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Bridge to Leadership
Opening Doors to Immigrants
Ten years ago, Canada was scrambling to find workers as the economy boomed. Opening the doors to skilled
immigrants was the solution. Today, many organizations are looking for individuals to fill leadership roles as the
Boomers retire. Immigrants are again a key solution for the workforce. Funded by Alberta Human Services and
Citizenship and Immigration Canada, AWES’ Bridge to Leadership course is part of that solution to open
leadership doors to immigrants.

Target Audience
Newcomers to Canada who want to build their communication and thinking skills at work and expand their
potential for leading in the workplace.

Length
The full course can be taught over four full days, which would be up to 28 hours face-to-face, or seven hours
per module. Learners may also spend up to three hours online each week preparing for the workshop, which
would be a total of up to 12 hours online and in preparation for individual presentations.

Workshop Content
Module 1 Knowing Self. Understanding Others.
•
•
•

Applying personality type models to workplace teams.
Using clear speech principles.
Presenting information clearly, coherently and concisely in a Canadian workplace.

Module 2 The Leader as Critical Thinker
•
•
•
•
•

Expanding critical thinking skills at work.
Understanding power and influence in a Canadian context.
Using suggestion to get things done.
Communicating processes and procedures.
Building a culture of workplace safety.

Module 3 The Leader as Problem Solver
•
•
•
•
•

Expanding problem solving and decision-making skills at work.
Prioritizing with job-task planning tools.
Using suggestion, opinion, agreement and disagreement to get things done.
Identifying, discussing and eliminating workplace hazards.
Leading daily talks with teams.

Module 4 The Leader as Coach
•
•
•
•
•

Understanding coaching and mentoring.
Using learning styles in the workplace.
Using suggestion, necessity, advice and softeners to get things done.
Giving feedback as a coach, team member and frontline leader.
Giving engaging workplace presentations.
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Successes
The post evaluation process was conducted approximately two months later to gauge if further and sustained
application was occurring. Most participants have been applying the learning into their daily work. Below are
some quotes from supervisors and participants as to how the training has impacted their day-to-day work.
Comments from Participants
“I feel that she has grown in her confidence and ability to present information and has a wider vision of the
differing perspectives and strengths of others as a result of attending this program.”
“It appears she has applied a lot of what she learned through the course. There has been a significant change
from the first time I met her. She is now trying to think more critically when making decisions. She is also
learning how to build a team rather than just do a job.”
“As an immigrant, I gained tremendous information from the course. I can honestly say that I try to utilize the
information gathered with my daily activities not only at work, but with my social network whenever possible.
Now I am armed with the essential skills to a Canadian viewpoint (communication, documentation, writing,
working with others, thinking skills, continuous learning). These skills serve as my foundation to learn new skills;
they boost my morale in adapting to the changes as well as facing the challenges while starting a new life in
Canada.”
“He is using the knowledge he learned to analyze the behavior plans of the clients he works with. He has
become increasingly observant of the client’s behaviour and reporting those behaviours more objectively and
effectively. He is also trying to implement the strategies he learned on a daily basis and in team meetings.”
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Module 1 Knowing Self. Understanding Others.

47

Module 2 The Leader as Critical Thinker

85

Module 3 The Leader as Problem Solver

130 Module 4 The Leader as Coach
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Module 1

Knowing Self. Understanding Others.

Learning Outcomes
At the end of training, you will be able to:
1. Use personality type theory to know self
and understand others, acknowledge
strengths, address gaps, avoid
misunderstandings and maximize
opportunities.
2. Present information more clearly,
concisely and coherently.
3. Speak with more speech clarity.
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SESSION 1 Personality Types

Module 1

Reading Personality Types
Pre-Reading Questions
Briefly think about the following questions before you start to read.
• What do you already know about different personality types?
• Have you ever participated in a personality types workshop or read about types in a magazine or
book?

Introduction
Every human being is unique. Yet, each person is also similar to certain people in specific ways.
Psychology and other social sciences support the idea that people belong to broad personality types, or
groups. These types explain how people live in the world. For example, some people are more
extroverted and therefore working in groups energizes them, while others are more introverted,
preferring to work independently.

Carl Jung’s Typology System
In 1921, Carl Jung1, the famous psychologist, suggested three main human attitudes, each with two
kinds of personality types. Jung’s typology states that each person is a combination of both types (for
example, extroverted and introverted types), but one type will dominate more. Jung’s three main
attitudes and their pairs are explained below. As you read, think about which types describe you more.

1

Adapted from Be a Lifelong Learner (Columbus, OH: McGraw Hill Education, 2012), PDF e-book [19 – 21],
highered.mheducation.com/sites/dl/free/0073375195/881875/Chapter01.pdf, accessed January 2014.
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1. Internal and External Worlds – How people relate to the internal and external world.
Introverts

Extroverts

Being solitary and reflective energizes them.
They often have small, but close groups of
friends. They tend to be more territorial; they
value and protect their personal space and time.
They need that private space to recharge.

Being around people energizes them. They tend to
be outgoing, social and optimistic. They don’t like to
be alone too much.

2. Information – How people perceive and collect information.
Sensors

Intuitives

They learn best from their senses, what they can
touch, taste, feel, see and smell. They like facts
and concrete data. They like to organize
information systematically.

They respond to their intuition, also called a gut
feeling or hunch. They like theories, abstraction,
imagination and speculation.

3. Decisions – How people prefer to make decisions.
Thinkers

Feelers

They like to analyze problems with facts, rational
logic and analysis. They tend to be more
emotionally detached from issues, preferring to
use a systematic evaluation of data and facts to
solve problems.

They are sensitive to the feelings and concerns of
other people. They are more emotionally attached.
They value harmony and don’t like causing conflict.

Myers and Briggs Add the 4th Attitude
Carl Jung’s theory inspired Katherine Briggs and her daughter, Isabel Briggs Myers, to develop a
personality test called the Myers-Briggs Type Indicator (MBTI)2. It has become the most widely known
typological tool in the study of personality. The two women added a fourth attitude, which they felt
was suggested in Jung’s writings. It focuses on how people live, namely as judgers or perceivers.
4. Living – How people live.
Judgers

Perceivers

Like orderly, planned and well-structured
environments.

Prefer flexibility and spontaneity.

2

Adapted from Be a Lifelong Learner (Columbus, OH: McGraw Hill Education, 2012), PDF e-book [19 – 21],
highered.mheducation.com/sites/dl/free/0073375195/881875/Chapter01.pdf, accessed January 2014.
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Key Clarification
• No type is any stronger than its opposite. For example, extroverts are not better than introverts;
sensors do not have more of an advantage in life than intuitives.
• There is no right or wrong type. In fact, each person can display any of these types, depending on
the situation. However, personality theory proposes that one type may tend to dominate more. For
example, an individual will tend to be either a thinker or a feeler when making decisions, but still be
able to operate both analytically and emotionally.

Comprehension Questions
Question 1
What is the definition of each of the MBTI types? Complete the question by dragging each of the types
to its matching definition.
Extrovert (E)

Introvert (I)

Sensor (S)

Intuitive (N)

1. They respond to their gut feeling or hunch. They like theories, abstraction, imagination and
speculation.
2. Being around people energizes them. They tend to be outgoing, social and optimistic. They don’t
like to be alone too much.
3. They learn best from what they can touch, taste, feel, see and smell. They like facts and concrete
data. They like to organize information systematically.
4. Being solitary and reflective energizes them. They often have small, but close groups of friends.
They tend to be more territorial; they value and protect their personal space and time. They need
that private space to recharge.

Question 2
What is the definition of each of the MBTI types? Complete the question by dragging each of the types
to its matching definition.
Thinkers (T)

Feelers (F)

Judger (J)

Perceiver (P)

5. They are sensitive to the feelings and concerns of other people. They are more emotionally
attached. They value harmony and don’t like causing conflict.
6. They like to analyze problems with facts, rational logic and analysis. They tend to be more
emotionally detached from issues, preferring to use a systematic evaluation of data and facts to
solve problems.
7. They like orderly, planned and well-structured environments.
8. They prefer flexibility and spontaneity.
AWES Bridge to Leadership Module 1
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Reading Overview of the Myers-Briggs Type Indicator
The Myers-Briggs Type Indicator (MBTI) organizes personality into four opposite pairs as follows:
Extrovert (E)

……………

Introvert (I)

Sensors (S)

……………

Intuitives (N)

Thinking (T)

……………

Feeling (F)

Judgers (J)

……………

Perceivers (P)

The four pairs result in 16 possible combinations, for example, ENFP.

ISTJ

ISFJ

INFJ

INTJ

The Inspector

The Protector

The Counselor

The Mastermind

ISTP

ISFP

INFP

INTP

The Craftsman

The Composer

The Healer

The Architect

ESTP

ESFP

ENFP

ENTP

The Dynamo

The Performer

The Champion

The Visionary

ESTJ

ESFJ

ENFJ

ENTJ

The Supervisor

The Provider

The Teacher

The Commander

Figure 1 – The 16 MBTI Combinations3
A person’s specific combination is a natural preference, much like people are either right- or lefthanded. However, an individual can become stronger in his or her opposite types in the same way that a
person can learn to write with his or her left hand if right-handed. In fact, some people find they have a
good balance between two opposites.
Key Clarification
The eight terms that define the four MBTI pairs have very specific meanings that differ from their
everyday use. For example, the term “introvert” in everyday English refers to a shy or quiet person. In
the MBTI, introvert (I) refers to a person who gets reenergized by spending time alone. Similarly,
judger (J) is not the negative quality of judging other people but rather of preferring to have things in
life/work decided.

3

Adapted from Truity Company, “Personality Types,” www.truity.com, accessed January 2014.
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Reflection Questions
Question 1
What is your MBTI four-letter combination?
You can find out more information about your specific MBTI type from a variety of websites. A
Google search will provide you with a number of choices. However, in this module, you will need to
use the MBTI information at the following website: www.truity.com by going to the home page and
then clicking on Personality Types (on the navigation bar at the top of the page). This will take you to a
table of the 16 possible combinations.
You will use the information on the Truity website to prepare for a short presentation. You will give
the short presentation during your next face-to-face workshop for this course. For now, only read
through the information on the Truity website. You need to begin to identify and understand your
specific four-letter MBTI combination.

Frequently Asked Questions
What do I do if I know my type?
If you believe you know your four-letter MBTI combination, then (from the Truity home page) click on
Personality Types to find the information about your four-letter type combination.
www.truity.com/view/types
What do I do if I am unsure of my type?
If you are unsure about your exact type combination, you can do the following in this order:
1. Open the attached file. Read through and fill in the basic MBTI inventory. The document “MBTI
Inventory” will also be available as Appendix 1, part of the handouts in your workbook that you
will receive in your next face-to-face workshop.
2. Try taking the free test (the link is on the Truity home page as you scroll down under Free Tests
and Quizzes – The TypeFinder Personality Test).
3. Ask family or close friends who know you well. Explain the MBTI to them and they can give
their opinion of your type.
4. If you are still unsure, for the moment, make a best guess on your type. The more you work with
the different types, the easier it will become to find the information that best describes you.
Do I have to pay?
No, you don’t have to pay. However, if you want a more accurate understanding of your MBTI type,
you will need to take the MBTI inventory at a cost. This can be done through the Truity website or
through a registered MBTI assessor. This course gives only an introduction to the MBTI theory. There
is much more information available online, and there are many other personality type tools.
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Key Clarification
Each person has a dominant type and a secondary type. If your dominant type is as a sensor (S), you
may be more rational, but it doesn’t mean you’ll never make a decision with your intuition (I) or “gut
feeling.” Just because you have a preferred type, it doesn’t mean you won’t use the opposite type in
certain situations.

Question 2
What are the key words that describe your four-letter type?
Make a note of the words (adjectives) that describe your type. You will need them for the next face-toface workshop. You will find them at the top of the page for your four-letter type on the Truity website.
Below is an example of the words for INTPs.

List of Adjectives ➨
Figure 2 – Example of descriptors for Myers-Briggs Types4

4

Truity Company, “Personality Types: INTP,” www.truity.com/intp, accessed January 2014.
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Media Activity Personality Types
Video 1 MBTI (1:44)
This video is a short video. It has great images and a simple oral explanation of MBTI. Use the video to
reinforce what you have already read and learned. You can also access the video by opening the link:
https://www.youtube.com/watch?v=WF1sqE8lb0o&feature=youtu.be
Media Question 2 Expanding What You Know
What new piece(s) of information were in the videos? What was useful to you? Explain why. You can
comment on either Video 1 or Video 2, or both.

Video 2 Discover Your Personality Type Myers Briggs (7:21)
This video is a PowerPoint lecture. It will give you are more detailed review of MBTI. Use the video to
reinforce what you have already learned. You can also access the video by opening the link:
http://www.youtube.com/watch?v=WQoOqQiVzwQ
Media Question 2 Applying Personality Types to the Workplace
How could knowing the MBTI help you work better with others? Is there anything negative or risky in
using MBTI or personality type tools at work?
Media Question 3 Application
Answer any one of the following questions:
1. How does the MBTI model apply to what I’m doing (at work/in school/at home, etc.) right now?
2. What benefits are there to me of using the MBTI model?
3. How can I use the MBTI model immediately?
4. How does someone else (employer/family member/coworker, etc.) benefit if I use the MBTI
model?
5. What are my immediate and future goals in using the MBTI model?
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Activity 1 Create a Mind Map to Remember MBTI
What is a Mind Map?
A mind map is a type of graphic organizer to help you understand and
memorize knowledge. There are many kinds of graphic-organizer
maps such as star, spider map, cloud, tree and flowchart. As you
create the mind map, it helps you focus on the topic. It helps you
review what you know, organize and connect that knowledge, and
then show you what you still need to learn.

Instructions
1. In groups, create a map of the words (adjectives) that describe each of the eight types. Your
instructor will provide your team with poster paper.
2. Write clearly. Use large letters. Make sure you have enough space. You may need to join two
pieces of poster paper together.
3. Use the mind map image above as an example of how to draw your poster.
4. Write MBTI in the circle in the middle of the page instead of “mind map.”
5. From that middle, draw eight lines outwards that end in circles to mark each of the eight types.
Write the letters of the types in the circles.
6. Draw lines outwards from each circle to words that define each type. Use the descriptors you
wrote down previously. The descriptors (adjectives) were listed at the top of the page for your
four-letter type on the Truity website. Below is an example of the adjectives to describe
introverted, intuitive, thinking and perceiving for INTPs. http://www.truity.com/intp

7. Once you have finished the mind map, post it up on the wall.
8. Choose one adjective that best describes you. Share it with the class. Explain why you chose it.

AWES Bridge to Leadership Module 1

16

Activity 2 Points of Conflict
The table below explains points of conflict that often occur between opposite pairs. For example,
E types can think I types are “impractical” and I types can feel E types are too “impulsive”. Read
through the eight points of conflict and match them to the correct type in the chart below. The first one
has been done for you.
1. Jump too quickly into activity without
getting clear on goals and motivations.

5. Think so much about new possibilities
that they never turn them into reality.

2. Hesitate for too long, waiting for new
information, and therefore fail to make
timely decisions.

6. Overlook the “human” part of a situation
and appear uncaring or indifferent.

3. Pay so much attention to facts that they
are blind to new possibilities.
4. Over analyze and act too slowly. They
sometimes forget to check if their ideas
really fit with the reality of the outside
world.

7. Focus so much on the goal that they miss
the new emerging information.
8. Fail to communicate the hard reality of a
situation.

Once you are finished, make sure you add the new key words to your mind map. Debrief the answers
as a team or class.

