Drucker: The Best of Sixty Years of Peter Drucker’s Essential Writings 
on Management. New York: HarperCollins, 2001. 



#8 Guide/Workbook: The Manager’s Survival Guide  © 2017 by Center for World-Changing Organizations 2017-6-14 Page 23 

 Hesselbein, Frances, and Rob Johnston. On Mission and Leadership: A Leader-to-Leader Guide. San 
Francisco: Jossey-Bass, 2002. 

** Reed, Jonathan R. Branding Guide: To Stand Out from the Herd. Madison, WI: Center for World-
Changing Organizations, 2017. 

** Reed, Jonathan R. Guiding Statements Guide: Core Values, Mission, and Vision. Madison, WI: 
Center for World-Changing Organizations, 2017. 

** Reed, Jonathan R. Leadership Guide: To Build a More Successful World-Changing Organization. 
Madison, WI: Center for World-Changing Organizations, 2017. 

** Reed, Jonathan R. Strategic Marketing Guide: To Better Understand, Engage, and Serve Those Who 
Determine Your Success. Madison, WI: Center for World-Changing Organizations, 2017. 

**  Reed, Jonathan R. Strategic Marketing Workbook. Madison, WI: Center for World-Changing 
Organizations, 2017. 

** Reed, Jonathan R. Strategic Planning Guide: To Make a Difference in the World. Madison, WI: 
Center for World-Changing Organizations, 2017. 

**  Reed, Jonathan R. Strategic Planning Workbook. Madison, WI: Center for World-Changing 
Organizations, 2017. 

 Robbins, Stephen P. Organizational Behavior. 11th ed. Upper Saddle River, NJ: Pearson Prentice 
Hall, 2005. 

** Scholtes, Peter R, Brian L. Joiner, and Barbara J. Streibel. The Team Handbook. 2nd ed. Madison, 
WI: Joiner Associates Inc., 1996. 

** Scholtes, Peter R. The Leadership Handbook: A Guide to Inspiring your People and Managing the 
Daily Workflow. New York: McGraw-Hill, 1998. 

*      — Recommended 

**   — Highly recommend     

 

 



#8 Guide/Workbook: The Manager’s Survival Guide  © 2017 by Center for World-Changing Organizations 2017-6-14 Page 24 

ENDNOTES 
 
1  World-changing organizations are committed to making the world a better place. They work at 

all geographical scales—from local communities to globally. They are for-profit companies that 
are committed to making a difference in the world, most nonprofit and nongovernmental 
organizations, and many governmental institutions. They work in many fields including science, 
engineering, healthcare, education, conservation, social-sector development, and the arts.   

2  Buckingham and Coffman, First, Break All the Rules.  
3  See https://www.strengthsfinder.com/home.aspx (accessed on 2012-3-4).    
4  Buckingham and Coffman, First, Break All the Rules, 56-62.   

5  Team Charter 
• Statement of why the team was formed.  

• Mission statement–the purpose of the team. 

• Vision statement (optional)–description of the desired future the team will strive to create for 
those it serves and for itself. 

• Team membership. 

• Team performance goals are revised quarterly, semiannually, or annually. Who sets them? 

• Anticipated benefits of the team approach. 

• Technical resources needed by the team. 

   Administrative Policy 
• A description of how the team will function within the unit and organization.  

• Identify the supervisor, manager, or management team that will oversee and monitor its 
activities. 

• Supervisory responsibilities: will it gradually be transferred from the manager to the team 
(and, if so, how), or are there more-or-less clear lines of responsibility between the manager 
and team that are unlikely to change anytime soon? 

• Control and decision-making about how work is carried out on the team: assignments, 
scheduling, process improvements, approval of sick days and vacation, etc. 

• Employee evaluations: who conducts them and how (360® evaluations are well suited to a team 
environment). 

• Financial responsibilities: who approves expenditures? Does the team have a separate annual 
budget? What is the team’s responsibility regarding financial reporting—charging of hours 
and expenses?  

• Hiring decisions: what is the team’s role in drafting position descriptions, participating in or 
leading candidate interview, and the hiring process? 
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   Operating Procedures 

• A short description, prepared by the team, and reviewed by management, about how the team 
will function. 

• Team leadership: who selects the team’s leader, is it a more-or-less a permanent position, or 
will it rotate among a few or all team members? What are the team leader's roles and 
responsibilities (such as preparation and distribution of meeting agendas and minutes)? 

• Other team roles: scribe (note taker), facilitator, etc. 

• Decision-making procedures: options include full-consensus, 80% consensus, majority; 
quorum; discretion of team leader to make decisions without consulting the team, etc.  

• Representation: who represents the team in the organization in different functions—the 
manager or team leader?   

6  Reed, Jonathan R. Guiding Statements Guide: Core Values, Mission, and Vision. Madison, WI: 
Center for World-Changing Organizations, 2017. 
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THE CENTER’S SERVICES AND RESOURCES 

Presentations, Workshops and Training 
• Presentations at leadership meetings, retreats, and annual gatherings to learn about world-

changing ideas and tools—and assess their potential benefits for your organization. 

• Custom workshops on specific topics. For example, our one-day workshop, Discover the Keys 
to Your Organization’s Success, explores the key drivers of your organization’s success and 
how to improve them.   

• Training programs on strategic planning, marketing, and leadership.   

Consulting Services 
We offer a full range of consulting services on all phases of planning, marketing, and leadership 
development—guidance, surveys, design, facilitation, and implementation.  

Resources  
• Our Guides and Workbooks listed below. See our website at www.wcorgs.com for details.  

• Resource packages on planning, marketing, and management for small organizations that 
can’t afford to hire a consultant. Our planning package, for example, includes consultation, 
planning guides and workbooks, internal and external surveys, and step-by-step planning 
process tailored to your organization—all at a very reasonable price. 

Our Leadership Guide Series 
#1 Strategic Planning Guide: To Make a Difference in the World ~35 pages  

#2 Strategic Planning Workbook ~45 pages (not pictured below) 
#3 Guiding Statements Guide: Core Values, Mission, and Vision ~20 pages 
#4 Strategic Marketing Guide: To Better Understand, Engage, and Serve Those  

Who Determine Your Success ~45 pages 
#5 Strategic Marketing Workbook ~45 pages (not pictured below) 

#6 Branding Guide: To Stand Out from the Herd ~25 pages  
#7 Leadership Guide: To Build a More Successful World-Changing Organization ~60 pages  
#8 The Manager’s Survival Guide: Five Keys to Guide World-Changing Staff & Projects ~25 pages 

 


