Universal Leadership Skills

INTRODUCTION & OVERVIEW OF THE THREE DAYS

Many people become leaders by accident - often because they were good at their last job and were
promoted to a position where they became responsible for people. Often leaders are launched on
unsuspecting followers with little or no leadership training. Yet, strangely enough, if you look in the
business section of any bookshop, you will see shelves full of books about leadership.

Universal Leadership Skills cuts through all the hype. You will consider your existing leadership styles
and practices and learn tried-and-tested models and skills to help you improve. The course combines
education about the ideas and philosophies underpinning leadership with highly practical techniques
that can be applied immediately back in the workplace.

Every leader should remember that it is YOU your people talk about in the pub with their colleagues
and around the dinner table with their families when they get home. What would you like them to say
about you as their boss?

WHO SHOULD ATTEND?

o Anyone who leads a team at a managerial level

Universal Leadership Skills is not just for new or inexperienced leaders. Many previous attendees have
been leading teams for many years and still found the course invaluable.

This is not a course for junior managers. There are lots of practical, real-life exercises so people who
do not line manage a team should not attend.
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Universal Leadership Skills

THE UIMPROVE LEADERSHIP FRAMEWORK

The course is based around the core model of the UIMPROVE Leadership Framework. This has been
developed to address some common truths about leadership.

Most people become leaders by accident

....normally because they were good at their last job. When you are at school and your teacher asks
you what you want to be when you grow up, the answer is normally "a nurse”, "a lawyer" or "an engine
driver". If you are good enough at your job, it's not unusual to be promoted and, with promotion, often
comes the responsibility of managing staff.

Leaders are often unleashed on an unsuspecting world without training

Whereas you would not be allowed to look after a patient, go to court or drive a train without the
necessary training, it is not at all unusual to find leaders who have not had a single day of leadership
training in their lives. However leadership requires a defined set of skills as much as any other job.

When people hear the term 'leadership’, they think 'General Custer’

Many people think that 'leadership' is something intangible often closely linked to personality or
charisma. The UIMPROVE Leadership Framework is based on the belief that the attributes of an
excellent leader are not something you are born with - they are a set of skills that can be learned and
adopted. The framework consists of six elements required for effective leadership.

Leading
Projects

The
UIMPROVE
Leadership
Framework

Leading
Routine
Operation

Leading
People
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Universal Leadership Skills

SESSION-BY-SESSION OVERVIEW - DAY ONE

What you already know about leadership
To get us going, we will start with an exercise in small groups to explore what ideas people have come
across in the past, what they think the differences are between managing and leading and why
leadership is important.
Leadership and management - the background to the ideas
A lecurette that includes:
o Where the ideas come from
Early thinkers - Taylor, Gilbreth, Gantt - the early 20th century
People thinkers - Lewin, McGregor, Herzberg - the mid 20th century
o Why leadership is needed
. The difference between leadership and management
...and the difference between management and supervision
Leadership behaviours - leaders | have known and loved
An exercise in small groups where we start to explore what it is that leaders actually do. You will reflect
upon people you have worked for in the past and then follow a structured remit to identify what these
people did and didn't do to make them effective, ineffective, liked and disliked.
Motivation
As a consultancy, it is not unusual for the UIC to be asked for help in motivating individuals and teams.

Most of the time we tell people not to bother. If you'd like to know why and what we suggest instead,
this session will give you the answer and includes:

. The difference between intrinsic and extrinsic motivation
. How a leader can motivate people
. Satisfiers and dissatisfiers in the workplace

...followed by a practical exercise to identify satisfiers and dissatisfiers for the people who work for you.

Functional Leadership

This model has been around for a long time and is a basic building block in leadership practice. The
model identifies three elements - task, team and individual. Participants complete a self-assessment
guestionnaire to establish where their current leadership preferences lie. We will then use the model to
decide if your balance between the three areas is right and decide what to do to maximise
effectiveness in each area.
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Universal Leadership Skills

SESSION-BY-SESSION OVERVIEW - DAY TWO

Flexible Leadership

We now build upon the ideas of leadership style and put the idea that 'one style fits all' in the dustbin.
After this session, if anyone ever asks you what your leadership style is, you will always answer "it
depends™. The basis of the Flexible Leadership model is that when you are leading an individual you
need to adopt a leadership style based on the ability and competence of that individual and the nature
of the task in hand. We will examine the resulting leadership styles and match these to your own real-
life situations. Then we will identify the actions associated with each.

Taking a broader view - contributions from the quality movement

The quality movement in management is often seen solely from a perspective of projects, tools and
techniques and training the workers. What is sometimes missed is that it has also redefined the job of a
manager and that redefinition is all about leadership - of people, processes and projects. This session
will explore the thinking behind the doing - what makes quality leadership different and the
consequences on how leaders lead in practice.

Leading routine operation

All day-to-day work is carried out through processes. Some of these happen many times in one day,
some happen once a year, some are well documented and understood, some are not, some are
carried out exactly the same way by a variety of people, some depend on who is there at that particular
time. One of the jobs of a leader is to understand and improve processes with the help of the people
working in them. We will have a look at how to measure the performance of your processes and involve
your people in improving them.

Leading projects

Traditional project management training focuses on either 'doing' or 'controlling' projects. Our
experience has shown that 85% of projects run into trouble, not because of either of these, but
because of their 'steering’ and ‘championing'. In this session we will examine the difference between
steering, championing and doing. We will examine remits, choosing the right Project Leader, pre-
project meetings, what level of support and involvement is required and so on. Again we will spend
some time looking at your own real-life situations and applying what you have learned to these.
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Universal Leadership Skills

SESSION-BY-SESSION OVERVIEW - DAY THREE

Leading people

This is where most leadership courses start but we don't get around to it until day three! This is
because we take a much broader view of leadership. How you lead individuals is only one aspect of the
much bigger picture. We will introduce a series of key principles for leading people. We will also
provide a person-by-person checklist to help you understand the people who work for you. Finally we
will do some work around how to structure a 1-to-1 and performance appraisals.

Leading your team

This session is about leading your team as a group. We will have a look at when to promote individual
effort and when to use the team collectively. We will also have a look at team meetings and briefings
and how to maximise the use of this time.

Leading your boss and your peers

We will start off with an examination of the similarities and differences between these and managing
your direct reports. Then we will cover the most effective means of increasing your influence along with
checklists of exactly what to do and what not to do.

Closing exercise

As you can see, we will have covered a lot of ground by now. The closing exercise will ensure you

have the opportunity to reflect back on what you have learned and identify what you are going to do
next week, next month & next year.

SUPPORT MATERIALS

Each participant will receive our comprehensive Universal Leadership Skills manual containing full
details of every session.
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