TYPE Strength
Extrovert (E)
Like to energize others and make
things happen.

Potential Weakness
Impulsive. Introverts think Extroverts may jump too quickly into
activity without setting goals and considering motivations.

Introvert (I)
Prefers to think before acting.

Potential Weakness
Impractical. Extroverts think Introverts …

Sensor (S)
Down-to-earth. Practical. Sensible.

Potential Weakness
Narrow-minded. Intuitives think Sensors …

Intuitive (N)
Ingenuity. Imagination.

Potential Weakness
Out of touch. Head in the clouds. Sensors think Intuitives …

Thinker (T)
Objective. Principled.

Potential Weakness
Insensitive. Impersonal. Feelers think Thinkers …

Feeler (F)
Personable. Loyal.

Potential Weakness
Soft. Subjective. Thinkers think Feelers …

Judger (J)
Decisive.

Potential Weakness
Rigid. Perceivers think Judgers …

Perceiver (P)
Flexible.

Potential Weakness
Indecisive. Judgers think Perceivers …
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Activity 3 Applying MBTI in the Workplace
The MBTI and other personality type tools can help you understand yourself and lead others in the
workplace. At the very least, it can help you provide better support to the people you oversee or work
with. It can help you assign people to the right teams and tasks, to understand how people problem
solve and make decisions, and how they work with schedules and deadlines.

Instructions
• Work in teams of three or four.
• Each team gets one question to work with.
• Think of ways that the personality type information5 can help you lead in the workplace.
• Question one is completed as an example for you to follow. Read the answer on the following page.
Once you are finished all four questions, debrief as a team or class.

Question 1 Assigning Tasks and Teams
Read through the descriptors of extrovert and introvert opposites.
• Think of people you work with who fit those descriptors. What characteristics do they show that
suggest that type?
• How could this information help you to assign people to teams and tasks?

Extrovert (E)
I get my energy from events and activities with
others. I am excited to be around people. I like
working in groups and I know lots of people. I like
to energize others and make things happen. I often
understand a problem better when I can talk about
it and hear what others think. Others see me as a
“people-person”.
Others see me as a people-person.

5

The descriptors of the eight MBTI were adapted from Be a Lifelong Learner (Columbus, OH: McGraw Hill Education,
2012), PDF e-book [19 – 21], highered.mheducation.com/sites/dl/free/0073375195/881875/Chapter01.pdf, accessed January
2014.; and Truity Company, “Personality Types,” www.truity.com, accessed January 2014.
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Introvert (I)
I get energy from dealing with the ideas and images
in my head. I often prefer doing things alone or in
small groups. I know a few people well. I take time
to reflect so that I have a clear idea of what to do
when I decide to act. Ideas are solid things to me.
Sometimes I prefer the idea to the real thing. Other
people see me as “reserved”.

Other people see me as reserved.

Answer
Working alone or with others.
I could provide the introvert better support in situations when he needs to work with large groups. If I
know that someone is more of an introvert, I could ask him if he prefers working alone, independently
(on his own task, but with other people nearby) or with a partner or small team. When possible, I
could try to assign him tasks and teams that suit his type.
If the worker were more of an extrovert, I would try to assign her tasks that include working with other
people. I could give the extrovert better support when she needs to work alone for a long time.
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Question 2 Problem Solving
Read through the descriptors of sensor and intuitive opposites. Answer the two questions below.
• Think of people you work with who fit those descriptors. What characteristics do they show that
suggest that type?
• Think about problem solving in the workplace? How could this information help you in leading
others?

SENSORS (S)
I focus on concrete reality. I notice facts and I remember
important details. I like the practical use of things. I learn by
seeing how to use what I am learning. I solve problems by
working through facts until I understand the problem. I am
pragmatic – I look at the bottom line. I start with facts to get to
the big picture.
I start with facts
to get to the big picture.

INTUITIVES (N)
I focus on impressions – the patterns and meanings of
information. I learn more by thinking a problem through than
being hands-on. I remember an event as an impression more
than a set of details. I am interested in new things and what
might be possible, so I think more of the future than the past.
I solve problems by jumping between different ideas and
possibilities. I want the big picture, then the facts.
I want the big picture,
then the facts.
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Question 3 Decision Making
Read through the descriptors of thinker and feeler opposites. Answer the two questions below.
• Think of people you work with who fit those descriptors. What characteristics do they show that
suggest that type?
• Think about decision making in the workplace. How could this information help you in leading
others?

THINKER (T)
To make a decision, I find the basic truth or
principle, regardless of the situation. I analyze
pros and cons. I like to be consistent and logical in
my decisions. I don’t let my wishes or others’
wishes influence me. I choose to be impersonal.
I look for logical explanations and solutions.
I believe telling the truth is better than being
tactful.

I value being logical.
I analyze the pros and cons.

FEELER (F)
I make the best decision by weighing the interests
and points-of-view of everyone involved. I am
concerned with values and what is best for the
people involved. I like to do what will keep
harmony between people. Others see me as caring
and tactful. I make decisions with my heart. I
believe being tactful is better than telling the cold
hard truth.

AWES Bridge to Leadership Module 1
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Question 4 Schedules and Deadlines
Read through the descriptors of judger and perceiver opposites. Answer the two questions below.
• Think of people you work with who fit those descriptors. What characteristics do they show that
suggest that type?
• Think about the kind of expectations you should have when: setting up work/project schedules,
sticking to timelines and providing flexibility with work deadlines. How could this information help
you in leading others?

JUDGER (J)
I like a planned and well-ordered life. I like things
settled and organized. I like decisions to be made.
I like to bring life under control as much as
possible. I like lists and I appear task-oriented to
others. I like to get work done before I play. I plan
work to avoid rushing to meet a deadline. This is
what I like in my outer world. In my inner world,
I may be very open to new information and
experiences.

I like lists and I appear
task-oriented to others.

PERCEIVER (P)
I like to understand the world and adapt to it.
I like a spontaneous and flexible life. I like to stay
open to respond to new information and
experiences. I like to keep plans to a minimum.
I like to approach work as play, or a mix of work
and play. I work in bursts of energy. Approaching
deadlines motivate me. This is what I like in my
outer world. In my inner world, I may be very
well-planned and organized.

AWES Bridge to Leadership Module 1
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Activity 4 Applying MBTI to Relationships
Task 1 Building Positive Relationships
1. This is a 15-minute activity. Think of one person you have a strong relationship with at work.
This could be now or in a previous job, project or company.
2. What do you think is their four-letter MBTI type? Your instructor will start by giving you
example(s) from his or her own experiences.
3. Return to the mind maps on the wall. Choose words (adjectives) from the mind maps that could
explain why you have a good relationship with that person. Look through what you have learned
about personality types. Make notes on paper if you need to.
4. Work in pairs. Explain your conclusions to your partner.
5. Debrief as a class: How do MBTI and other personality type tools help you recognize and create
positive relationships with other people at work?
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Task 2 Dealing with Difficult Relationships
1. This is a 30-minute role-play activity. Ask your instructor to demonstrate this role-play with a
partner before you start.
2. Think of one person that you don’t get along with (don’t have a good relationship with) at work.
This could be now or in a previous job, project or company. Think of a specific event when that
conflict was high.
3. What do you think is their four-letter MBTI type?
4. Return to the mind maps on the wall. Choose words (adjectives) from the mind maps that could
explain the conflict with that person. Look through what you have learned about personality
types. Make notes on paper if you need to.

5. Work in pairs. Sit in chairs facing each other. Take five minutes to explain to your partner the
conflict you have with the person. Give the details of that specific event when the conflict was
high.
6. Now switch chairs with your partner. As you sit in the new chair, you need to act the part of the
person you were in conflict with. What do you think that person would say about you to your
partner? Take five minutes to speak as if you were the other person.
7. At the end, take time to think about the MBTI types and the adjectives that describe them. Was
the conflict perhaps the result of type differences? Of differences in values?
8. How could you have acted differently?
9. Debrief as a team or class: The fact that people don’t have the same personality type or value
system doesn’t mean they can’t resolve conflict, just that they might be able to anticipate it better
and work through it more constructively. How does MBTI help you anticipate conflict when
working with others?
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SESSION 2 Pronunciation, Accent and Clarity

Module 1

Presentation My MBTI Type

Your presentation topic is your specific MBTI four-letter combination type. Find and read through
the description of your type on the www.truity.com/view/types page. If you are unsure of your type, go
back to the FAQs and read the suggestions under “What do I do if I am unsure of my type?” Focus only
on the website information found under these subheadings: In a Nutshell, What Makes You Tick, How
to Recognize You, Your Hobbies, Famous People, Interesting Facts About. Use all or some of these
subheadings to create your presentation.
1. Your instructor will organize you into small groups of four to six people.
2. You will present to your small group. You will have two minutes to speak. Your groups will have
three minutes to provide feedback using the checklist.
3. After everyone has presented, you will be given ten minutes to use the feedback to make changes
to your presentation. Then you will switch groups and present a second time.
4. Use the Presentation Skills Checklist to evaluate each other’s presentations. When you give
feedback to the person, frame the feedback in the following way: tell the person what he/she
should keep and start doing. Your instructor will review this checklist with you before your group
begins.
5. For an example presentation, turn to Developing a Short Presentation. You can find this on page
33. You can use it as a guide to help you start. However, you must personalize your own
presentation.
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Reading Understanding Pronunciation, Accent and Clarity
What is the Difference between
Pronunciation and Accent?
Pronunciation is different from accent. You should keep
your accent. Your accent is part of your cultural heritage.
Instead, focus on speaking clearly. To speak clearly
means to use clear pronunciation. For example, you can
speak more slowly. You can pause more between ideas in
a sentence. You can pronounce each sound in each word.
To improve your pronunciation doesn’t mean that you
lose your accent. Most people enjoy the sound of an
accent. Keep your own accent, but clear your speech.

Why Speak Clearly?
When you pronounce words and sentences clearly, people understand you the first time you speak. This
means there are fewer misunderstandings. It is very difficult to understand a non-native speaker who
speaks too fast or too softly.

Use the Six Pronunciation Tips
There are many good books on pronunciation, but they can take a long time to read. Usually, a
newcomer can speak clearly in a short time by working on the six pronunciation tips on the following
page. These six tips are big changes that can have quick impact. There are other pronunciation
differences that depend on your first language. You should work on these as well, but they often take
much longer to change. They often don’t really affect your clarity, so just use the six pronunciation tips
below.
For example, speakers of Russian tend to replace the two “th” sounds in English with a “z” and an “s”.
Germans and Arabic speakers do, too. Koreans pronounce “v” as “b” and Hindi speakers confuse “v”
and “w”. But most of these differences do not stop a native English speaker from understanding a nonnative speaker. If a Russian speaker says “zank you” instead of thank you, the English speakers will
still understand. Their ears adjust to the small difference in pronunciation. However, make sure you
focus on the six pronunciation tips, especially on stress and pause.
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The six pronunciation tips are listed below. You can also find them in the AWES resource, Workplace
Integration: A Desk Reference for Newcomers to Canada, pages 71 to 73. You can download this
resource at www.awes.ca.

Speed

Pause

Interjections

• Slow down your speaking speed
a little. You don’t have to speak
fast to sound clear. No one wants
you to speak fast. They want you
to be clear.

• Use a pause between your
“thought groups” in a sentence.
Thought groups are the separate
ideas in your sentences. For
example, let’s take the following
sentence: Speaking slower – and
using pauses – will make your
pronunciation much clearer – and
easier for people to understand.

• Try not to use sounds like “um”,
“ah” or words such as “like” or
“kinda.” Try not to repeat words.

• Don’t try to hide your grammar
mistakes by speaking fast. It is
more important to have a clear
message than perfect grammar.
• If the speaking speed in your first
language is faster than in
English, slow down. You don’t
have to speak at the same speed
as a native speaker.

• Those “thought groups” above
are grouped very naturally, like
the way an English speaker
would say them. Do this and
people will understand you
better.

• If people ask you to repeat
yourself (to “say it again”), then
you are probably speaking too
fast.

• These are called interjections.
They make it difficult to
understand a speaker.
• Interjections often happen when
you can’t find the correct English
word. You usually don’t know
you are using them, unless
someone tells you.
• Instead of saying “um” “ah”, do
the following:
1. slow down
2. take a deep breath
3. say nothing for a moment
4. try a different word
5. say it differently
6. use silence – it makes people
listen to you more
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Stop Consonants

Multi-Syllable Words

Sentence Stress

• The letters P T K B D G at the
end of words need to be harder
and clearer in English than in
many other languages.

• Certain English words are longer
than the words in some other
languages. They are made up of
three or more syllables, for
example, “house-keep-ing” or
“con-struc-tion.”

• In English, the most important
words in any sentence are
pronounced louder. These are the
words that give the meaning in
the message. If you don’t stress
these words a little louder, your
speaking sounds flat. It is also
difficult for a listener to
understand your ideas.

• Some languages don’t use these
sounds at the end of words. So,
some speakers don’t use them in
English. It makes their English
words sound chopped off at the
end. The words sound
unfinished. For example: “I go(t)
the do(g) a bi(g) stea(k).”
• Newcomers, whose first
languages are one of the
following, must use strong stop
consonants: Spanish, Mandarin,
Cantonese, and the South-east
Asian languages such as Thai
and Vietnamese.

• Some non-native speakers drop
the middle syllable, such as
“keep” in “house-keep-ing”. This
makes their speech unclear.
• Speak a little slower and
pronounce the whole word. You
will sound clearer.
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Activity 1 Developing Sentence Stress
Instructions
1. Read through the script on the following page from beginning
to end. The script comes from a safety talk by a supervisor at a
company. The supervisor explains how workers can be
prepared for an emergency at work.
2. Read through the script again. Underline the words that the
speaker should stress so that his message is clear. The first two
paragraphs have been done for you.
3. Read the script out loud. Stress the words that you underlined.
Get used to emphasizing the words that carry the most
meaning in your sentences.

Definition of Stress
Stressed words carry the
meaning in a sentence. The
most important words in a
sentence are stressed –
spoken a little louder than
other words – so that
listeners know the most
important information
immediately. If you don’t
stress them, the meaning
gets lost.

4. If you have a teacher or coach, ask him/her to record the script
for you. Compare the way you say the stressed words to the
native speaker’s recording. Do you notice any differences?
Make a list of the differences. Practice them.
5. The activity and answers can be found in the AWES resource,
Working in the Canadian Workplace: Workbook, pages 20 to
21 and 65 to 66. You can download this workbook at
www.awes.ca.

AWES Bridge to Leadership Module 1

29

Safety Talk on Emergency Responses
“Hi everyone. Thanks for being here. I am just going to take a
few minutes to give us a quick review of our general guidelines
for emergency preparedness.
As you all know, every worksite, whether industrial,
commercial, residential, and even your own home, should have
an emergency response plan. We need an emergency response
plan because when there is an emergency, there is no time to
plan.
First, you must be able to get out of a building or worksite quickly. You always need to know where
the nearest emergency exits are for the area that you are working in.
Second, worksites must have muster points. These are places where everyone meets. Muster points
must be clearly marked so that workers and emergency vehicles know where to go. We have two
muster points outside this building. The first is on the grass at the far end of the north parking lot. The
second is at the gas station on the south side, across 17th Street.
Third, you must know where to go on site to make an emergency call. You can use a cell phone, but
there are designated emergency telephones at the main entrance doors to each area of the building.
Last, you must know where the fire extinguishers are on a site. In this building, you will find a fire
extinguisher next to each emergency telephone.
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Activity 2 Using Pause Strategically
Definition of Pause
You need to pause for a second or less between your thought groups. Thought groups are single ideas.
Sometimes a sentence might have one thought group. At other times, there might be many. The pause
helps the listener to separate the ideas she is hearing, process the information, and make meaning of it.

