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What’s the difference?
Supervision

MPELRA says you must have authority to undertake a 
majority of the following functions:
• Hiring
• Assignment
• Direction of work of others
• Transfer
• Promotion
• Reward
• Discipline 
• Adjustment of grievances
• Suspension
• Discharge

Leadership
• Accomplishment of a goal through direction of 

human assistants
• Set of behaviors used to help people align 

collective direction
• Ability to guide followers toward a common 

goal/purpose
• The art of motivating others to act toward 

achieving a common objective
• The ability to influence, enable and inspire others



“The quality of your managers and 
team leaders is the single biggest 

factor in your organization’s 
success.”

- Jim Clifton, Gallup CEO

Why?



TOP 10 TECHNIQUES FOR EFFECTIVE LEADERSHIP



#1: Identify your “Main Thing”



#1: Identify your “Main Thing”
What do you mean?
Every leader needs a “main thing” a single, powerful expression of what 
they hope to accomplish.

Identifying your Main Thing, and ensuring all staff understand and are 
held accountable to it, sets leaders apart from supervisors.

Your Main Thing could be a mission statement, values statement, vision 
statement, logo, trinket or something else that resonates.

It should be a unifying message that relates to all and aligns with your 
organization’s overall mission.



#1: Identify your “Main Thing”
How do I do it?
• Take some time for self-reflection/visioning/brainstorming
• Ask your staff
• Ask your peers
• Ask your supervisor
• Do focus groups
• Do a survey
• 1 on 1 discussions
• Ask your coach/mentor
• Ask Human Resources
• Create something and communicate it. Refine it. Keep communicating it. Weave it 

into the fabric of all your systems and processes.





Main Thing Examples



Main Thing Examples



#2: Take Job Descriptions Seriously
What do you mean?
• Job descriptions form the basis for multiple functions and are critically important: 

job postings, discipline decisions, leave accommodation, performance evaluations 
and more.

• Do they strongly reflect your Main Thing?
• Are essential duties accurate?
• Are minimum qualifications accurate?
How do I do it?
• Use resources (staff, HR, peers, ChatGPT, Google) to help you create or update job 

descriptions for you and your staff.
• Job shadow your staff to fully understand duties and qualifications needed.
• Make sure job descriptions have a date and are current (~5 yrs).



Job Description Example



#3: Hire Courageously
What do you mean?
• Each new employee you select shapes the culture and future of your team.
• Who you hire becomes your legacy as a leader.
• Are you selecting the best person to help you achieve your Main Thing? Or clones?



#3: Hire Courageously
Study: Why do newly hired employees fail?
•Coachability
•Emotional Intelligence
•Motivation
•Temperament
•Technical Competence

89%

11%
-Leadership IQ

It’s estimated the cost of a bad hiring decision is at least 30% of the employee’s annual 
salary ($15,000 for a $50k employee!), takes up to a year in additional time and the impact 
on your team’s morale is immeasurable.



#3: Hire Courageously

“If you don’t have a good attitude, we don’t want 
you, no matter how skilled you are.  We can 

change skill levels through training.  We can’t 
change attitude.”

~Herb Kelleher, Southwest Airlines



#3: Hire Courageously

How do I do it?
• Ensure your job descriptions are updated and clearly reflect your Main Thing
• Cast a wide net and interview as many people as possible
• Use a blind approach as often as possible
• Consider hiring a lower-level position and “building” future employees
• Use a representative panel to help you evaluate candidates, avoid groupthink
• Try not to value “related experience” so highly
• Ask questions about behaviors that support your Main Thing



Example: Writing a Good Interview Question

1. Identify 4-5 characteristics needed to be successful to perform job description 
duties and support your Main Thing. 

2. Create answer guidelines for good/bad responses to help you distinguish the 
candidates.

3. Ask the question open-ended, don’t lead them to a specific place.
• “Tell me about a mistake you made, and how you fixed it.”

4. Never ask hypothetical questions.
• “What would you do if a customer was upset about their water bill?”

5. Leave it hanging, be OK with silence.
6. Follow up/prompt if necessary



Example: Writing a Good Interview Question
Characteristic Needed:  We need someone who can handle conflict.

“Could you tell me about a time you faced opposition on a project you were working on?”

Warning Signs: gave up, complains about organization or co-workers, did not ask for 
help/assistance, blames others, can’t think of anything

Positive Signals:  learned from the experience, willing to be flexible, listened to other 
ideas, built relationships, tried new methods of communication, detailed explanation of 
thought process



Practice: Write a Good Interview Question
Characteristic Needed:  

Interview Question:
“Could you tell me about a time _____________________________________________?”

Warning Signs:

Positive Signals:



#4: Develop People
What do you mean?
• The best leaders are preparing others to take over their jobs.
• Get to know your staff and learn what their career ambitions are. Make it your mission to help 

them achieve them.
• Don’t forget to provide yourself with growth and development also

How do I do it?
• Create an onboarding program that eases a new hire into your team and sets them up for success.  

