Facilitator’s Guide
The Three Signs of a Miserable Job
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This guide is designed to help managers facilitate a cascading management training session on the model from the book The Three Signs of a Miserable Job.  While a “script” has been provided (as shown in italics), it is not intended to be read.  Rather, you should use the language to remind yourself of how the process works, and you’re encouraged to add more detailed instructions or further descriptions.  Please refer to your Companion Guide for more details when needed.

Purpose of Session
To introduce other managers to the model from the Three Signs, and work with them to plan how to implement the model with their front line employees and direct reports.
Room Set-up
Television or projector with DVD player, 1 easel with flip chart or white board for discussion notes.
Seating
Managers should be seated at a conference table, or in a round set-up conducive for group discussion. 
Timing
This session is designed to take approximately 4 hours with a break.  Please pace yourself accordingly.

Section 1:  Video Introduction (5 min.)
Provide an overview of the next few hours to the group – be sure to emphasize how important this process is to the company, and to you…

Over the course of the next few hours, I’m going to present to you a model based on the book The Three Signs of a Miserable Job by best-selling author Patrick Lencioni.  While the title of the book may seem humorous, the content of it is critical for us as leaders to ensure we help our employees to be as successful as possible.
I take this very seriously and think this work can have an immediate impact on how committed our employees are, which has a direct correlation to how our customers are served.
We’re going to start off viewing a video of the author describing the Three Signs and the responsibility we have, as managers, to ensure they are avoided.  Then, we’ll discuss how to apply it within our organization.

Please feel free to ask any questions that come up and I’ll do my best to answer them.  I’d like to make our time here as interactive and productive as possible.
Section 2:  Viewing of Video and Reaction (55 min.)
Prepare to show the video…

Let’s now hear from Patrick Lencioni as he describes his model.
Play the Video.  

Once the video is complete, ask the group for their initial reactions.  Capture any critical ideas or questions that need to be addressed on the flipchart.
What is your initial reaction to the video?  Does the model make sense?  Have any of you ever been in a Miserable Job that you would like to share with the group?

Section 3:  Self-Diagnosis and Discussion (60 min.)
Ask each leader to consider their personal strengths and weaknesses with respect to the Three Signs.  Then, have them pair up and discuss them.
Break up into groups of 2 or 3, and with your smaller group force rank your ability to manage with the Three Signs in mind –which are you best at managing for, next best, and worst.

Once you have done that, discuss why you think that might be the case for you.

Transition the group to taking the self-assessment and discussing the results.  Ask the group to take the self-assessment on page 4 of the Manager’s Workbook and discuss the results.

Now that you have discussed your strengths at a high-level, I’d like you to take a short assessment to give you more specific feedback on your skills in managing against the Three Signs.
Please turn to Page 4 in your Manager’s Workbook and take the assessment.  You can score it on the following page.

Once you see everyone has completed scoring the assessment, it is time to solicit their feedback.  Be sure to draw everyone out during this conversation.  It may be useful to write down each person’s score for each sign on the board to spot any trends.
How did you score?  Let’s go around the room and see how everyone sees themselves with respect to the signs.

Now, let’s break into your small groups again.  Within that group, discuss why you think you scored the way you did.  Why do you think one is a strength and one is a weakness?
Bring the whole group back together to see if any trends exist.

Having discussed this within your small group, do you see any trends that might be present in our organization?  If so, do you have any theories as to why that might be the case?

Now, you want to shift the discussion to how people might deal with a weakness.  Ask the group for ideas, and capture these on the flip chart.

In order to help those of us that might not be particularly strong at managing against these signs, does anyone have any suggestions on how to best address the anonymity question (getting to know our people)?  the relevance question (why their job matters)?  the immeasurement one (how to track your own performance)?
Once you’ve wrapped up this discussion, you should be about 2 hours into the session.  Give the group a 15 minute break.

Let’s take a short 15 minute break.  When we come back, we’ll each be creating specific plans on how to address the Three Signs with our staff.
Break – 15 min.
Section 4:  Personal Planning (60 min.)
Transition the group to planning how to address the Three Signs with their employees, and completing the Anti-Misery Worksheets for each of them.
Now that we all have a better sense for where we stand personally with respect to the Three Signs, the remaining time we have together is dedicated to give us an opportunity to make specific plans for each of the and direct reports on our teams.
For the next 45-60 min. have each Manager fill out the forms starting on Page 7 in your Manager’s Workbook.  Be sure they really take the time to be thoughtful, and set specific actions that will help with their people.

Over the next hour, we’re each going to be planning specific actions on how best to address the Three Signs with our employees.  I encourage you to use this time, as the work we do today can truly impact our employees in very meaningful and significant ways.
To get started, complete the Team Profile on Page 9.  This will give you a snapshot of where you see each of your employees with respect to the Three Signs.  Once you have done that, fill out one Anti-Misery worksheet for each of them – these start on Page 11.  Use the directions on Page 7 to give you a sense for what to consider specifically – you should do something of an “as-is” assessment, and then identify what actions on your part will help to address any gaps.
As you get into the details of the Relevance and Measurement pieces, refer back to our earlier discussion.
Give your group plenty of time to think through each person on their staff.  And, roam the room to provide insight and answer questions. 
Section 5:  Group Coaching (25 min.)
To validate the actions each Manager has committed to, ask them to pair up and discuss the specific actions they have planned for each of their employees.

At this point, I’d like you to each select one other person to partner with and share with them the plans you have developed for each individual.  As you hear the plans, please provide feedback and coaching as to how they might be more effective.  Take about 10 minutes each to run through all of the worksheets you completed.

Section 6:  Next Steps and Personal Commitments (20 min.)
Once you feel everyone is comfortable with their specific plans, set the expectations for them meeting with their people, and conclude the session.

Please turn to Page 21 in your Manager’s Workbook.  Note the next steps in this process.  What we are doing here is not rocket science, it’s pretty simple.  But, it can have an incredible effect on our company, our employees, their families and the lives of our customers.  At this point, it is up to you to ensure you follow through on the commitments you have made today.
Plan time to sit down with each of your people in the next month and discuss what we’ve reviewed today, and work with them to understand the relevance of their job and the appropriate measurement items.  The more you can engage them in a discussion around these items, the more likely you are to get their buy-in and commitment.  If you just give them the answer, it’s much less likely they’ll really follow-through.

Once you have had that initial conversation with them, you need to make reviewing progress on it a regular part of your discussions – just as I will be doing with you.  If we all hold each other accountable to doing this, I know we can get it done.
See if there are any final questions that need to be answered – either about the model, or the expectations you have of them as managers.

Before we conclude our time today, are their any other questions I can answer?  Or, does anyone have any thoughts they would like to share with the rest of the branch?
Thank them, and conclude the session.
Thanks for your time and participation today.  Don’t hesitate to let me know how I can help you with any of this.
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