Using pause is like joining puzzle pieces together. The images on the puzzle pieces are the ideas. The
parts that connect are the pauses we use between the ideas so that people can mentally process what we
are saying.

Instructions
1. Read through the script below from beginning to end. The script comes from an emergency
telephone call. A fire starts on a construction site. A worker sees the fire and calls the safety
supervisor using his cell phone.
2. Read through the script again. Put marks ( / ) in the sentences where the speaker needs to pause
between thought groups.
3. Then, underline the words that the speaker should stress so that his message is clear. The first four
have been done for you.
4. Read the script out loud. Use correct pauses. The read it again using pause and stress together.
5. The activity and answers can be found in the AWES resource, Working in the Canadian
Workplace: Workbook, pages 20 to 21 and 65 to 66. Download the workbook at www.awes.ca.
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Emergency Phone Call
Supervisor

Hi, John here.

Worker

Hi. It is Ju. There is a fire / in the electrical box.

Supervisor

Where are you?

Worker

I am inside / on the second floor / on the east side of
the plant / near the new generator installations.

Supervisor

Where is the nearest fire extinguisher?

Worker

I have it in my hands, but I don’t know if it is the right
one to use.

Supervisor

Are you sure it is an electrical fire?

Worker

Yes. It is one of the new electrical boxes and I think
the box overloaded.

Supervisor

Read the label. The extinguisher must be an ABC type
or a BC type. You cannot use an A type on an
electrical fire. What does the label say?

Worker

It has got ABC written down the side of it. How do
you work it?

Supervisor

Listen carefully. Pull out the pin on the handle. Aim
the fire extinguisher at the base of the fire. Squeeze the
handle. Sweep the hose across the base of the fire from
side to side.

Worker

It is working.
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Activity 3 Making an Emergency Call
Task 1 Organizing Information in an Emergency Call
• What kind of emergency phone calls do you make at work? For example, workers phone central
office to report broken equipment, emergency services to report injuries and accidents, supervisors
to report incidents, or customers to report late shipping and receiving.
• Have you ever had to make an emergency phone call at work? Or have you ever overheard an
emergency call made by a coworker? What happened? What information was given over the phone?
• What is the correct use of pause when giving a person a telephone number?
• What are the possible steps used in communicating an emergency over the phone? How do you
order the information? Could you use the 3-30-3 Model as a way to organize the information in an
emergency call?
Tips for Seeking Clarification Over the Phone

The 3-30-3 Model

Sometimes, when you are giving or receiving an emergency call,
you need to ask for clarification. The person might be speaking too
fast, the pronunciation may be unclear, or perhaps you miss certain
details. Read through the following six tips for seeking clarification
over the phone. Are there any other tips you can add?

This is an easy-to-use way of
drafting a fast outline. The 3-30-3
uses three basic questions to create
your rough outline:

1. Tell the person what you did understand, using his or her
words.
2. Ask the person to explain again what you didn’t understand.
Keep your own words simple.
3. Ask the person to speak slowly and clearly, if you don’t
understand.
4. Ask the person to use simpler language if you still don’t
understand.
5. Repeat it back to the person to check if you are correct. Write
it down if you need to.
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If I had only 3 seconds to
speak, what would I say?

2. If I had another 30 seconds,
what points best support that
main point?
3. If I had an extra 3 minutes,
how would I expand each
point?
The exact seconds and minutes are
only a basic guideline. The time
could be less of more. You can find
more examples of the 3-30-3 Model
in the Workplace Integration Desk
Reference, page 36 to 41.
Download the reference from
www.awes.ca.
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Task 2 Using Clear Speech in an Emergency Call
Your task is to create a role-play for an emergency phone call in your workplace.
1. Choose an emergency from your workplace that you
can communicate to a partner, such as broken
equipment, injuries, accidents or incidents. If you
can’t think of an emergency from your workplace,
use one of the emergencies in the image.
2. Write an outline (in point form) of what you will say
over the phone. You will have 15 minutes to prepare
and 60 seconds to speak.
3. Your instructor will put you in pairs.
4. You partner will act like the person receiving the
phone call. Your partner will take notes as you
communicate the emergency. You may repeat any
part of the message if your partner needs
clarification. However, you may only do this once.
You need to focus on speaking clearly, coherently
and concisely.
5. Afterwards, your partner will need to summarize
your emergency call into a 20-second or less message
that he or she will repeat to the class. This means you
need to organize your message well, and use clear
speech – speed, pause, stress and the other
pronunciation tips – to ensure your partner gets all
the information.
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Assessment Quiz
Question 1
Each of the four pairs in the MBTI is the response to a question. Match the pairs to the correct question.
Write in the letter abbreviations as well.
Thinkers Feelers

Extroverts Introverts

Judgers Perceivers

Question

Sensors Intuitives

Types

1. How do you relate to the internal and external world?

2. How do you perceive and collect information?

3. How do you make decisions?

4. How do you live?

Question 2
Each of the eight MBTI opposites has certain descriptors associated with it. Match each of these key
words and phrases6 below to one of the eight types.
planned
solitary

outgoing
reflective

facts and logic

social

optimistic

organize information systematically

rely on hunches and gut feelings
harmony

orderly

flexible

spontaneous
Extroverts (E)

Introverts (I)

Sensors (S)

Intuitives (N)

Thinkers (T)

Feelers (F)

Judgers (J)

Perceivers (S)

6

The descriptors of the eight MBTI were adapted from Be a Lifelong Learner (Columbus, OH: McGraw Hill Education,
2012), PDF e-book [19 – 21], highered.mheducation.com/sites/dl/free/0073375195/881875/Chapter01.pdf, accessed January
2014.; and Truity Company, “Personality Types,” www.truity.com, accessed January 2014.
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Question 3
Read through the four points of conflict. Circle the type it best describes.
1. Over analyze and act too slowly. They sometimes forget to check if
their ideas really fit with the reality of the outside world.

Extrovert

Introvert

2. Think so much about new possibilities that they never turn them
into reality.

Sensors

Intuitives

3. Overlook the “human” part of a situation and appear uncaring or
indifferent.

Thinkers

Feelers

4. Focus so much on the goal that they miss new emerging
information.

Judgers

Perceivers

Question 4
Match the headings to the correct pronunciation tip. Write the heading in the box.
Interjections

Multi-Syllable Words

Stop Consonants

Speed

Pause

Sentence Stress

1. Thought groups are the separate ideas in your sentences.
2. Try not to use sounds like “um”, “ah” or words such as “like” and “kinda.” Try
not to repeat words.
3. Slow down your speaking speed a little. Don’t try to hide your grammar
mistakes by speaking fast. It is more important to have a clear message than
perfect grammar.
4. The letters P T K B D G at the end of words need to be harder and clearer in
English than in many other languages.
5. Speak a little slower and pronounce the whole word. You will sound clearer.
6. In English, the most important words in any sentence are pronounced louder. It
is similar to the telegram before we had telephones. Often, only the words that
gave meaning were written on the telegram.
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Developing a Short Presentation Guidelines
The following is a step-by-step explanation of how you can develop a short
presentation. You will do at least one short presentation in each workshop. The
example below is of a 2-minute presentation on an MBTI type. Read through
the transcript of the 2-minute presentation first. Then review the process on
how it was developed.

Outline
1. General Guidelines
2. Transcript of the 2-Minute Presentation
3. Process for Developing the Presentation
4. Comparison of the Original Text with the Presentation Transcript
5. Example of a Written Outline

1. General Guidelines
Speaking Time
Each presentation must be about two minutes. Remember the guiding rule, less is more, which means
the less unnecessary information, the more powerful the presentation. You don’t have a lot of time.
Focus on what is most important for your audience to know or do.
Delivery Format
You will present to your small group. Your instructor will assign these groups during the workshop.
The group will consist of four to six people.
Style
Use the 3-30-3 Model to design and to deliver your presentation. You will find details on the model in
the Workplace Integration Desk Reference, page 36 to 41. Download this document from
www.awes.ca. You will be able to refer to a written outline of brief points during your presentation, so
make sure you create one and bring it to the workshop.
Suggested Time for Development
You should set aside one to two hours to develop your presentation. The time will depend on how
confident you are in using the 3-30-3 Model and how familiar you are with the topic.
Normally, you wouldn’t take this much time to put such a short presentation together. However, this is
a language and communication training activity. You are developing your skills for creating stronger
presentations. Take the time to think about what you are doing. Learn about being clear, concise and
coherent through the process of developing your presentation. This might be one of the few times in
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your life when you get to experience such an intense period of growth in your language and
communication skills.
Suggested Process for Developing your Presentation
See sections 2 to 5 on the next pages for an example and a step-by-step process for developing a
presentation.
Learning Outcomes
The main learning outcomes of the presentations are to:
• Improve the clarity, coherence and conciseness of your message
• Produce clearer pronunciation
• Enhance your non-verbal communication
• Increase your confidence in public speaking
Evaluation
During the presentation, you will obtain immediate feedback from your instructor(s) and the other
participants in your group. They will use a detailed checklist to provide you with positive, constructive
feedback.

2. Transcript of the 2-Minute Presentation
Opening
Hi, everyone. I am going to talk about INTPs, which is my Myers-Briggs type. By the end, I think you
will have a better understanding of me as a person and what I can bring to a team, namely strong
analytical skills and creative solutions.
I am first going to talk about INTPs “in a nutshell”, and then about what makes them tick, and how to
recognize one. I will finish off with what I think are their strengths and weaknesses, including some
interesting facts about them.
Body
In a nutshell, INTPs are most interested in theory. They want to understand the universal laws behind
everything. They want to understand the unifying themes that explain the complexity in life. At times,
they can seem unaware of the world around them. This is because they are thinking deeply. This means
they spend a lot of time in their heads, exploring concepts, making connections and trying to
understand things.
What makes an INTP tick is the drive to find ingenious solutions to interesting problems. They are
motivated to understand complex systems that explain the world around us. They are non-traditional,
which means they like to find their own ways of doing things.
You can recognize an INTP in that they appear unconventional. They are unusual people. Perhaps even
a little strange. As I said, they tend to be unaware of the world around them. They don’t value small
talk but they do get really excited when talking about their interests. Typically, they choose their words
very carefully because they want to be precise in everything they say.
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Ending
In terms of gaps, INTPs sometimes don’t follow social niceties. For example, they may offend people
when they openly challenge the values and beliefs of others that they disagree with. In my opinion,
INTPs need to think about when to challenge others and when to keep quiet. Sometime they can be too
serious and they can appear quite dogmatic or negative. In terms of strengths, I think that as an INTP,
I bring strong analytical and reasoning skills to a team.
To end off, I have a few facts I think are interesting about my type. INTPs are also one of the least
common types in the population – only five percent. Albert Einstein and Abraham Lincoln were
famous INTPs.

3. Process for Developing the Presentation
The following process was used:
1. Print off and then read through the five paragraphs in the
text on the Truity site at www.truity.com/intp:
• INTP in a nutshell
• What makes INTPs tick?
• Recognizing an INTP
• Famous INTPs
2. Interesting facts about the INTP
3. Underline the information you think you may want to
include in your presentation.
4. Main point. Use the first question from the 3-30-3 Model
to find your main point. Ask yourself, “What is the most
important point I want people to know about me as an INTP
if I only had a few seconds to talk?”

The 3-30-3 Model
This is an easy-to-use way of
drafting a fast outline. The 3-30-3
uses three basic questions to create
your rough outline:
1.

If I had only 3 seconds to
speak, what would I say?

2. If I had another 30 seconds,
what points best support that
main point?
3. If I had an extra 3 minutes,
how would I expand each
point?
The exact seconds and minutes are
only a basic guideline. The time
could be less of more. You can find
more examples of the 3-30-3 Model
in the Workplace Integration Desk
Reference, page 36 to 41.
Download the reference from
www.awes.ca.

5. Sub-points. Use the second question from the 3-30-3
Model to find my sub-points. Ask yourself, “What other
information will explain and/or support that most important
point?” You could ask the question this way, “What are the
key points in each of the five paragraphs that will better explain my main point?”

6. Supporting details. Use the third question from the 3-30-3 Model to add the details to each subpoint. Ask yourself, “What other information will explain and/or support those sub-points?”
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4. Comparison of the Original Text with the Presentation Transcript
The text below was taken directly from the Truity website (www.truity.com/intp) that deals with the
INTP type. Underneath is the transcript from the presentation. Compare the two.
Notice that the word choices in the presentation are much simpler than in the original text. The original
text is filled with idioms, complex word choices and long complicated sentences. You don’t need to use
complex language when you talk. Instead, try to use simple words that make your message clear, which
is a very effective strategy for any non-native speaker of English.
In a Nutshell
INTPs are philosophical innovators, fascinated by logical analysis, systems, and design. They are
preoccupied with theory, and search for the universal law behind everything they see. They want to
understand the unifying themes of life, in all their complexity.
INTPs are detached, analytical observers who can seem oblivious to the world around them because
they are so deeply absorbed in thought. They spend much of their time focused internally: exploring
concepts, making connections, and seeking understanding. To the Architect, life is an ongoing
inquiry into the mysteries of the universe.

➘ In a nutshell, INTPs are most interested in theory. They want to understand the universal laws
behind everything. They want to understand the unifying themes that explain the complexity in
life. At times, they can seem unaware of the world around them. This is because they are
thinking deeply. This means they spend a lot of time in their heads, exploring concepts, making
connections and trying to understand things.
What Makes the INTP Tick?
INTPs present a cool exterior but are privately passionate about reason, analysis, and innovation.
They seek to create complex systems of understanding to unify the principles they've observed in
their environments. Their minds are complicated and active, and they will go to great mental lengths
trying to devise ingenious solutions to interesting problems.
The INTP is typically non-traditional, and more likely to reason out their own individual way of doing
things than to follow the crowd. The INTP is suspicious of assumptions and conventions, and eager
to break apart ideas that others take for granted. INTPs are merciless when analyzing concepts and
beliefs, and hold little sacred. They are often baffled by other people who remain loyal to ideology
that doesn't make logical sense.

➘ What makes an INTP tick is the drive to find ingenious solutions to interesting problems. They
are motivated to understand complex systems that explain the world around us. They are nontraditional, which means they like to find their own ways of doing things.
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Recognizing an INTP
INTPs are often thoroughly engaged in their own thoughts, and usually appear to others to be offbeat
and unconventional. The INTP’s mind is a most active place, and their inward orientation can mean
that they neglect superficial things like home décor or appropriate clothing. They don’t tend to bother
with small talk but can become downright passionate when talking about science, mathematics,
computers, or the larger theoretical problems of the universe. Reality is often of only passing interest
to the Architect, as they are more interested in the theory behind it all.
INTPs are typically precise in their speech, and communicate complex ideas with carefully chosen
words. They insist on intellectual rigor in even the most casual of conversations, and will readily point
out inconsistencies of thought or reasoning. Social niceties may fall by the wayside for an INTP who
is more interested in analyzing logic, and they may offend others by submitting their dearly held
values and beliefs to logical scrutiny.