Start before their first day and then provide a 2-week schedule on Day 1. Use the job description 
as a guide.

• Share information. Often. In multiple formats. Reinforce your Main Thing.
• Delegate and cede power. Give stretch assignments.
• Serve as a mentor and sponsor to others, especially nontraditional employees.



#4: Develop People



#5: MBWA
What do you mean?
• MBWA = Management by Walking Around
• The goal is to build relationships and trust, and understand what’s really going on
• You’ll improve your approachability and relatability, which fosters good morale
• Use MBWA as an opportunity to reinforce your Main Thing (and you’ll also get a better 

understanding of responsibilities for job descriptions, characteristics needed to write good 
interview questions to make better hires and ideas for staff development.)

How do I do it?
• At least once per year (preferably more as you build trust), job shadow someone
• At least once per month, do a 1:1 with each of your direct reports
• Daily, say hello and check in with co-workers
• Don’t say in email what could be said just as effectively in person



#5: MBWA
Practical tips for effective MBWA:
• Start slow to avoid mistrust
• Be sincere and actually listen!
• Schedule it into your calendar so you don’t procrastinate
• Organize events to share information and celebrate together

• Potlucks
• Oscars or SuperBowl 
• Birthdays, anniversaries, weddings, babies or other special events
• Annual meetings
• State of the City



#6: Constant Feedback
What do you mean?
• Regular and ongoing feedback is the most important (and least common) component of 

effective performance management for leaders.
• Giving and receiving effective feedback sets good leaders apart from supervisors.
• Feedback can be used to correct behavior/performance, reward employees, support 

training and development plans, reinforce your Main Thing and does all the work of your 
annual performance evaluation. 

How do I do it?
• As part of your MBWA, share your observations (good and bad). Ask for feedback on 

yourself.
• Make feedback (like MBWA) part of your culture so that it builds trust.
• Millennials/Gen Z are typically most hungry for constant feedback.



#6: Constant Feedback
Practical tip for effective feedback: Keep excel spreadsheet, OneNote or email folder 
and put weekly entry for employees of noteworthy items.  



#7: Give appropriate attention to 
performance evaluations

What do you mean?
• Performance evaluations are an important 

documentation tool, but they are only one 
small part of an overall performance 
management cycle.

• Do them regularly and put thought into 
them, but don’t consider them to be the 
only or best way of providing performance 
feedback to your employee.

• Not doing performance evaluations hurts 
the morale of your highest performers.



#7: Give appropriate attention to 
performance evaluations

How do I do it in 4 easy steps?
1. Give employee a self evaluation form and ask them for their input on their accomplishments, 

challenges, career ambitions and supervisor feedback.
2. Provide high level re-stating of employee’s accomplishments, taken from your feedback log (relate 

to job desc and Main Thing)
3. Provide high level re-stating of areas in need of correction/focus, taken from your feedback log 

(relate to job desc and Main Thing)
4. Mutually set work goals for the next year (focus on Main Thing and employee development)

• Use a form approved by your supervisor/HR
• If numerical ratings are required, use them (but if not, don’t!). Focus on good, clear, effective 

narrative feedback that’s useful to the employee.
• Give examples whenever possible and explain WHY and HOW it connects to your Main Thing.



#7: Give appropriate attention to 
performance evaluations

Don’t forget that behavior is equally as important to overall performance as technical 
competence.
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Unacceptable 
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“Bless Your Heart”?
?

?
Unacceptable 
performance
“Talented Terror”?



#7: Give appropriate attention to 
performance evaluations

Never, ever give someone information for the first time during a performance evaluation. It 
should simply be a re-stating of the continuous feedback you’ve given (and documented in 
your feedback log) throughout the past year. NO SURPRISES!



#8: Hold People Accountable 
What do you mean?
• Most people assume accountability = discipline.
• In fact, it’s much more powerful to use other means of corrective action if you’re 

proactive and consistent.
• Rethink accountability as keeping people on the right path (guidance) instead of 

discipline (punishment). 



Corrective Action

Coaching

Counseling



#8: Hold People Accountable 
How do I do it? COACHING
• Develop a coaching culture.  This is basically Tip #6 (Constant Feedback)
• Like an athletic coach, provide constant and immediate correction, clarification, 

encouragement/praise, motivation and feedback
• Provide clarity in roles, tasks, outcomes expected (Main Thing and job desc)
• Provide access to tools and equipment needed
• Provide training as needed (development)
• Be repetitive and consistent
• Immediate communication and correction when behaviors don’t match 

expectations.
• Document all coaching in your weekly feedback log



#8: Hold People Accountable 
How do I do it? COUNSELING
• If correction is still needed after good coaching, proceed to counseling.
• Seek to understand broader reasons underlying problematic behavior.
• Meet and ask questions – why is employee not able to stay on the successful path?  
• “Are you unwilling or unable to do what I need?”
• Ensure coaching message has been received.
• Put burden of change on employee, not supervisor.
• Encourage employee to creatively develop solutions to their own problem.
• Get commitment from employee and follow up later.
• Be careful here – get HR involved if you get more info than you know what to do with.  Avoid 

diagnosing, assuming, or speculating about why – let employee figure it out.
• Always have EAP handouts available.
• Document in your notes the details of this meeting and follow up to employee with email.





