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So what are the habits
(dysfunctions)?

* Habit #1: Refusing To Make Decisions

* Habit #2: Not Doing What You Say You Will Do

* Habit #3: Not Doing What You Know You Should Be Doing
* Habit #4: Avoiding Responsibility

* Habit #5: Passive Aggressive Behavior

* Habit #6: Playing The Victim

* Habit #7: Resume Building

Y

Lots of Bonus Material (in the purchased training program)



Inspiration... or what the?

#1:

H2:

#3:

#4:

Refusing to make a decision #5: Passive/aggressive behavior:

* how often is the ﬁinished product of a meeting "let's have * badmouth direct reports or the boss when they're not around

anot.h(.ar meeting” * insecure leaders

) Env\./lll.lngl to accept risk ) * no direct feedback, good or bad

*  “This isn't the right time « instructions are vague

* ask fo.r r.nor.e data * critical of unimportant things

* from living in the very short term  hoarding of knowledge or information
Not doing what you say you will do #6: Playing the victim

* cutting bait on a promise * be willing to be the bearer of bad news, “this is what we’re

* don't be a phony Eoing to do” not “You're not going to like this, but we have to

* questions one's credibility in the long run ecause the boss said so.” Big difference.

) ) * common in junior leaders, particularly those promoted out of

Not doing what you know you should be doing the workgroup they now lead

* basic leadership tasks and higher order leadership: .
* strategic planning

» performance measurement/monitoring .
e checking in with the team .

* maintain morale

Avoiding responsibility:
* notmy job
* ignoring basic problems

basic motivation is that everyone wants to be liked and it's easy,
in the moment, to blame "the boss" for unpopular instructions,
policies, etc.

critical to earning the trust of employees; increases insecurity

Niccolo Machiavelli advised, “Princes should delegate to others
the enactment of unpopular measures and keep in their own
hands the means of winning favors.” Good for a would-be
‘prince’, but bad for a leader.

#7: Resume building

thinking we are indispensable

empire building, even if it doesn't make sense. Bigger for the
sake of bigger, not necessarily better

not in the best interests of the organization or community

"it's hard to get a man to understand something when his salary
depends on his not understanding it."



Not Doing
What You Know
You Should Be Doing

#3 of the 7 Habits of Dysfunctional Leaders

Jim Proce, ICMA-CM, PWLF, MBA




* This is an interesting topic and one
most of us would not admit we have

NOt DOing done
Wh at YOU Know * So, for the sake of this discussion let’s

just assume we are talking about

You ShOU |d Be | people we have observed in another
. organization.
Doing - ldeas? -




Passive resistance

Procrastination

The Not Over-commitment
DOing What Mediocre work product
You Know Prioritization

You Should Execution

Be Doing List Planning

Evaluating

Celebrating



THIS PROJECT THIS IS NOT | AM REALLY BUSY
ASSIGNMENT OR WORTHY OF MY ON OTHER

Pa SS |Ve TASK IS DUMB TIME PRIORITIES
Resistance

2\

HE WON'T IF ITS REALLY
REMEMBER, SO | IMPORTANT HE'LL
WON’'T ASK ME AGAIN



B ette r GET CLARIFICATION ON SET SPECIFIC EXPLAIN YOUR
DELIVERABLES EXPECTATIONS CHALLENGES

approach to
Passive
Resistance

SEEK AGREEMENT THE ALTERNATIVE
CONSENSUS FOR WON’T LIKELY BE YOUR
COMPROMISE DESIRED OUTCOME



Procrastination

X
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DELIVERY OF BAD NEWS

BAD NEWS DOESN'T GET

ANY BETTER WITH TIME

-

o

%

PROBABLY BEST TO DO THIS

ASAP

Y

/

-

R

/

WORSE

BETTER IF YOU CRAFT THE

STORY AND DELIVER A

POSITIVE SLANT ON A BAD

SITUATION

IN SOME CASES IT MAY GET



Procrastination

®

WAITING UNTIL THE
LAST MOMENT, OR
WORSE YET BEING LATE

s

REPUTATION BUILDING
(IN A BAD WAY)