➘ You can recognize an INTP in that they appear unconventional. They are unusual people.
Perhaps even a little strange. As I said, they tend to be unaware of the world around them. They
don’t value small talk, but they do get really excited when talking about their interests.
Typically, they choose their words very carefully because they want to be precise in everything
they say.
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5. Example of a Written Outline
Below, on the right, is an example of the presenter’s written outline. It is done in point form. These
short points help the presenter stay on topic. The presenter brings the written outline to the presentation
and refers to it as needed while speaking.
Transcript of the 2-Minute Presentation
Hi everyone. I am going to talk about INTPs, which is my MyersBriggs type. By the end, I think you will have a better understanding
of me as a person and what I can bring to a team, namely strong
analytical skills and creative solutions.
I am first going to talk about INTPs in a nutshell, and then about what
makes them tick, and how to recognize one. I will finish off with what
I think are their strengths and weaknesses, including some interesting
facts about them.

Written Outline
Opening
1. Analytical skills/creative
solutions
2. Nutshell, tick, recognize,
strengths, weaknesses,
interesting facts

In a nutshell, INTPs are most interested in theory. They want to
understand the universal laws behind everything. They want to
understand the unifying themes that explain the complexity in life. At
times, they can seem unaware of the world around them. This is
because they are thinking deeply. This means they spend a lot of time
in their heads, exploring concepts, making connections and trying to
understand things.

Body

What makes an INTP tick is the drive to find ingenious solutions to
interesting problems. They are motivated to understand complex
systems that explain the world around us. They are non-traditional,
which means they like to find their own ways of doing things.

3. Recognize: appear
unconventional or strange,
small talk, choose words
carefully

1. Nutshell: interested in
theory, universal laws,
explain complexity,
unaware because thinking
2. Tick: find ingenious
solutions, motivated to
understand, non-traditional

You can recognize an INTP in that they appear unconventional. They
are unusual people. Perhaps even a little strange. As I said, they tend
to be unaware of the world around them. They don’t value small talk,
but they do get really excited when talking about their interests.
Typically, they choose their words very carefully because they want
to be precise in everything they say.
In terms of gaps, INTPs sometimes don’t follow social niceties. For
example, they may offend people when they openly challenge the
values and beliefs of others that they disagree with. In my opinion,
INTPs need to think about when to challenge others and when to keep
quiet. Sometime they can be too serious and they can appear quite
dogmatic or negative. In terms of strengths, I think that as an INTP I
bring strong analytical and reasoning skills to a team.

Ending

To end off, I have a few facts I think are interesting about my type.
INTPs are also one of the least common types in the population – only
5 percent. Albert Einstein and Abraham Lincoln were famous INTPs.

4. 5% in population
5. Lincoln and Einstein
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1. Gaps: social niceties, for
example, offend

2. My opinion: too serious,
dogmatic, negative, need
to think of timing

3. Strengths: analytical,
reasoning
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Presentation Skills Checklist
14 Point
CHECKLIST

Structure, Pronunciation and Non-Verbal Communication

Structure

Keep

Start

Doing

Doing

Keep

Start

Doing

Doing

Keep

Start

Doing

Doing

Additional Comments

Clear – uses plain language
Coherent – main point is frontloaded; body is well
organized; uses transition words between ideas
Concise – avoids unnecessary words and repetitions;
stays on topic

Pronunciation

Additional Comments

Speed – speaks at a moderate speed
Pause – uses well-placed pauses
Volume – speaks loud enough for everyone to hear
Rhythm – varies speech pitch with inflection/intonation
Tone – creates a positive, open and optimistic mood
Clarity – pronounces words clearly
Interjections – limits interjections (like, sighs, um, ah,
etc.)
Compensation Strategies – uses effective strategies
when trying to think of right words or ideas, or gets lost

Non-Verbal Communication

Additional Comments

Eyes – makes eye contact across the audience
Gestures – strengthen and support speaking
Facial Expression – confident, friendly, focused, open
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Answer Key
SESSION 1 Personality Types
Comprehension Questions
Question 1: 1. N

2. E

3. S

4. I

Question 2: 5. F

6. T

7. J

8. P

Activity 2 Points of Conflict
E–1

I–4

S–3

N–5

T–6

F–8

J–7

P–2

SESSION 2 Understanding Pronunciation, Accent and Clarity
Activity 1 Developing Sentence Stress
Suggested Answers
First, workers must be able to get out of a building or worksite quickly. You always need to know
where the nearest emergency exits are for the area that you are working in.
Second, worksites must have muster points. These are places where everyone meets. Muster points
must be clearly marked so that workers and emergency vehicles know where to go. We have two
muster points outside this building. The first is on the grass at the far end of the north parking lot. The
second is at the gas station on the south side, across 17th Street.
Third, you must know where to go on site to make an emergency call. You can use a cell phone, but
there are designated emergency telephones at the main entrance doors to each area of the building.
Last, you must know where the fire extinguishers are on a site. In this building, you will find a fire
extinguisher next to each emergency telephone.
Activity 2 Using Pause Strategically
Suggested Answers
Hi, John here.
Hi. It is Ju. There is a fire / in the electrical box.
Where are you?
I am inside / on the second floor / on the east side of the plant / near the new generator installations.
Where is the nearest fire extinguisher?
I have it in my hands, / but I don’t know / if it is the right one / to use.
Are you sure / it is an electrical fire?
Yes. It is one of the new electrical boxes / and I think / the box overloaded.
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Read the label. The extinguisher must be / an ABC type / or a BC type. You cannot use an A type / on
an electrical fire. What does the label say?
It has got ABC / written down / the side of it. How do you work it?
Listen carefully. Pull out the pin / on the handle. Aim the fire extinguisher / at the base of the fire.
Squeeze the handle. Sweep the hose / across the base of the fire / from side to side.
It is working.
Assessment Quiz
Question 1
1. Extroverts (E) and Introverts (I)
2. Sensors (S) and Intuitives (N)
3. Thinkers (T) and Feelers (F)
4. Judgers (J) and Perceivers (P)
Question 2
Extroverts – outgoing, social, optimistic
Introverts – solitary, reflective
Sensors – organize information systematically
Intuitives – rely on hunches and gut feelings
Thinkers – facts and logic
Feelers – harmony
Judgers – orderly, planned
Perceivers – flexible, spontaneous
Question 3
1. I

2. N

3. T

4. J

Question 4
1. Speed
2. Pause
3. Interjections
4. Stop Consonants
5. Multi-Syllable Words
6. Sentence Stress
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Weblinks Further Reading in Personality Types
You can easily find more information on personality types and tools. The following websites are a
good place to start if you want more information.
www.myersbriggs.org
On the MBTI website, you will find more detailed information on the types. Under the section MBTI
Basics, you can find out more about the 16 type combinations and read a description of your own type.
You will also find information on how to complete the MBTI Inventory to obtain an accurate
assessment of your type through a registered assessor. Prices vary for the assessment.
www2.gsu.edu/%7Edschjb/wwwmbti.html
The file on this site briefly discusses the four dimensions of MBTI and provides several approaches to
teaching others. The information explains how the eight different personality types prefer to learn.
Many of the classroom approaches can be adapted to coaching and mentoring in the workplace.
www.keirsey.com
On this website, you will find more detailed information on the 16 different four-letter type
combinations, along with the categories of temperaments: guardian, artisan, idealist and rational.
www.enneagraminstitute.com
The Enneagram of Personality is model of nine interconnected human personality types you can use to
understand the people you work with. It is less well known than the MBTI, but is used quite
extensively in organizational settings. As with most theories related to understanding people and
human development, any personality type model is best used together with similar models, as well as
with other models of human diversity such as gender, generation or culture.
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Module 2

The Leader as Critical Thinker

Learning Outcomes
At the end of training, you will be able to:
1. Use critical thinking models to gather and
evaluate information.
2. Present information more clearly, concisely
and coherently.
3. Speak with more speech clarity.
4. Adapt communication style to support
workplace norms in power distance.
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SESSION 1 Power in the Workplace

Module 2

Reading Power in the Workplace
Pre-Reading Question
Briefly think about the following question before you start to read:
• Do supervisors and subordinates interact/communicate in the same
way in Canada as in your first culture?

The Sources of Power in the Workplace
In Canada, in the mainstream business workplace, power is earned from coworkers. It is not ascribed
(required, given) by a title such as manager, supervisor or mentor. Power – respect from people and the
ability to influence them – is earned through a balance of your soft (interpersonal) and hard (technical)
skills.
Hard skills are often similar between countries. For example, using Microsoft Word in Canada and
France are similar. However, soft skills – communication, behaviours and attitude – are culturally
rooted. Many aspects can differ from one culture to the next. Generally, people become successful
leaders due to their ability to win the trust of their teams. This begins with the leader’s belief about the
source of his or her power. Where does it come from? How is it cultivated?

Power is Projected Through Communication
True power in the Canadian workplace does not come from a title like manager or mentor, or from your
education or experience. It comes from being skilled at using “soft power”, in particular the Canadian
communication style. Power is projected through the words we use to get things done. For most
newcomers, this means a significant shift in their thinking about word choices.
Often, to get someone to do something, newcomers cannot use the exact same choice of words from
their first language. A literal translation might sound too “bossy” or too weak in Canadian English,
even though it is culturally correct in their first language or culture. This means a newcomer needs to
develop better awareness of when to use opinion versus suggestion, to agree and disagree, to ask versus
tell, to know how to qualify ideas while speaking clearly, coherently and concisely.
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Why Newcomers Should Understand Power
As a newcomer to Canada, you bring from your first culture a set of beliefs about how power should be
given and used in the workplace. This is true for cultures with key differences to Canadian workplace
culture such as Asian, certain African, Latin American and European. It is also true for cultures that
might seem close to Canadian workplace culture, such as American, Australian or British. In other
words, it doesn’t matter where you originate – you need to understand cultural differences about the
sources of power if you are going to succeed as a leader in a workplace.

In a hierarchical workplace culture, the leaders
and subordinates are easy to identify.

In an egalitarian workplace culture, the leaders
and subordinates are not so easy to identify.

For example, think about an engineering technologist in Canada moving from a career in a private
company to a new job in the military, or vice versa. Even though the technologist’s hard skills may
transfer easily between each organization, the soft skills in each workplace are quite different. For one
thing, a private company has a more egalitarian culture while the military is very hierarchical. In the
former, influence and respect is earned over time while, in the military, power and respect are
automatically ascribed by rank, as in a sergeant or captain, and then further up the chain of command.

Exploring Power Distance
In the field of intercultural studies, people use the term “power distance” to describe the amount of
authority, influence and status between workers, such as a subordinate compared to a supervisor and
vice versa. In fact, the significance of power distance extends beyond the workplace to a society’s
general attitudes towards inequality.
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The table below contrasts six common differences between high- and low-power distance cultures in
the workplace.
High-Power Distance Cultures

Low-Power Distance Cultures

1. Inequality People accept that inequalities in
power are natural. They believe that some
people will have more power than others in the
same way they accept some people are taller
and others shorter.

1. Equality People see inequalities in power as
man-made and artificial. It is not natural,
although it might be convenient and expedient
when some have more power than others.

2. Control Those with power emphasize it. They
don’t share it. They are, however, expected to
look after subordinates.

2. Delegate Those with power tend to
deemphasize it. They try to minimize the
differences between themselves and
subordinates. They delegate and share power
whenever possible.

3. Obey Employees might show respect to a
superior by not questioning orders.

3. Question Supervisors expect everyone to
contribute their ideas and expertise, to speak
up when a mistake is going to be made, or even
challenge decisions respectfully through
suggestions or questions.

4. Defer Leaders make most decisions.
Subordinates are closely supervised.
Subordinates defer many decisions to that
supervisor. They rarely disagree with their
supervisor, or speak up when the supervisor is
wrong.

4. Show Initiative Subordinates are expected to
show initiative. In the workplace, employees are
not closely supervised and they have a lot of
influence in decisions.

5. Formal They might use titles when speaking to
their supervisors, or call them “boss”. Their first
language will include specific words to show
respect to a senior.

5. Informal Supervisors are known by their
first names.

6. Dependence The supervisor-subordinate
relationship is often one of dependence.

6. Interdependence The supervisor-subordinate
relationship is often one of interdependence.
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Comprehension Questions
Question 1
Which one of the following is the key source of power for a
frontline leader in the Canadian workplace?
1. Job title combined with the right education and credentials
2. Choice of clothes
3. Age, gender and/or ethnicity
4. Good interpersonal and communication skills

Question 2
Which two of the following six behaviours would you likely see in the Canadian workplace?
1. The supervisor-subordinate relationship is often one of dependence.
2. Employees accept that inequalities in power are natural. They believe that some people will have
more power than others in the same way they accept some people are taller and others shorter.
3. Employees are expected to contribute their ideas and even challenge a supervisor’s decision
respectfully through suggestions or questions.
4. Leaders make most decisions. Subordinates are closely supervised. Subordinates defer many
decisions to that supervisor. They rarely disagree with their supervisor or speak up when the
supervisor is wrong.
5. Employees use titles when speaking to their supervisors. Their first language will include specific
words to show respect to a senior.
6. People with power tend to minimize the differences between themselves and subordinates. They
delegate and share power whenever possible.
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Media Activity Power Distance
Video 1 Power Distance (1:23)
This is a short interview on power distance with Geert Hofstede, the Dutch researcher who is very
influential in the field of cross-cultural studies.
https://www.youtube.com/watch?v=jU2gp3QjnNU

Video 2 Cultural Dimension Low Versus High Power Distance (1:58)
This is a short PowerPoint presentation on power distance in the workplace. You might also want to
click on the “Show More” icon below the video to read the short summary of the video and power
distance concepts.
https://www.youtube.com/watch?v=sqaa42gbqhA
Media Question Power Distance
Do you originate from a more low- or high-power distance workplace culture? How do you know?
What information from the videos, and what from your personal experience, supports your answer?
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Activity 1 Create an Image
1. The instructor will set up workstations around your classroom space.
2. You can choose to work independently, in pairs or in small groups
3. You can choose what media you want to work with.
4. Create an image – either through a drawing, mind map, clay sculpture or Jenga model – as a
response to the following question: What is the main difference(s) in power distance in the frontline
leader/subordinate relationship in your first cultural background and that relationship in the
Canadian workplace?
5. You have 15 minutes to complete the activity.
6. At the end, you will need to explain what you made and debrief as a class.

Drawing
Draw an image(s) on paper to explain your answer. The image can be
as simple or complex as your skills and time allow. You should give
the picture a title. Work independently, in pairs or in small groups.

Mind Map
Design a mind map to describe the concepts, words and images for
your answer. You can use up to three sheets of poster paper. Write big
so that it is easy to read. Work in small groups.

Clay Sculpture
Create a clay sculpture to express your answer to the question(s).
You can work independently or in pairs.

Jenga Model
Use Jenga blocks and other 3D objects to construct a model as an
answer to the question. You can work in pairs or groups.
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Activity 2 Hofstede’s Power Distance Index
The most famous study to measure power distance between cultures was by Geert Hofstede. He
measured the power distance of IBM employees in over 50 countries.
Figure 1 below is a list of 24 countries from Hofstede’s Power Distance Index (PDI)1. The higher the
score, the more hierarchical the workplace culture, the lower the score the more egalitarian. Hofstede’s
numbers are not an exact science. They are relative, not absolute, positions of countries.

Country

Score

Philippines

94

Russia

93

Romania

90

Mexico

81

Venezuela

81

Arab Countries

80

China

80

India

77

West Africa

77

Vietnam

70

Brazil

69

Hong Kong

68

Poland

68

Columbia

67

Turkey

66

East Africa

64

Korea

60

Iran

58

Pakistan

55

Canada Quebec

54

Argentina

49

South Africa

49

United States

39

Canada

39

Netherlands

38

The Hofstede dimensions do not directly predict any
phenomena or dynamics. Applying them to make
sense of what happens in the world always has to
take into account other factors as well as culture –
notably national wealth, history, personalities, and
coincidences. There is no quick fix to understand
social life. … But the dimensions, when well
understood, do allow to predict a little better what is
likely to happen2.