#8: Hold People Accountable 
How do I do it? DISCIPLINE
• If correction is still needed after good coaching and counseling, you may need to 

discipline the employee.  Never do this without HR assistance.
• HR will help you determine if you have “just cause” for discipline:
1. Was the rule or standard violated known by the employee?
2. Was employee given advance notice that violation would result in discipline?

3. Was the rule or standard reasonable and job related?
4. Did investigation show employee did violate the rule or standard?
5. Was investigation fair and objective?

6. Has discipline for violation been enforced equally without discrimination?
7. Was level of discipline reasonably related to the seriousness of the offense?



#8: Hold People Accountable 
How do I do it? DISCIPLINE
• Discipline typically comes in the following formats:

• Oral reprimand (documented)
• Written reprimand
• Suspension (unpaid)
• Demotion/transfer
• Termination

• “Progressive” discipline means you use increasingly severe consequences when an 
employee fails to correct a problem after being given an opportunity to do so.

• However, you can and should impose discipline at any level depending on the severity 
of the behavior.

• Performance Improvement Plans (PIPs) are another tool you can use to improve 
performance. Always work with HR when implementing.





#9: Be Generous with Praise/Recognition
What do you mean?
• Recognition and appreciation are powerful and underused tools to attract, engage 

and retain high performing talent.
• It’s most critical for Gen Z and Millennials who now make up the majority of the 

workforce.
• “Nearly four in 10 employees in the youngest generation prefer to be 

recognized by their manager at least a few times a week. Still, only about a 
quarter actually receive recognition at this frequency.” (Forbes)

• Recognition and appreciation does not mean more pay or bonuses. Researchers at 
Gallup found that money ranked fourth on the list of top five reasons employees 
quit their jobs. Money is ranked higher among disengaged workers and those who 
feel unvalued by their employer.



Corrective Action

Coaching

Counseling

Recognition



#9: Be Generous with Praise/Recognition
How do I do it?
• Get to know your employees and find out what motivates them (hint: ask during 

MBWA)
• Figure out how to present recognition (one size does not fit all)
• Use recognition to move staff to your desired outcomes/behaviors (Main Thing)
• Think bigger. True recognition is more than a pay raise. Consider how to:

• Ensure staff feel their work is appreciated
• Show how their work impacts organizational goals
• Allow employees to use their unique skills and creativity, tie success to those attributes
• Give challenging assignments to increase skills and pride in accomplishments
• Provide a sense of belonging and opportunities to build relationships

• Document words of praise in your feedback log and transfer them to the annual 
performance evaluation.



#9: Be Generous with Praise/Recognition
SUGGESTIONS/EXAMPLES
• Verbal words of praise (sincere and timely), 

delivered appropriately
• Emails/cards
• Mention in organizational communication, 

newsletter or social media
• LinkedIn recommendation
• Food – coffee, pizza, potlucks
• Training opportunities
• Information/Communication

• Acknowledging experience, years of service
• Acknowledge new hires, birthdays, 

anniversaries, babies, weddings, graduations
• Mentorship/sponsorship
• Job shadowing
• Flexibility or greater autonomy
• Stretch assignments
• Traveling trophy
• Silly/fun events (Oscars)



#10: Consistency is Key
How do I do it?
• Follow these rules regularly and consistently over time to build trust and comfort 

with your leadership expectations and style.
• You’ll reinforce the culture you’re trying to build with your Main Thing.
• Holding everyone to the same expectations and maintaining accountability 

reduces bias and concerns about favoritism or discrimination.
• Ask others for feedback to make sure you’re being consistent.
• Get a mentor or sponsor to grow and develop your own skills in consistency.
• Use your Human Resources staff. They are your friend, and experts. They have the 

big picture view of the organization and can give perspective.



Summary: Top 10 Leadership Techniques
 #1: Figure out your Main Thing.
 #2: Create/maintain job descriptions.
 #3: Put time into hiring processes and hire courageously.
 #4: Make sure you’re providing opportunities to learn, grow and succeed.
 #5: Get out of your office and build relationships!
 #6: Give regular and ongoing feedback and keep written documentation of it.
 #7: Provide timely performance evaluations with no surprises.
 #8: Hold people accountable with coaching/counseling and discipline if necessary.
 #9: Be generous with praise and recognition.
 #10: Consistency is key



Questions?

Thank you for your time and participation today!
atimpone@plymouthmn.gov 

Connect with me if you have questions!

mailto:atimpone@plymouthmn.gov
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