- &

PROCESS DEPENDENCIES FAILED
INTERRUPTION; DERAILS
OTHERS IN PROCESS

)/
IF YOU’RE IN THIS TRAP GET SOME WINS TO
YOU NEED TO DIG OUT REBUILD



Over-Commitment

This is inadvertent procrastination

When you can’t say no to anyone or anything

When you are involved in too many things

When you are actually good at what you do and
everyone knows it and you get loaded down

When you are otherwise distracted by other
things in your life
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* This is where you do what you should
be doing

* But you just do the bare minimum,
enough to get by, but certainly not your

M Ed iOC e \NO rk best and what is otherwise expected

* Good engineer/bad manager story

Product

* You need to give things your best effort

* At worst get help and enlist others who
may like the undesirable task




Understanding what is important is
Important

If you are busy you need to have
prioritization skills a process and a regiment

Prioritization , | |
Leaving things to chance results in the wrong

things getting done

Make lists, use technology, white board
things



Planning

This is likely the most
obvious

You have think strategically
and predictively

If you are going to need a
tree, you need to plant the
seed today

As a manager or someone
striving to be a manager
you have to think ahead

As a former public works
director | made decisions
for things that may not
occur for years

Those who need the tree
today, failed to plan
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FOLLOW THE PLAN BE PREPARED FOR DO WHAT YOU
CHANGING PROMISED
CONDITIONS

L

PROMISED WHEN LONG WILL THIS GUY?
YOU PROMISED TAKE?

DO WHAT YOU SO TELL ME, HOW HOW DID | FIX THIS



Evaluating

* You should be measuring what you do and evaluating
the results

* Many agencies measure tons of stuff
* Monthly reports that no one reads

* Lets pick no more than a half dozen things that are
important and track those, with a strategy to
overcome a challenge or deficit

* Failed inspections? Good or bad?
* Work orders? Good or bad?




» Debriefing/ after action reports
* What went well?
 What went poorly?
What could we have done better?
What did we learn from this?
What actions do we need to plan for follow up?

Evaluating




* When you do all those other things and good things
happen

e Celebrate
e Show folks you care
* Show folks you notice

Celebrating :

Show folks you are paying attention

 Which lead to one last items | didn’t have on the list




Fostering Relationships-Keys to the Vault

* Strategic Priorities * Tactical Priorities ¢ Operational Priorities
« Community e City Manager’s * Employees
e City Council Office (CEO) * Projects
e Management * Budget * Maintenance
Team/Peers * City Secretary » Expenditures
* Staff * Payroll * Variance Analysis
e Self e Purchasing e Productivity

* Human Resources e Best Practices



Summing it up #3
The Not Doing

What You Know
You Should Be
Doing List

Passive resistance
Procrastination
Over-commitment
Mediocre work product
Prioritization

Planning

Execution

Evaluating

Celebrating

Relationships!



HIABIT #3: DOING WHAT YOU KNOW
YOU SHOULD BE DOING

te: ou do not need to be the top-level administrator to incorporate
many of these tems into your leadership plan. Even as a team leader
you can be consistent about your vision for the team, set clear focus
araas and operational goals for your teamn, etc. While it is certainly nice
for administrators “to do what they know they should do® as
a - If they fail to do so, it doss not negate your ability to use many
of these tools.

s i it to hawe foundational docurnents in place,
HAVE CLEAR that tell your tearm what the pricrities and H1m:tfc5 ae.
EMND GOALS s important that these items align with one another and

are not just there but are pointed to and used on a regular,

even daily basis. These items tearm members to

make decisiors and take cwnership ever theirwork. Some
foundational items rmight include:

a. Clear consistent vision

. Strategic Plan

c. Operational Activities

d. Consistency of Priorities

How do you know if you've reached the cutlined goals if
ASSESS you aren't assessing your work? It is important to assess
both the people you lead and the organization inwhich
you oqarm. u likely are not madmizing your team’s
capabilities or being consistent in words and action i you
are not consistently assessing.
a. Assessment of People
i.  Metiation: What is the motivation level of your team
members T What excites them? What motivates them
to do their job?
il Skill Level
jii. Strengths and Challenge Areas: What do they do
wiall? What are areas of challenge?
fr. Match between job responsbilities and strengths:
Are they in a position that allows them to share their
strengths with the teamn? Do their job responsibilities
extenuate their areas of challenge? If there are no
changes that can oceur in their job responsioilities,
are their inforrmal ways they can share their strengths?
Are there stop gaps that can be put in place, so their
challenge areas are not detrimental to their success
or that of the team?
v Regular parformance feadbackfcoaching

ASSESS

. Team/Departmeant/Organization

I Culture: What is the current culturs of your team?
‘What do you want it to be?

ii. Policies and Procedures: Do the policies and
procedures of the team/department/organization
support the kind of culture youwant to develop?
Make sure you are assessing bothwritten policy
and procedures as wel| as urmritten. Many times,
the urmeritten policies and procedures have greater
impact than these that are "on the books.”

fi. Ervironment: Does the physical ervironment support
the culture you want to areate within your team
This rray b= an area you have little control over if
you are a team leader, but something you should
strongly consider and wiork with your team leaders
on if you are a department or organizational leader.
Ag an example, if collaboration is important, does
your physical erviranment encourage that behavior or
deter it?

. Effectivensss and Alignment: What is the
effectiveness of the abowve ters in creating the
teamn you want? Do these items align with your team

priorities and with the kind of team you want to
develop?

In ordar to celebrate successes, you rmust be sble to identify

when a success has been achieved. It is important to have a

clear definition of what success looks ke with regards to:

a. People: The people on your team and their growth and
contribution.

b. Programs: The programs you overses, including the
alignment of their purpose and impact.

c. Team/Department/Organization: What does success lock

like for your team, organization or department? How do

you know when this unit has been successful?

Queastions to consider:

* [Does sveryons in your organization define success in the
SETIE Wy T

= Are you using all the tools for measwring success that are
available to you?




ssan n) or likely to have meaningful

Identify the
Problem

Select option that addresses
need or issue given major
priorities (time, resources, etc.)

o > B3
A

, Is the outcome risky

) long-term consequences?

v Identify Gather

= 2 Gather Identify Select
) Information ) Options ) Z?:lii?::isoﬂf ) Option ) frf:;d;iﬂ(rﬁ

Do others agree
with selected plan?

Develop implementation
plan with checkpoints ( .
and change matrix.

Review Implement

If you feel concerns raised
- ) are valid, return to
identifying options and

involve others.




Confrontation

. Initiate Contact
Where are good places to inttiate confrontation?
What about bad places?

How many confronters should be included?

Are you the best person to confront?

O ok

. Establish Rapport
* Be authentic and friendly.

*  This step may require more or less time depending on
your relationship.

3. Identify lssua/Problem |
*  Llze "wa” or "|” statements versus “you” statements
* [f the problem is not identified by confrontes, return to

step 2.

4. Problem is Agreed Upon
* [f agreement connot be reached, return to step 2 or 3.

5. Obtain Attainable Commitment

* Provide the person with an opportunity to succeed;
don't set them up to fail.

* Pledge your suppaort.

&. Keep Commitment

# Establish a regular schadule to chedk in together and
evaluate progress.

7. Evaluate Progress/Praise Success

Be a supporter as much as possible!

* Be ready to return to previous steps if success is not
I being achiesed.




Confrontation
Do’s and

Don’ts

L T T

s

= T T T T =

%

=

Confrontation Do's

Confront in private: praiss in public.
Show respect for the person.
Indicate *| care about you.”
Carefully imvahe others.

Fick a canfronter who is respected and admired

by the person being confronted. Sometimes who
confronts is not an option, itis your job as the
supervisor. This may raquire more effort within Step
#2 if you don't have a good relationship with whom
you are confromting.

Condemn the behaviorfaction, not the individual.
Keep to the issue.

Before confronting, get the facts aboutwhat
happened.