Figure 1 – Hofstede’s Power Distance Index

1
2

Adapted from Hofstede Centre, “Cultural Tools: Country Comparison,” http://geert-hofstede.com/countries.html, accessed
Adapted from Geert Hofstede, http://www.geerthofstede.eu/research--vsm, accessed January 2014.
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Question 1
Where is your first culture’s score on Hofstede’s Power Distance Index (PDI)? Is it lower or higher
than the Canadian score of 39?
If you can’t find your country in Figure 1, go to http://geert-hofstede.com/countries.html and select
your country to find out. Or do a web search for Hofstede’s Power Distance Index.

Question 2
If your first culture’s PDI score is quite higher or lower than Canada’s, what are the implications for
you as a frontline leader?
Does this chart explain anything that has happened to you working in a multicultural workforce such as
Canada’s? Is there anything specific you might need to change or adapt to?
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Activity 3 Power Distance Inventory
1. Read through the two dimensions on the Power Distance Inventory3.
2. Each dimension is made up of a pair of opposites on a continuum. Complete the inventory by
marking the following on the continuum:
• Your Canadian workplace culture (mark using the letters CW)
• Your first culture in the workplace (mark using the letters FC)
3. Do you have a personal preference that is different from your Canadian or first workplace culture?
If so, make a note of that as well (mark using the letters PP).
POWER DISTANCE
1_________________2________________ 3_________________4_________________5
Low

Democratic leadership style.
Power is delegated. Leaders share
authority with subordinates.
Subordinates take initiative. They
don’t feel obligated to defer to
leaders. They don’t like to be
micromanaged. Decision making
tends to be consultative. It is okay
to disagree with a leader. Leadersubordinate relations are informal.
Rank has few privileges.

High

Authoritarian leadership style.
Power is centralized. Leaders hold
onto power. Not much delegation
of authority. Subordinates don’t
take much initiative, but instead
wait for clear instructions.
Decisions are made at the top.
Subordinates don’t openly
disagree with leaders. Leadersubordinate relations are formal.
Rank has some privileges.

SOURCE OF STATUS
1_________________2________________ 3_________________4_________________5
Achieved

Rank, status and respect must be
earned. Position, title and name
do not confer automatic status.
People are respected and
promoted based on their
performance and achievements,
not age or seniority. It is relatively
easy to change your status (move
up). People of higher rank
should not act superior or better
than others.

Ascribed

Rank, position and title confer
automatic status and respect. Social
class and family name confer initial
status. Achievements are important
for promotion, but so are age and
seniority. Age and seniority confer
automatic respect. It is difficult to
change your status (move up).
People should be careful not to act
above their position in life.

3

Adapted from Craig Storti, Figuring Foreigners Out: A Practical Guide (Boston, MA: Intercultural Press, Nicholas
Brealey Publishing, 1999), p. 130-141.
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Activity 4 How Should Supervisors Act?
How should supervisors act towards subordinates in the Canadian workplace? Read through the eight
different traits of a leader. The eight traits are divided into four opposite pairs. First identify the
opposites. Then match each trait to either high- or low-power distance. The first pair have been done
for you.
A. Enable people

E. Ask subordinates

B. Tell subordinates

F. Make the decisions

C. Expect to be called by their first names

G. Expect to be called by their titles

D. Manage people

H. Expect collaboration

High-Power Distance

Manage people

Low-Power Distance

Enable people

Activity 5 What Should Supervisors Expect from Subordinates?
What should supervisors expect from subordinates in the Canadian workplace? Check True or False.
Subordinates…
• Don’t question decisions.
• Rarely disagree, never publicly.
• Take initiative.
•
•
•
•

Find and ask what to do next.
Usually defer to supervisor.
Seldom take initiative.
Wait to be told what to do.

• Have a lot of influence in decision-making.
• Question decisions respectfully.
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Communication Using Suggestion
As mentioned, true power in the Canadian workplace does not come from a title like manager or
mentor, or from your education or experience. It comes from being skilled at using “soft power”, which
is most clearly seen in the way people communicate in the Canadian workplace. Power is projected,
and in most cases shared, through the words Canadians use to get things done.

What Soft Power in Communication Looks Like
For some newcomers, this means a significant shift in their thinking about word choices. In English
grammar, this area of study comes under pragmatics. In simple terms, pragmatics is related to speaking
politely. But it is much more than using please or thank you. Some might call it tact. To do it well,
Canadians use words called “softeners*”.
The Wrong Approach
For example, a supervisor wants a team member to clean up his work area. He can do this using a very
“directive” communication style, which would be in the form of an order or an opinion.
• “Clean up your work area.” (order)
• “I think you need to clean up your work area.” (opinion)
The Right Approach
However, an order or command sounds very “bossy” in this situation. He can use commands or
opinions later, if the employee doesn’t clean up. Instead, the supervisor should start with a question, a
suggestion or polite request.
• “Perhaps it is time to start cleaning up this area.” (suggestion)
• “How about we start cleaning up here?” (question/suggestion)
• “Would you mind starting to clean up this area?” (polite request)
Instead of “telling” the person, the supervisor is “asking”. This is when power is shared through
communication. He is using softeners like “perhaps”, and “we” instead of “you.” Through the use of
soft power, the supervisor is building respect and trust between him and the employee. He uses
commands and orders as a last choice.
*For more on softeners and the Canadian communication style, see the Workplace Integration Desk Reference,
page 33. Download the reference from www.awes.ca.
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How to Develop Soft Power in Your Communication
Pragmatics is a difficult skill to teach because the word choices and grammatical structures are so
varied. The best way to learn about pragmatics is as follows:
1. Raise your awareness of it in a classroom setting, as we are in this course.
2. Begin to observe and study it on your own in the workplace.
3. Take note of the word choices native speakers use in meetings or during informal conversations at
lunch or coffee breaks.
4. Identify the word choices that coworkers use when talking on the phone.
5. Carry a small notebook with you to write them down.
6. Then begin to use the words and phrases.
7. Ask native speakers to help you understand when and how to use a specific word or phrase.

Pragmatics Case Study Kris and Simon
This case study takes place in a manufacturing company. The machinists operate a variety of machine
tools to cut or grind metal to make or modify parts. The communication takes place between Kris and
Simon. Read their backgrounds below.

Kris grew up in Eastern
Europe. He came to
Canada three years ago.
He was a certified
machinist with fifteen years’
experience. After working
alongside a journeyperson
machinist in Canada for
one year, Kris took his Red
Seal exam and became a
certified machinist in
Canada. Recently, the
company promoted Kris to
lead hand for the six
machinists. Kris is Simon’s
frontline supervisor.
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Simon is a 23 year-old
journeyperson machinist
who recently graduated
from the apprenticeship
program. He was born in
Canada and went to school
in Alberta. This is Simon’s
first job as a qualified
machinist. He wants to
prove to everyone he is a
competent worker. He likes
people and prefers to work
with a partner or team. He
socializes a lot at work but
always does good work, on
time.
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Activity 1 Directive or Soft Power?
In the case study, Kris has been observing Simon during his first few weeks on the job. He feels that
Simon spends too much time talking to coworkers. Simon has a deadline for a customer. Kris is not
sure if Simon will be able to finish the work that day.
Read through the dialogue between Kris and Simon. Is Kris’ communication style more “directive” or
does he use more “soft power”? Underline the words of phrases that support your choice.
Kris

“Simon, this is the last time I am going to tell you to go back to your workstation and
finish your work. Stop visiting with the other machinists. You can do that during coffee
breaks. Whenever I look for you, you are at Kim’s station, which means you are
preventing him from working.”

Simon

“Sorry Kris! I was just asking Kim to help me double check some measurements on that
repair job you gave me.”

Kris

“Finish that repair job before the end of your shift today. The customer wants to pick up
the part tomorrow.”

Simon

“I might have to make a slight deviation from the manufacturer’s specifications. I was just
asking Kim if he thinks the part would pass final inspection.”

Kris

“If you have questions like that come to me, not Kim. For this repair job, first decide if
you will need to make any necessary corrections in subsequent steps. If not, then you can
deviate from the specifications in the repair.”

Simon

“Don’t you first want to know the reason I am not conforming to the specifications before
you decide whether or how I can repair the part?”

Kris

“Just do what I told you to do. The job needs to be finished on time.”
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Activity 2 Comparing Soft Power and Direct Communication
The four sentences below are written in the soft power communication style, common in the
Canadian workplace. The four sentences are examples of how Kris should have communicated to
Simon. Match the new sentence to the original ones that Kris used.
A. “Yeah, absolutely. That is a really good point. Like I said, if you are unsure, or you think the
deadline is too tight, don’t be shy to ask me. Otherwise, keep up the great quality in your work.”
B. “How is that deadline going? Do you guys need some help?”
C. “What might be a good idea going forward is come find me when we are under a tight deadline.
I don’t mind. For this repair job, you should probably make any necessary corrections in
subsequent steps. If not, then I guess you could deviate from the specifications in the repair.”
D. “I tell you what, how about we head back to your workstation and I will help you figure it out.
We need to get that part ready for shift end. The customer wants to pick it up tomorrow.”
Kris’ Original Directive Style

Soft Power Style

Kris

“Simon, this is the last time I am going to tell you to go back to your
workstation and finish your work. You have a deadline today. Stop
visiting with the other machinists. You can do that during coffee
breaks. Whenever I look for you, you are at Kim’s station, which means
you are preventing him from working.”

1

Simon

“Sorry Kris! I was just asking Kim to help me double check some
measurements on that repair job you gave me.”

Kris

“Finish that repair job before the end of your shift today. The customer
wants to pick up the part tomorrow.”

Simon

“I might have to make a slight deviation from the manufacturer’s
specifications. I was just asking Kim if he thinks the part would pass
final inspection.”

Kris

“If you have questions like that come to me, not Kim. For this repair
job, first decide if you will need to make any necessary corrections in
subsequent steps. If not, then you can deviate from the specifications
in the repair.”

Simon

“Don’t you first want to know the reason I am not conforming to the
specifications before you decide whether or how I can repair the part?”

Kris

“Just do what I told you to do. The job needs to be finished on time.”
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Activity 3 Soft Power vs. Direct Communication
Read through the four explanations of the “soft power” approach to communication. Complete the
tasks under each one.

Questions vs. Judgments
Approach 1 – Directive Style

Approach 2 – Soft Power Style

“Simon, this is the last time I am going to tell you to go back to your
workstation and finish your work. You have a deadline today. Stop visiting
with the other machinists. You can do that during coffee breaks. Whenever
I look for you, you are at Kim’s station, which means you are preventing
him from working.”

“How is that deadline going? Do
you guys need some help?”

1. In Approach 1, Kris’ words show that he has already decided that Simon was in the wrong. He has
judged him, through the warning, without finding out why Simon was talking to Kim. He doesn’t
use critical thinking. Instead, he makes an assumption without all the facts.
2. In Approach 2, Kris uses a question, which shows he wants to understand before making an
assumption. He suspends judgment until he has all the facts. He also offers to help, which implies
that he does not put himself above Simon, Kim or their work. This is soft power, shared power.
Task 1
Underline the words in the Approach 1 script that show a lack of critical thinking by Kris.

Suggestion vs. Command
Approach 1 – Directive Style

Approach 2 – Soft Power Style

“Finish that repair job before the end of
your shift today. The customer wants to
pick up the part tomorrow.”

“I tell you what, how about we head back to your workstation and I
will help you figure it out. We need to get that part ready for shift
end. The customer wants to pick it up tomorrow.”

1. In Approach 1, Kris is commanding/ordering.
2. In Approach 2, Kris makes a suggestion. He offers to help. He uses “we”, not “you”. He also gives
an explanation why and reminds Simon of the deadline. This is soft power, shared power.
Task 2
Underline the key words/phrases in the Approach 2 script that show soft power by Kris.
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Suggestion vs. Order
Approach 1 – Directive Style

Approach 2 – Soft Power Style

“If you have questions like that come to me,
not Kim. For this repair job, first decide if you
will need to make any necessary corrections in
subsequent steps. If not, then you can deviate
from the specifications in the repair.”

“What might be a good idea going forward is come find me
when we are under a tight deadline. I don’t mind. For this
repair job, you should probably make any necessary
corrections in subsequent steps. If not, then I guess you
could deviate from the specifications in the repair.”

1. In Approach 1, Kris’ words are instructive and decisive. He is telling him what to do, instead of
making a suggestion and then letting Simon make his own choices using his own critical thinking.
2. In Approach 2, Kris makes suggestions and leaves final decisions to Simon. This is soft power,
shared power.
Task 3
Underline the key words/phrases in the Approach 2 script that show soft power by Kris.

Affirm vs. Command
Approach 1 – Directive Style

Approach 2 – Soft Power Style

“Just do what I told you to
do. The job needs to be
finished on time.”

“Yeah, absolutely. That is a really good point. Like I said, if you are unsure, or you
think the deadline is too tight, don’t be shy to ask me. Otherwise, keep up the
great quality in your work.”

1. In Approach 1, Kris’ words do not invite input from Simon.
2. In Approach 2, Kris affirms the idea from Simon. He doesn’t act as if he is the expert and needs to
know everything. He once again offers help. He also tells Simon he thinks his work is good quality.
Even though Kris is still concerned about Simon’s ability to meet the deadline, he doesn’t say
anything yet. If he does need to talk to Simon about finishing on time, he will do it later when
Simon’s coworkers are not around.
Task 4
Underline the key words/phrases in the Approach 2 script that show soft power by Kris.
To some people, soft power in the Canadian communication style
might sound weak. As though it lacks authority. But it is not weak,
and as a low-power distance culture, it aims to share power, not
emphasize it through commands.
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SESSION 2

Thinking Critically with De Bono’s Six Hats

Module 2

Presentation Job-Related Process or Procedure
Identify a process or a procedure that is specific to your job. For example, training an apprentice or
new employee in a specific skill, using a specific product or machine/piece of equipment.

You can compare/contrast two different processes or procedures if you choose to. For example,
between your country or former workplace and your current workplace. It should be something that
your fellow course participants are probably not very familiar with. At the end of your talk, your fellow
course participants should have an interesting insight into a part of your job. Make sure you organize it
in a logical sequence.
1. Your instructor will organize you into groups of four to six. These will be the groups you will work
with for the project group activities, which follow later.
2.

You will have two minutes to speak. Your groups will have three minutes to provide feedback
using the checklist.

3. Use the Presentation Skills Checklist to evaluate each other’s presentations. Your instructor will
review this checklist with you before your group begins.
4. Review pronunciation in the Presentation Skills Checklist. Your instructor will review this checklist
with you before your group begins.
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Reading Critical Thinking
Pre-Reading Questions
Briefly think about the following questions before you start to read.
What do you already know about critical thinking? What action words come to your mind to describe
it? How do you think it differs from, and relates to, problem solving and decision making?

What is Critical Thinking?
Critical thinking involves collecting and interpreting information so that you can
reach a well-reasoned conclusion. Critical thinking helps you avoid assumptions
and other misinformation. In decisions, it helps you to be objective (fair, impartial,
not based on personal feelings or opinions) instead of subjective (biased, influenced
by personal feelings or opinions).
For example, a supervisor in a machine shop evaluates the performance of a new machinist.
• He considers the worker’s technical skills, productivity, rejection rates, amount of wasted
materials and time spent on jobs.
• He takes into account (considers and includes) the worker’s abilities to work with others,
punctuality (be on time for work) and willingness to understand and follow directions.
• The supervisor collects all this information through observation. He will use other relevant
criteria such as a checklist or feedback from the team to avoid being subjective.
• He then makes a well-reasoned conclusion on the quality of the worker’s performance, including
the strengths and areas for improvement.
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The Difference: Critical Thinking, Problem Solving and Decision Making
Sometimes people assume that critical thinking, problem solving, and decision-making are the same.
The table below, adapted from the ESDC (Employment and Social Development Canada) Essential
Skills website, shows the differences. http://www.esdc.gc.ca/eng/jobs/les//index.shtml

Critical Thinking

Key Words

Description

Example

Assessing and evaluating the accuracy,
validity and comprehensiveness of
information. The information will be used
as criteria during decision making and/or
problem solving.

Air traffic controllers
assess developing
weather conditions
and the level of risk
they pose to the
aircraft they are
monitoring.

Key Words

Description

Example

• Complexity
• Solution
• Steps

Identifying a problem, the complexity and
the solution steps. Most problems concern
mechanical challenges, people or
situations. Most problem solving includes
a process of critical thinking.

A mechanic solves
problems, (the car
shakes when driven
over 80 km/hour), by
eliminating probable
causes until the
correct one is
identified and
remedied.

Key Words

Description

Example

• Choice
• Options

Making a choice among options. Decision
making does occur during problem
solving, but not all decision making is part
of problem solving. It is, therefore,
presented as a separate thinking skill.

A chef decides which
wines will best
complement the meal
choices on a menu.

•
•
•
•
•
•
•
•
•
•
•

Problem Solving

Decision Making

Assess
Analyze
Define
Examine
Question
Reason
Consider
Evaluate
Infer
Judge
Conclude

For example, buyers for retail outlets
regularly make decisions about which
suppliers to buy from, which is not
problem solving.
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Why is Critical Thinking Important4?
Today’s workplaces are very busy. It is easy to make decisions with missing information or the
incorrect data. Critical thinking helps us evaluate the advantages and disadvantages of different
outcomes in relation to the preferred goals. Therefore, to avoid uncertainty and potential negative
outcomes, a person must make decisions with all the appropriate data and take the time to evaluate it.
Critical thinking also helps prevent personal biases or subjectivity, which often cause conflict on a
team. It ensures decisions are made objectively without bias. Improving critical thinking skills has the
following benefits:
•
•
•
•
•
•

Ensures fewer mistakes
Contributes to better decisions
Promotes options
Creates new ideas and innovation
Uncovers other issues
Encourages collaboration

Comprehension Questions
Question 1
Complete the question by dragging each of the types of thinking skills to its matching definition.
Critical Thinking

Problem Solving

Decision Making

1. Making a choice among options.
2. Assessing and evaluating the accuracy, validity and comprehensiveness of information.
3. Identifying an issue, the complexity and the steps towards a solution.

Question 2
Which one of the following four statements is false?
1. Critical thinking helps us evaluate the advantages and disadvantages of different outcomes in
relation to the preferred goals.
2. Critical thinking can occur as part of the problem solving and/or decision making processes.
3. Critical thinking is usually based on subjective feelings.
4. Critical thinking is not the same as decision making and problem solving.

4

Adapted from Arnold Anderson, “What are the benefits of critical thinking in the workplace?,” Houston Chronicle,
http://smallbusiness.chron.com/benefits-critical-thinking-workplace-11638.html, accessed May 2015; and
Angelo, “What critical thinking is and why it is important in the workplace,” Business and Management, February 7, 2011,
http://www.busandman.com/?p=18, accessed May 2015.
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Media Activity Critical Thinking
Video 1 The Six Thinking Hats (3:04)
This video introduces the Six Thinking Hats. The model needs an introduction to set the context for
what it is, why it’s useful in critical thinking, and how it’s helpful in the workplace. They use questions
to show how each thinking hat functions in a group. Write down the questions as you watch the video.
You will need to bring them to your next face-to-face workshop.
http://www.youtube.com/watch?v=cjVxSk1MqO4
Media Question 1 The Six Thinking Hats
Which thinking hat do you use most often when solving problems or making decisions? Think of the
last time you had to give an opinion about a problem at work. Which thinking hat(s) did you use to
think about the problem? Do you use a certain thinking hat(s) more often than others because they
reflect the way you tend to think, or perhaps your personality?

Video 2 Six Thinking Hats (1:11)
This short video introduces the Six Thinking Hats model, one of the most widely used critical thinking
tools, developed by Dr. Edward de Bono. Through the Six Thinking Hats, you can approach a problem,
issue or decision from six different perspectives. http://www.youtube.com/watch?v=Rwu1YlveU_4
Media Question 2 The Colours of the Six Thinking Hats
Choose one of the six hat colours. Why did the creator, Dr. De Bono, choose that specific colour to
represent the particular approach that the hat represents?
For example, why did he choose red to represent the “emotion, intuition, hunch, intuition, gut”
approach? Answer: Probably because, in North American culture, red is associated with certain
feelings and strong emotions.
In addition, explain what the colours represent in your first culture. Are they the same as in North
American culture, or different?

Video 3 Indigo Introduces De Bono’s Six Thinking Hats (1:39)
This short video explains each of the Six Thinking Hats in more detail. You will use the Six Hats
model in your next face-to-face workshop. http://www.youtube.com/watch?v=K4IkCdBTxxE
Media Question 3 Applying the Six Hats Model to the Workplace
Tell us about a problem you had to solve at work and which thinking hat(s) you used to think about it.
In your opinion, how could a frontline leader use the Six Thinking Hats in the workplace?
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Activity Identifying the Relationship between
Power Distance and Thinking Skills
The iceberg image is a good visual to explain how cultures are often invisible. It is the hidden half of
culture, below the water, that is important to understand for the workplace. For example, different
views on power – how it is gained, given and used – might clash at work. This could be because people
have differing cultural views and motivations about power. They have not figured out how to adapt to
other people or cultural contexts.
As a manager and coworker in a multicultural workplace, the more you have your awareness raised
about that hidden dimension, the better you will be able to identify and respond to differences –
whether they are due to low language skills, cultural differences, personality etc.

Visible Dimension of Culture
Food, fashion, holidays, books, symbols, architecture, religion and rituals etc.

Invisible Dimension of Culture
This includes all the expectations in the workplace for how time is used, power
is distributed, credibility is built, problems are dealt with, friendships and
rapport are started, and how communication is supposed to occur, etc.

Power and Thinking
Reflect on everything you have learned so far about culture, power and thinking skills. Look again at
the thinking skills charts on page 23, and the power distance charts on pages 7, 11, 13 and 14.
Answer the following question in small groups. You will need to integrate what you have studied in
order to draw some conclusions.
How could people’s experiences of power (high- or low-power distance), affect all or a part of their
thinking skills in the Canadian workplace?
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Reading De Bono’s Six Hats Model
Dr. Edward De Bono devised the Six Hats method for better thinking. He chose to use the metaphor of
different hats because hats can be put on and off. In life and in your workplace, you often have to wear
different hats – depending on the role or situation. The six hats represent the different types of thinking
required to explore a topic more fully and objectively.
In a work team discussion, everyone needs to wear the same coloured hat at the same time. This results
in parallel thinking rather than arguments where people are just defending their opinions.

The Focus of Each Hat
Each hat focuses on a specific way of thinking critically.
White Hat
Information
analysis

Red Hat

Black Hat

Yellow Hat

Green Hat

Blue Hat

Emotion

Caution

Values

Creative

Process control

Feelings

Risk
assessment

Benefits

Generative

Organizes the
other hats

Intuition

The Questions for Each Hat
Each coloured hat asks specific kinds of questions:
White

What are the facts? What information is available? What can we learn from it? What is
going on? What can we conclude?

Red

What does your gut tell you to do? What should we plan to do? How do you think the
various people will react?

Black

What should we be careful of? What may not work? What may need to change? Do we
have a contingency plan?

Yellow

What are the benefits of what we plan to do? What are the values?

Green

Is there anything innovative we can do? What would be unusual or creative, out of the
ordinary?

Blue

What have we decided? What is our plan? What is the sequence of activities? What comes
first? What should be last?
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Meaning and Purpose of the Hats
Each hat has meaning and purpose for how a person could think in the workplace.
White Hat
This hat focuses
on information
and answering
questions such
as:
What do we
know?
What is missing?
Information can
range from hard
facts to rumours
and personal
experience.

Red Hat

Black Hat

This hat gives
validity to
emotions and
intuition.

This hat is the
basis of critical
thinking and
judgment.

You do not need
any reason for
your feelings.

It is the most
useful of all the
hats because it
stops us from
doing things that
are wrong, illegal
or dangerous.

Yellow Hat

Green Hat

This hat invites
everyone in a
group setting to
try and find value.
Why something
should work.

This hat gives the
team an invitation
to creativity.

Major insights
can take place.

It allows you to
explore new
ideas, options,
and possibilities.

Blue Hat
This hat is used
at the beginning
and end of a
discussion.
Beginning
Defines the focus
and purpose.
Lays out the
sequence of hats
for the
discussion.
End
Puts together
what has been
achieved, the
outcome, the
conclusion and
design.

In a work team discussion, everyone needs
to wear the same coloured hat at the same
time. This results in parallel thinking rather
than arguments where people are just
defending their opinions.
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Activity Thinking Critically
Imagine you are part of the frontline leadership team at Johnson & Partners (J&P).
The company has asked your team to lead a project to increase the safety of
workers. You will need to refer to the information in the J&P case study on the
pages that follow. As you can read in the case study, J&P set the following two
goals:
• In six months, decrease the average number of near misses and incidents per
month from 15 to 3 or less, and eliminate any occurrences of injuries.
• Increase employees’ understanding of the critical and valuable role they play in
disease prevention at the hospital.

Instructions
1. You are going to work in groups of five or six people. As a team, you are going to start building a
business case for the project using the Six Thinking Hats Model.
Definition of a Business Case
A business case provides the reasons for starting a proposed project or initiative. It is a tool used for
decision making, especially when significant resources are required. It is useful to determine the strengths
and weaknesses of a proposal and whether going ahead with a project is the right decision. It prevents
wasting time and money. A business case also shows that the project manager has thought about all
aspects of a project and why it is the best solution.

2. The J&P case study has already provided you with the problem statement and the basic analysis for
the project. Your team is going to focus on the potential options and the project description/plan.
3. Your team will discuss the analysis. You must aim to develop at least two different options (plans)
for achieving the J&P goals.
4. Your instructor will guide you through the activity using the Six Thinking Hats Model. You will
start with the white hat and end with the blue hat.
•

WHITE Hat (20 minutes)

•

YELLOW Hat (10 minutes)

•

RED Hat (15 minutes)

•

GREEN Hat (10 minutes)

•

BLACK Hat (15 minutes)

•

BLUE Hat (20 minutes)

5. At the end of this activity, one person from your team will need to present your two options to the
class in a short presentation (up to five minutes).
6. When you don’t have the exact information you need, you can use your imagination and decide as a
team. You can add details, but you can’t change or take away the details from the J&P case study.
7. Choose one person from your team who can take notes. This should be the person who presents at
the end.
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Outline of Short Presentation
Facts

Options

White Hat: What are the main facts/issues?

Red Hat: What are the options?

Risks

Benefits

Black Hat: What are the risks in each option?

Yellow Hat: What are the benefits of each option?

PLAN
Green and Blue Hats: What is the plan?
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Case Study Johnson & Partners (J&P)
Company Profile
Overview
Johnson & Partners (J&P) is a facilities management company that provides
specialized cleaning services in hospitals. This includes cleaning and
disinfecting patient rooms, public visiting areas, operating theatres and
administrative areas.
Company Mission
The ultimate purpose of J&P teams is to avoid the spread of bacteria and
thereby ensure the safety of patients and other people in the hospital.
Location
One of their client hospitals is located in a one of Alberta’s larger rural
communities. We will use the name Pinfold. The Pinfold community has
experienced rapid population growth in the last five years. This has resulted in
an increase in hospital staff, patients and visitors.
Growth
Five years ago, J&P employed only 20 full-time cleaning staff and 4 frontline supervisors for the
Pinfold hospital. All the staff were English speaking, native-born Canadians. Last year, the staff
doubled to 40 cleaners and 8 frontline supervisors. Those 20 new cleaners are all ESL speakers. J&P
will be hiring another 10 TFWs (temporary foreign workers) in the next few months.
ESL Speakers
Like many companies in the services industry, J&P could only recruit TFWs for the Pinfold jobs due to
labour shortages. This year, the 20 TFWs transferred to the Provincial Nominee Program – they all
want to become Canadian citizens. Ten originate from Mexico and 10 from the Philippines. Their
English skills range from basic to intermediate, from Canadian Language Benchmark 3 to 5 (on the
CLB 1 to 12 scale).
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Problem Statement
Teams are not following safe practices and procedures according to industry standards. In the last 18
months, the number of safety issues (near misses, incidents and injuries) per month has increased from
an average of 2 to 15. The safety issues include:
Near misses

A deviation from a standard that did not result in loss,
injury or damage but could have under different
circumstances.

Example: hand washing
to prevent the spread of
bacteria

Incidents

An undesired event that under different circumstances
could have resulted in an injury, property damage and/or
negative environmental effects.

Example: chemical
spills on the floor

Injuries

The effect of an incident on a person.

Example: chemical burn
on the skin

Goals of the Project
Johnson & Partners wants to improve the safety record at the Pinfold hospital and increase the safety
of workers. The senior leadership team has set the following two goals:
1. In six months, decrease the average number of near misses and incidents per month from 15 to 3 or
less, and eliminate any occurrences of injuries.
2. Increase employees’ understanding of the critical and valuable role they play in disease prevention
at the hospital.

J&P Pinfold Operations
Below is a list of the basic operations of J&P Pinfold:
Shift Schedule

Average Wage

• Morning shift: 8 am to 2 pm
• Afternoon shift: 2 pm to 8 pm

Cleaners earn about $15 per hour.

Standard Meetings
Shift Start Meeting

For 15 minutes at the start of each shift. Shift manager communicates any changes or
administrative duties to the teams (4 frontline supervisors and 20 cleaners).

Monthly Staff
Meeting

First Monday of every month, between 1:30 and 2:30 pm, all employees attend a staff
meeting. A manager and frontline supervisor co-lead the meeting. They discuss
administrative issues such as vacations, complaints or concerns from the hospital staff,
or other administrative changes.
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Standard Training
Onboarding
(also called
Orientation)

On the first day, new hires attend a full-day workshop on J&P values, mission, and safety
policies and procedures.

Mentoring

Each new employee is partnered with an experienced mentor for one day to learn the
cleaning job in a specific hospital unit. If workers change units, they are partnered up with
a mentor in the new unit.

Monthly Safety
Meeting

Third Monday of every month, between 1:30 and 2:30 pm, all employees attend a safety
meeting. A shift manger and frontline supervisor co-lead the meeting. They review certain
safe practices, such as Personal Protective Equipment, Hazardous Materials, Hazard
Assessments, and Personal Care. They discuss certain recurring safety issues on the
teams. They may watch a safety video.

Safety Issues
The following is a list of the most common safety issues.

Type
Near
Misses

Incidents

Average
per month
10

3

Most Common Safety Concerns

Consequences

Non-compliance – workers fail to do the following:

Spread of potentially
dangerous bacteria in the
hospital

•

Hand washing – each time gloves are changed
to prevent the spread of bacteria.

•

Use rubber gloves to protect skin from
chemicals and bacteria.