Help the person identify the impact and
consaquences of hishar actions
Clearly define repercussions for the act.
Listen to what is being said.

Handle silance appropriataty.

Cool off before confronting.

Tirme the confrontation as close as possible to the
inappropriate behavior.

Be sincers.

Language should reflact that “we have a problem”
rather than “you have a problem.”

Fallow through on any agresmernts made.

Show ernpathy, not syrmpathy.
Be firm in the standards you set.

Confrontation Don'ts

X R X =

Don't attack the individual, physically or otherwise.
Dion't be condescending or sarcastic.
Don't excuss behavion

Don't get trapped by the person’s excuse for his/her
behavior.




Myths of

Confrontation

Myth #1: Confrentation is negative.
Confromttion is marsly 3 meare to facs something -:rmumhmd on, diractly, and

purpassfully. Confronting sormeons is an att a
irirrpb!qmtup-:hlhmmﬂm'!nﬁ rlﬁ'uﬂ:l mgamwpurmuhuutt

ion is assentinly neutral.

Myth #2: Confrentation is synonymeus with conflict.
Wheres confrontation i & neutral eoncest on s face, confiict is defined i3 abe of open,
eftes prakenged fighting; 4 balthe of war of 2 state of disharmeny between incompatibie of
antithetical persose, ideas, of inberests; a dih,

Conflict has 3 chear nisgative cosnolatisn,

p. Myth #3: Confrentation anly occurs when there is conflict.
iswhara soma of the confusion and misunderstanding about comfrontstion sccwrs. Pecpla are socialized
3 avoid condrontation s hen its really conflict they're afraid of. Mot baing direct skt theirwants and desires,
3 'H'Ig'lﬂl!lhmt mw’hngh.td'ntnnﬂtobnmﬂfmﬂtﬂdutiumﬂﬂ:t-m.ptﬂ:ﬂm: n't.'Hw
confromation can't halp but be sscdated wiﬁ:

Myth #4: Confrontation can be awsidad.
Confront akion is inavitable. t's up to you to decida if itwil be constructive or deconstnictive. dn cld
Fram ol fiter TV commercial fexturad a medraric holding a new cilfiker in ons hand and & nuined piston
- assambly inthes other saying, "'fou an pay me now or pay ma brter,” H important issuss and aepa ceations anan't
confronted soonar, ina posiches way, they'l| nesd to b confronted when everything & negative.

Myth #5: There = nothing constructive about confrentation.

Whan confrontation i used as part of & delbarate, mtemtioral, ard systematic approach 1o personnel and
m’:nmnmlpmimny. i is mmensaly coratructive. Confrorting issuas that both partiss o addrass
o & predetermingd and coreistant scheduke is 2 pwrfultnul‘ﬁ:rrq:bcrg Don'Fun:\n with clrity, which helps
mqmnfndhm

Myth #8& Clear communication and consistent follow-up are sasy for leaders.
It shoubd be smpe and straightfarward for beaders 5o om=unicate deary and fllow us consstesthy. Howeve,
st learlers were =ade leaders based on mastery of their craft, net commenicating and faclitating te progress of
thers. Therefine, even sinpe-soundng bises liee co=musicatiog effecthely 2re d Fiuh for sen-peop e-riented
leaders. The cofssructive oenlrontation process i ssnictured o mple concepls ane sally exscated.

Myth #7: Continususly confronting progress is micro-managing.

Whiat paopls commenky :llm:runmlgunrt Ewhat Ken Blanchard calk ssagul maragament. Managers fly in
warrurced, fap their wi 's head, and fly cut again. Peoplewould rather b kft
alona than 1o ba dive-bombs anrﬂ'ml-nn hd: daar dirsction and consiebent |eadership invobemant draw
tha loudzst somplainks. Wa'va known since the Westem Elactric Company's Hawthorna studies of the 19205 that
pacpla work better when maragement ta mﬁ:am wctiva intarast inwhat they'ra doing,

Myth #8: People push back and resent their work being monitored.
Resantment is a drect resul: of unfulfilled axpectations. When peopla ars burdersd with sscessive resp onsibility

and rist granked encugh u.rﬂ'l:\ri:y‘bogptﬂrlrgdmnrd't they'ra set up for a Tl When peopla are mads part
of zatting anpsctations, and realitic Imtm:nfdymﬂwmmgrmwdluthnm mambar, 'E L]
emporwered. The sfforts becoms collaborative 2 ;j-u'hngbomnn:awqtnmm at: work is
bnngmmmmod wd. Rewardad bshavior i repasted bhavior,

I Myth #9: Effective |eadership requires the courage of a lion.