•

Change soiled gloves and cleaning clothes.

•

Comply with hazardous waste procedures for
disposing of soiled articles.

•

Wear safety glasses to protect against chemical
sprays, flying pieces from the cardboard
crusher, etc.

Chemical spills on the floor.

Injuries

Read MSDS (material safety data sheets) so that
the correct chemicals are used and safe practices
followed.
Injuries

2

Mild chemical burns on the skin.

1 to 2 sick days

Back injuries such as pulled muscles.

Up to 1 week light-duty

Hazardous materials spray in eyes – use of eye
wash station.

1 to 2 sick days
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Analysis of the Situation
A manager from Johnson & Partners (J&P) already completed a basic analysis of the safety problems
at the Pinfold Hospital. She interviewed all 40 workers on the 8 teams. She job shadowed them for two
days. She used a critical thinking tool called a SWOT analysis – Strengths, Weaknesses, Opportunities
and Threats. Her conclusions are listed in the table below.
STRENGTHS

WEAKNESSES

a. No Complaints To date, despite
safety issues, there are no major
complaints from medical staff,
patients and visitors. The awareness
of the safety issues is limited to the
J&P teams.

a. Scheduling If training staff is an option, scheduling difficulties
may occur between the morning and afternoon shifts. Also, some
workers have extra jobs outside of J&P Pinfold.

b. Basic Mentoring Skills The original
20 cleaners have experience in
mentoring new hires; 10 have
completed the one-day J&P
mentoring workshop.
c. Learning Culture Learning and
growth are part of culture at J&P
Pinfold. Employees often have to
learn about new cleaning products,
or how to operate new hospital
equipment like beds.

b. Communication The original 20 staff have little or no knowledge
of how to communicate effectively with ESL speakers or how to
work effectively with other cultures.
c. Intercultural The three cultures – Canadian, Mexican and
Filipino – do not mix very much at break times. This creates
cliques and low trust.
d. English Skills Half (10 out of 20) of the ESL speakers have low
English skills. They say they understand only half of
communication. They fail to speak effectively half of the time.
Both the Mexican and Filipinos rarely ask when they don’t
understand. They don’t want to lose face. They usually ask
someone in their first language.
e. Training Skills Safety meetings do not include any handouts,
visuals like PowerPoint, interactive activities or time for questions
and answers.

OPPORTUNITIES

THREATS

a. Basic Systems The following
training systems already exist at J&P
Pinfold: monthly meetings,
onboarding (orientation), mentoring,
shift talks, and performance
management.

a. Conflict between Shifts There are morning shift and night shift
tensions. The afternoon shift feel that opportunities for staff are
never equally distributed. The afternoon shift has a more
demanding schedule due to hospital visiting hours between
6 pm and 8 pm.

b. Funding J&P has $8,000 for this
new safety initiative. They have
asked the frontline leaders to set
aside three hours per week over six
months to focus on this project.
c. Resources A set of “workplace
culture and communication”
resources exists for ESL speakers,
with resources for native speakers.

b. Intercultural Conflict Canadians feel that other ethnic groups
don’t follow the safety guidelines properly. The Mexicans and
Filipinos feel the Canadians don’t provide good on-the-job
mentoring on safety.
c. Lack of Awareness Previous attempts to get employees to
understand their critical and valuable role in disease prevention in
the hospital has failed.
d. Stereotyping Doctors and nurses tend to think of cleaning staff
as unmotivated and/or lazy people without career or life
ambitions. This attitude sometimes shows itself in how medical
staff speaks to cleaners.
e. Contract Negotiations J&P started negotiating a new contract
for cleaners with the union. As a result, staff don’t feel they have
job security. The negotiations should end in three months.
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Assessment Quiz
Question 1
Read through the list of 13 tendencies/behaviours. First, identify the seven which are norms in the
Canadian workplace for the relationship between supervisor and subordinate. Which of the seven are
norms for supervisors? Which of the seven are norms for subordinates? Write each of the seven
numbers in the correct box below.
Supervisor

1. Doesn’t like to be micromanaged.
2. Defers many decisions and rarely disagrees
or speaks up.
3. Delegates and shares power whenever
possible.
4. Power is centralized.
5. Prefers first names, not titles.
6. Contributes ideas and expertise, speaks up
when a mistake is going to be made, and
even challenges decisions.
7. Shows respect to a superior by not
questioning orders.
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Subordinate

8. Shows initiative and has a lot of influence
in decisions.
9. Rank, position and title confer automatic
status and respect.
10. Doesn’t feel obligated to defer.
11. Accepts that inequalities in power are
natural.
12. Achievements, age and seniority are
important for promotion.
13. Rank, status and respect must be earned, not
ascribed.
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Question 2
Match the hat colour with its correct description.

White Hat
Red Hat
Black Hat
Yellow Hat
Green Hat
Blue Hat

1. Gives validity to emotions and intuition.
2. Focuses on information and answering questions such as:
What do we know?
3. Forms the basis of critical thinking and judgment. It is the most
useful of all the hats because it stops us from doing things that are
wrong, illegal or dangerous.
4. Gives the team an invitation to creativity. It allows you to explore
new ideas, options and possibilities.
5. Invites everyone in a group setting to try to find value.
Why something should work. Major insights can take place.
6. Used at the beginning to define the focus and purpose, and at the
end to put together what has been achieved, the outcome, the
conclusion and design.
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Presentation Skills Checklist
14 Point
CHECKLIST

Structure, Pronunciation and Non-Verbal Communication

Structure

Keep

Start

Doing

Doing

Keep

Start

Doing

Doing

Keep

Start

Doing

Doing

Additional Comments

Clear – uses plain language
Coherent – main point is frontloaded; body is well
organized; uses transition words between ideas
Concise – avoids unnecessary words and repetitions;
stays on topic

Pronunciation

Additional Comments

Speed – speaks at a moderate speed
Pause – uses well-placed pauses
Volume – speaks loud enough for everyone to hear
Rhythm – varies speech pitch with inflection/intonation
Tone – creates a positive, open and optimistic mood
Clarity – pronounces words clearly
Interjections – limits interjections (like, sighs, um, ah,
etc.)
Compensation Strategies – uses effective strategies
when trying to think of right words or ideas, or gets lost

Non-Verbal Communication

Additional Comments

Eyes – makes eye contact across the audience
Gestures – strengthen and support speaking
Facial Expression – confident, friendly, focused, open
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Answer Key
SESSION 1 Power in the Workplace
Comprehension Questions
Question 1: 4
Question 2: 3 and 6
Activity 4 How Should Supervisors Act?
High Power Distance: D, B, F, G
Low Power Distance: A, C, E, H
Activity 5 What Should Supervisors Expect from Subordinates
F, F, T, T, F, F, F, T, T
True – have a lot of influence in decision making, question decisions respectfully, take initiative, find
and ask what to do next
False – don’t question decisions, rarely disagree, never publicly, usually defer to supervisor, seldom
take initiative, wait to be told what to do
Activity 1 Directive or Soft Power?
Directive: In the scenario-based study, Kris used a very directive communication style. He
commanded and instructed Simon. His words choices revealed a “do this” and “don’t do that”
approach. The directive approach is only used in emergency situations, like a fire, or as the last choice
when other approaches do not work with someone.
Activity 2 Matching
1. B

2. D

3. C

4. A

If Kris had used communication based on soft power, he would have built more trust and respect with
Simon. Soft power often makes use of suggestion instead of commands, instructions and opinions.
Soft power asks for input, affirms people and is always ready to provide explanations. This does not
mean that everything you say needs to be a suggestion.
Activity 3 Soft Power vs. Direct Communication
Task 1: Questions vs. Judgments
this is the last time I am going to tell you; Whenever I look for you, you are at Kim’s station, which
means you are preventing him from working
Task 2: Suggestion vs. Command
I tell you what; I will help you; we need to
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Task 3: Suggestion vs. Order
What might be a good idea; you should probably; I guess you could
Task 4: Affirm vs. Command
That is a really good point; keep up the great quality work

SESSION 2 Critical Thinking
Comprehension Questions
Question 1:
Critical Thinking: 2
Problem Solving: 3
Decision Making: 1
Question 2: 3 is False
Activity: Identifying the Relationship between Power Distance and Thinking Skills
People from high power distance cultures, working in a low power distance culture, may not fully
realize that they are expected to evaluate and question the decisions and ideas of those in leadership. In
fact, they may not be used to it, or know the polite ways of doing it (such as using suggestion vs.
opinion). They may not be aware that they need to figure out how much decision making power they
have, and how much initiative they are supposed to take, and when.
Moreover, those from cultural contexts where critical thinking is expected form everyone, and where it
is given very directly, may not be aware of the tactful ways of disagreeing, critiquing, pointing out
errors and giving opinions.
Assessment Quiz
Question 1
Supervisor 3, 5, 13
Subordinate 1, 6, 8, 10
Question 2
White: 2
Red: 1
Black: 3
Yellow: 5
Green: 4
Black: 6
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Module 3

The Leader as Problem Solver

Learning Outcomes
At the end of training, you will be able to:
1. Use an expanded range of problem solving tools to
identify problems, causes and results to find solutions.
2. Follow an objective decision making process to
address problems and concerns in the workplace.
3. Learn to focus on the right problems and generate a
range of options that save time and energy.
4. Prioritize and organize with job task planning tools.
5. Use suggestion, opinion, agreement and disagreement
to get things done.
6. Identify, discuss and eliminate workplace hazards.
7. Lead daily safety talks with teams.
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SESSION 1 Problem Solving and Decision Making

Module 3

Reading Problem Solving
Pre-Reading Questions
Briefly think about the following questions before you start to read.
• What do you already know about problem solving?
• Are there specific models/methods you use in your work to troubleshoot technical problems?
• Are there specific models/methods you use to solve non-technical issues at work?

What is Problem Solving?
Problem solving is a skill that every person needs, both in the
workplace and general life. Problem solving usually requires
critical thinking and decision making as well.
Problem solving includes identifying the:
• Problem
• Complexity of the problem
• Steps to a solution
A wide range of problem solving tools are available for frontline
leaders. Two simple tools to keep in mind when approaching a
problem are the Military Mind Approach and the Lean Four-Step
Problem Solving Process.

Tool 1 The Military Mind Approach
Many military forces have used this model to solve in-the-field
problems from logistics to strategy. It is a good tool to use to think
broadly. It can be especially effective if you are facing a crisis
situation when you don’t have a lot of time to think and plan. The
model asks three basic questions:
1. What is happening?
2. What is not happening?
3. What can we do about it?
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Example: Mixed Communication Channels in a Residential Construction Company
1. What is happening?
Team members are unhappy. They are getting different instructions from different supervisors to
complete the same task. They don’t know which supervisor’s instructions to follow. The project
manager tells them to do one thing. Then the owner of the company tells them to do a different
thing. Team members are making careless mistakes. Work activities are not following the project
schedule. The project is falling behind schedule.
2. What is not happening?
The project manager and the owner of the company are not communicating with each other before
they give instructions to the team.
3. What can we do about it?
The project manager and owner should meet together at the start of the day to make sure they are
on the same page (in agreement). They should communicate by cell phone before any key decisions
are made during the day. They need to establish clear communication channels for projects. They
need to work with the team to accomplish this.

Tool 2 The 5 Whys Model
The 5 Whys Model1 is a question-asking strategy you can use to identify the
cause-and-effect relationships underlying a problem. The main purpose is to
determine the root cause of the issue.
The technique was developed within the Toyota Motor Corporation. The 5 Whys
Model is a key part of Lean Manufacturing, the model created by Toyota to
eliminate waste in their manufacturing. Both Lean and the 5 Whys Models are
now widely used beyond Toyota.
Example Vehicle won’t start
1.
2.
3.
4.
5.

Why – The battery is dead.
Why – The alternator is not working.
Why – The alternator belt has broken.
Why – The alternator belt was old and no one had replaced it.
Why – The vehicle was not maintained according to recommended service schedule.

Solution: Replace the belt and assign responsibility for servicing the vehicle to the shift supervisor.
By asking why five times, the nature of the problem as well as its solutions become clear. The
questioning for the above example could go to a sixth, seventh or higher number of “why” questions;
however, five “whys” are usually enough to get to the root cause of the problem.

1

Adapted from Wikipedia, “5 Whys,” http://en.wikipedia.org, May 9, 2014, http://en.wikipedia.org/wiki/5_Whys, accessed
May 2014.
2
Adapted from Dennis, Pascal. Lean Production Simplified: A Plain-Language Guide to the World's Most Powerful
Production System, 2nd Ed. New York, NY: Productivity Press, 2007.; and Dennis, Pascal. The Remedy: Bringing Lean
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Although the 5 Whys Model is very useful, at times people fail to analyze the root causes to the depth
needed for them to be fixed. Make sure you follow these suggestions when using the model:
Ask beyond symptoms

Avoid the trap of stopping when you have identified the symptoms. Go beyond
symptoms to the root cause(s).

Put heads together

Two heads (problem solvers) are better than one. The person asking cannot go
beyond his or her knowledge. You cannot find causes that you don’t already
know, so find people who have relevant knowledge. Also, having others ask
“why” questions with you can help you find the most accurate “why” questions
to ask.

Do on-the-spot verification

Do on-the-spot verification (checking you are correct) to each “why” question
before moving on to the next.

Consider multiple roots

Avoid isolating a single root cause to a problem. Each question could reveal
multiple root causes to the issue.

Tool 3 The Lean 4-Step Model
Lean principles were founded by Toyota2. Over the past few
decades, these principles have had a big effect in the way
companies around the world do business.
One of these principles involves a problem solving process
with four basic steps that can be applied in your workplace:
1. Identify the problem/concern
2. Do I know the cause?
3. Have I confirmed cause and effect?
4. Implement solution(s)
Example Customer complaints at a restaurant
1. Identify the problem/concern
Customer complaints about poor service have significantly increased at a restaurant.
What should be happening? Food should get to the customer within 20 minutes of ordering.
What actually is happening? Customers are receiving food late.

2

Adapted from Dennis, Pascal. Lean Production Simplified: A Plain-Language Guide to the World's Most Powerful
Production System, 2nd Ed. New York, NY: Productivity Press, 2007.; and Dennis, Pascal. The Remedy: Bringing Lean
Thinking Out of the Factory to Transform the Entire Organization. Hoboken, NJ: Wiley, 2010.
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2. Do I know the cause?
Use the 5 Whys Model to help find the root cause to the problem:
1. Why are the customers complaining?
Because of the delay in getting food to the tables.
2. Why is there a delay in the kitchen?
Because the kitchen staff are taking longer to prepare the food.
3. Why is the kitchen staff taking longer to prepare the food?
Because some of the ingredients were missing.
4. Why are some of the ingredients missing?
Because these ingredients were misplaced.
5. Why were the ingredients misplaced?
Because of a disorganized stock room and substandard inventory management system.
Once the root cause is determined, it is much easier for you to find the right solution. Root causes are
usually one of three things:
• Inadequate standard
• Inadequate adherence to standard
• Inadequate system
3. Have I confirmed cause and effect?
Yes, the stock room is disorganized. The kitchen staff doesn’t know where to find/check for food
and cooking products.
4. Implement solution(s)
Implement a standard inventory management system to organize food and cooking products.
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Comprehension Questions
Question 1
Which three of the following six questions use the Military Mind Model for problem solving?
1. What should be happening?
2. What is happening?
3. What is not happening?
4. What was happening?
5. What can we do about it?
6. What will we do about it?

Question 2
Complete the question by dragging each of the definitions to its matching step in the
Lean 4-Step Model.
Do I know the cause?