HM’M{EL.:H pwhdlmuﬁfﬂhuummktbn.m:g oomrmitm “ﬁﬂnhmhﬁ

ing reencomplisrce wi agra wp ectations, adjusting sepectations s 2

calebrating progress, they'l ba effective bayond thai widest maginations. Coumsge hes nothing to do with i.
Resabes to Faithfully follow the constnuctive confrontation procass & requined The rest will taks cre of itsslf.

! Myth #10: Confrontation never results in anything pesitive.
Confrontation has spalled the dfferencs betwesn madicrity or obsouriy ard grestness throughout history,
Just ask Halen Kdlker, Bil Walton, and tha stockholders of General Electric. Wara i rot for the unimaginable

of Annia Slbean to corbront Halan Kaller, tha latter weuld hava nvar baeri abk to spaak or writs,

much kss b nominated for a Mobal Prize, Flasketball coach Jobn Wooden had not mn:i.tﬂymdmnm'trt%
his playsrs ab ot tha basics of the garme, thers wouldr't have bean a series uanrnl: LICLA resticnal

ampionship t=ams.




Leaders...

Lead by Example

Act with Honesty & Integrity
Get & Stay Organized
Communicate Effectively
Are Consistent

Empower Others

ATHERS
their teams to
|ICCESS.

inty,

nable and
s, moods

i

Lead by example, your employees
will look to you for model behavior.

Act with engagement, commitment
and responsibility.

Zm\

COMMUNICATE EFFECTIVELY

Good communication is
key to effective leadership.

It is important to communicate in an

honest, diplomatic and straightforward way.

ACT WITH HONESTY & INTEGRITY
Good leaders are authentic and
have integrity.
Honesty and a good moral compass help
to instill trust and a sense of security.

A I VAN
GET AND STAY ORGANIZED
Disorganized leaders set a poor
example for others and are often
reactive rather than proactive.

Organize your workspace for efficiency
and expedience. Walk the talk.

T
g
oy



Resources

* The “dysfunction” videos are available here on the APWA YouTube channel:
* https://youtu.be/flcXUzYQfMk?list=PLbTAQfOhXtkr9EohObJentNleQZnggpsw

* The 7 articles are found here (they are awesome & you should read them!)
* https://www.slideshare.net/JimProceMBAPWLF/apwa-reporter-december-2018-the-7-
habits-of-highly-dystunctional-leaders

. 'rll'he entire program, should you want to get the entire program, can be found
ere:

* https://www.apwa.net/MYAPWA/Events/MyApwa/Apwa Public/Education and Events/Habi
ts of Dystunctional Leaders.aspx
* The 3rd habit presentation can be found here:
e https://www.slideshare.net/JimProceMBAPWLF/not-doing-what-you-know-you-should-be-
doing
* The closing act:
* https://youtu.be/Csk7dZGQtZc



https://youtu.be/flcXUzYQfMk?list=PLbTAQf0hXtkr9Eoh0bJentNleQZnggpsw
https://www.slideshare.net/JimProceMBAPWLF/apwa-reporter-december-2018-the-7-habits-of-highly-dysfunctional-leaders
https://www.apwa.net/MYAPWA/Events/MyApwa/Apwa_Public/Education_and_Events/Habits_of_Dysfunctional_Leaders.aspx
https://www.slideshare.net/JimProceMBAPWLF/not-doing-what-you-know-you-should-be-doing
https://youtu.be/Csk7dZGQtZc