•
•
•
•

Identify the
problem/concern

Implement solution(s)

Have I confirmed cause
and effect?

Step 1
Step 2
Step 3
Step 4

Question 3
Which problem-solving strategy is most useful when you don’t have a lot of time to think and plan?
• Military Mind Approach
• Lean 4-Step Model
TIP 1
When you are problem solving, ask yourself “Do I need to identify the
problem, the cause, the result, or all three?” Sometimes the cause can be
mistaken as the problem, such as when a sick worker (cause) means the
work crew is one person short (result). The problem is that the work for
that day may not get finished.
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Media Activity Tips to Improve the Problem-Solving Process
Video Problem Solving through Creativity (5:44)
This short video from Accenture in their Essential Skill Series gives five helpful tips to remember in
the problem-solving process. https://www.youtube.com/watch?v=6SVUo2dGcUk

Task
1. The facilitator in the video clip identifies five tips.
2. Work in five small groups. Each group will be assigned one
of the tips. Listen to the clip.
3. Write down the main ideas/suggestions for the tip.
4. Create a mind map to express what you hear in visual form.
Tip 1: Take a Simple Approach
Tip 2: Ask for Help
Tip 3: It’s All in the Technique
Tip 4: Brainstorm
Tip 5: Creating Great Ideas

TIP 2
Not all problem solving requires decision making for a solution. Sometimes
when you troubleshoot and you find the cause, a set procedure or process exists
to deal with the problem, like for mechanical breakdowns. At other times, you
need to generate options and then come up with a solution, like when doing shift
scheduling.
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Activity Identifying Problems
Task
Read through the scenario-based case study below. Work in small groups to complete the activities that
follow.

Scenario-Based Case Study
You are the project manager for a small renovation company that specializes in residential properties.
This project involves renovating a large two-storey house. Your work crew consists of four
experienced workers. You have worked with these workers before on other routine renovation projects.
Your project today is to apply a sealer to the hardwood floors. These are 100-year-old original cedar
wood floors, which will quickly soak up the first few coats so the crew needs to first apply a sealer.
Normally, you would apply a quick-drying poly sealer (nonflammable and mild fumes). However,
these old floors have pet and smoke odour in them. Therefore, the crew needs to use a lacquer sealer*
(very flammable and strong fumes) to seal in the odours.
*Lacquer base sealers are banned in many places because they are dangerous to work
with due to the risk of fire. Instead, water-based sealers are preferred. However, some
contractors use the more dangerous lacquer sealer because they apply more easily and
are cheaper and the client wants to save money.

Your Crew’s Project Schedule
Yesterday, Monday
• The crew sanded the hardwood floors on the main and second levels to prepare the wood to be
recoated.
Today, Tuesday
• According to the project schedule, your crew must apply sealer to the newly-sanded hardwood
floors.
• The crew arrives at 6:30 a.m. at the job site to apply the lacquer sealer.
• The temperature is forecast to reach 33°C by early afternoon, so the crew agreed to arrive early
to avoid working in the late afternoon heat. The Weather Network indicates the heat wave will
last for the next three days.
• However, only three crew members arrive onsite at 6:30 a.m. for work. One crew member has
phoned in sick.
Tomorrow, Wednesday
• At 8 a.m., other trades subcontractors will arrive to finish renovations in the kitchen and
bathrooms. They can reschedule their installation work, but it will be two weeks from today. The
client homeowner needs the renovations finished by the end of the week.
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Your Crew’s Work Breakdown Structure
To complete two floors in one day, the supervisor assigns two workers to the main level and two to the
second level. They work simultaneously to apply the lacquer product to the floor. It will normally take
two workers between 7 and 8 hours to apply two coats of lacquer sealer to each level of the house. Two
coats are needed on each floor because the wood is porous.

Activity
There are at least two problems in the scenario above, each with a different cause and result. You will
need to identify each problem. Work in pairs. You have 15 minutes. This is a brainstorming activity.
1. How would you approach the problem if you were the crew supervisor that morning? Choose the
best problem-solving model to identify each problem: Military Mind Approach, 5 Whys Model,
Lean 4-Step Model. Explain why you have chosen a specific model to troubleshoot the specific
problem. Use your imagination or personal experience to fill in any information gaps.
2. Use the model to identify the problems. Write out clear problem statements for each of the
problems you identify.
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Reading Decision Making
What is Decision Making?
Decision making3 is a choice among options. It may involve critical
thinking and problem solving. However, remember that not all decision
making is part of problem solving. For example, buyers for retail or
grocery stores regularly make decisions about which suppliers to
purchase from. This does not involve problem solving.
Frontline leaders make numerous decisions every day at work. Some
decisions are simple and take little time while others require
considerable time for data gathering and reviewing options.
The following summarizes a common decision-making process used in
the workplace, the Five-Step Decision Making Model:
1. Define the issue correctly.
2. Collect the facts.
3. Generate possible options.
4. Evaluate the feasible options.
5. Select the best option.

The Five-Step Decision Making Model
1. Define issue

Make sure you identify your main objective, as well as the real issue (problems or
concerns). If you identify the issue correctly, you will be half way to a good solution. If
you don’t identify the real issue, your solution will probably not work.
One way of approaching a problem is to use the Military Mind Approach. This model
asks the following three questions:

2. Collect facts

•

What is happening?

•

What is not happening?

•

What can we do about it?

Get the facts. Research if you have to. Seek different opinions on the issue. Look at it
from different perspectives. Don’t assume other people won’t be able to help.
Often, people with no experience with an issue can help you see things you overlooked.
Also, look for hidden assumptions (things you think are true but are not well thought
through) and personal agendas (people’s self-interests), especially if the decision is high
stakes (very important with a large impact on people). If you can, and if it is productive,
try to involve those who will ultimately be affected by the final decision.

3

Adapted from Businessballs, “Problem Solving and Decision Making,” www.businessballs.com,
www.businessballs.com/problemsolving.htm, accessed January 2014; and Harvard Business School Press. Harvard
Business Essentials: Decision Making: 5 Steps to Better Results. Boston, MA: Harvard Business School Press, 2006.
AWES Bridge to Leadership Module 3

96

3. Generate options

Brainstorming is a great way to generate options. Again, if you can, go to different
people to get a variety of ideas. People with no stake in the outcome, or those with
no experience on a topic can sometimes generate amazing ideas for you. That
includes those people you don’t like or those you may disagree with – opposite
opinions can help show the gaps in your own ideas and solutions.
As a general rule, good options are broadly constructed and feasible (seem
possible). There should be enough of them to give the decision maker(s) a good set
of choices to work with.

4. Evaluate options

Use the following key question to help evaluate the options: how well does each
option meet the main objective of the decision?
Don’t overlook hybrid options that combine the best of different ideas. One way to
visually “see” the options is to use paper and pen to create a decision tree with
alternative courses of action and their possible outcomes.

5. Select best option

As a frontline leader, you will be responsible for decisions. Make sure you explain
your decision to those involved and affected by it.

Comprehension Questions
Question 1
True or false: All decision making is problem solving.

Question 2
Complete the question by dragging each of the definitions to its matching step in the Five-Step
Decision Making Model.
Define the issue
correctly.

Generate possible
options.

Select the best
option.

Collect the facts.

Evaluate the
feasible options.

• Step 1
• Step 2
• Step 3
• Step 4
• Step 5
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Media Activity Tips to Improve the Decision-Making Process
Video Tips to improve the decision-making process (4:48)
This short video gives an overview of the decision making process. It also lists the benefits of good
decision taking, as well as some dos and don’ts. http://www.youtube.com/watch?v=z8DN2-SUSgs
Media Question 1 The Six Benefits
The presenter gives a list of six benefits to good decision making from making quicker decisions to
being able to motivate employees.
• If you continue to improve your decision making skills, in which of the seven benefits would
you like to see the most impact for yourself at work?
• Are there other areas of benefit that the presenter didn’t mention that you would like to see
impacted?
Media Question 2 The Dos and Don’ts
The presenter lists a number of dos and don’ts in decision making.
• Which one(s) do you think are most important to practice or not practice in your job?
• Explain why.

Activity Application to the Workplace
Read through the following five questions. Respond to any two of the questions. Work in pairs. Discuss
your answers with a partner.
1. How does the model apply to what I do at work?
2. What are the benefits of using the model?
3. How can I use the model immediately in the workplace?
4. Who else benefits if I use the model? How?
5. What are my immediate and future goals in using the model?
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Reading Thinking Skills for Field Level Hazard Assessment
What is a Field Level Hazard Assessment?
A Field Level Hazard Assessment (FLHA) is a way to prevent or minimize potential safety hazards
before they happen at a jobsite. A FLHA integrates critical thinking, problem solving and decisionmaking skills.

What is a Hazard?
A hazard is anything that could hurt someone or cause damage to
property or the environment.
For example, think about the workers who are injured or die from
lacquer floor fires. Workers apply lacquer sealer over hardwood
floors to protect the wood. The sealer is like clear paint.
Unfortunately, many lacquer sealers contain lacquer thinner.
Lacquer thinner is a chemical that makes the sealer dry fast, but it
also catches fire easily. In fact, one litre of lacquer thinner on a
hardwood floor is like pouring almost four litres of gasoline on the
floor.
The lacquer thinner evaporates into the air in the form of vapours.
These vapours can also catch fire. If a worker lights a match or if an
electric spark from a tool comes into contact with the vapours, the
air will explode in a ball of fire.
Workers in Canada and the USA have died because of lacquer floor
fires. They failed to do the proper FLHA. They didn’t read the
Materials Safety Data Sheets (MSDS) to understand the hazards.
MSDS are papers from the manufacturer, or people that make and
sell the chemical. The MSDS has information on how to use the
chemical safely.
The workers didn’t use the necessary controls to eliminate or reduce
the hazards.
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Why is a FLHA important for Frontline Leaders?
A frontline leader is often responsible for problem solving and decision making that result in changes at
a worksite. In turn, these changes can also change the safety conditions at the worksite.
1. Changes can relate to:
People

Materials

Tools and equipment

Environment

worksite visitors or
clients, sub-trades

delivery of toxic or
flammable items

sparking tools,
electricity

changes in the weather

2. Changes can result in the following types of hazards:
Chemical

Biological

Physical

Ergonomic

Psychological

toxic vapours,
flammable liquids
or gases

mold, viruses

heat stroke

muscle strain

stress

Therefore, a frontline leader should do mental a FLHA at key points of your problem solving/decision
making processes.

How does a Frontline Leader do a Mental FLHA?
A mental FLHA has a basic four-step process:
1. Stop and Think
2. Look and Find
3. Assess (decide how dangerous the hazard is)
4. Control (the equipment and strategies workers use to
minimize or eliminate hazards)
You can do a hazard assessment in your head before or during work.
You can do it with a pen and paper. Most jobs have special hazard
assessment forms.
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Nine Questions in a Mental FLHA
Use the following nine questions to do a mental hazard assessment:

STOP and THINK

1. Does everyone clearly understand the steps for doing the job safely?
2. Is anyone on the crew nervous, tired, frustrated or rushing the job?

3. What could go wrong in each step?
LOOK and FIND

4. What could/did change (people, materials, tools and equipment,
environment) and create a hazard (chemical, biological, ergonomic,
physical, psychological)?

5. What could go wrong because of the hazard? Could it cause injury,
death, slow down work, damage equipment or contaminate the
environment?
6. How likely is it to happen?
ASSESS

(1) Almost certain
(2) Likely
(3) Not very likely
(4) Almost impossible

7. What can I/we do to control the hazard?
CONTROL

8. Will the controls affect any other part of the job being done?
9. Do I need to tell anyone else about these controls?
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Comprehension Questions
Question 1
Which of the following four questions (from the Nine Questions in a Mental FLHA) relate to
Step 1: Stop and Think?
1. Does everyone clearly understand the steps for doing the job safely?
2. What could go wrong in each step?
3. What could/did change and create a hazard?
4. Is anyone on the crew nervous, tired, frustrated or rushing the job?

Question 2
Which of the following four questions (from the Nine Questions in a Mental FLHA)
relate to Step 2: Look and Find?
1. Does everyone clearly understand the steps for doing the job safely?
2. What could go wrong in each step?
3. What could/did change and create a hazard?
4. Is anyone on the crew nervous, tired, frustrated, or rushing the job?

Question 3
Which of the following three questions (from the Nine Questions in a Mental FLHA)
relate to Step 3: Assess?
1. What can I/we do to control the hazard?
2. What could go wrong because of the hazard? Could it cause injury, death, slow down work,
damage equipment or contaminate the environment?
3. How likely is it to happen?

Question 4
Which of the following five questions (from the Nine Questions in a Mental FLHA)
relate to Step 4: Control?
1. What could/did change and create a hazard?
2. What could go wrong in each step?
3. What can I/we do to control the hazard?
4. Will the controls affect any other part of the job being done?
5. Do I need to tell anyone else about these controls?
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Activity Doing a Field Level Hazard Assessment
Pre-Reading Task
To understand the process of refinishing hardwood floors, watch the short video – How to Refinish
Hardwood Floors (2:05) – from the This Old House website.
The general contractor, Tom Silva, shows how to apply a water-based polyurethane coat to an old
floor. The video will give you a visual impression of the kind of work that workers are doing in our
ongoing scenario-based case study. www.thisoldhouse.com/toh/video/0,,20238356,00.html

Task 1 Lacquer Sealer Instructions and MSDS
Read through the manufacturer’s instructions on using the lacquer sealer. Answer the questions that
follow.

Sandhurst Products
WOOD FLOOR SEALER
INSTRUCTIONS
Do not use product without first reading instructions.

Description and Uses

Application

Sandhurst Wood Floor Sealer is a fast dry,
lacquer base sealer. It is formulated to seal
commercial and residential hardwood floors. It
provides a superior base coat for polyurethane,
varnish or wax topcoats.

•

•
•

Surface Preparation
The surface to be coated must be clean, dry and
contaminant-free. Use medium grit sandpaper to
remove the old finish product. Finish off sanding
with fine grit. Vacuum and tack with a lint-free
towel dampened with water.

•
•
•
•

Dry Time

•
•

To touch: 10 minutes.
To recoat: 30 minutes.
CAUTION: Cold temperature, high humidity, or
lack of airflow will prolong dry time.
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Apply one coat of sealer with recommended applicator
(T-bar or roller). For porous surfaces, apply two coats of
sealer.
Always work with the grain.
Apply continuously and always stop and start where the
floor and the wall intersect.
Let dry for 1 hour.
Buff with pad.
Vacuum dust.
Tack (wipe clean) with lint-free towel that is dampened
with water.
Let dry completely.
Always buff, vacuum, tack and dry the floor between
coats.

Ambient Conditions
Use only when the ambient conditions are 18° to 30° C.
Keep area well ventilated.
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Sandhurst Products
WOOD FLOOR SEALER
MATERIAL SAFETY DATA SHEET
Date of Preparation July 1, 2013 (Version 05)

Hazards Identification

Handling

Routes of Exposure

•

Solvents in lacquer are heavier than air; on hot
days will sink to floor. As a result, vapours will
accumulate readily and may ignite explosively.

•

During use and until all vapours are gone,
AVOID sparking. Use non-sparking tools.
AVOID open flames. Extinguish all pilot lights,
heaters and flames. Turn off stoves, electrical
tools and appliances and any other sources of
ignition.

•

Soiled rags and waste products may contain
combustible liquids or vapours. Dispose in
accordance with local regulations.

Inhalation of vapour or spray mist. Extreme overexposure
may result in unconsciousness or possibly death.
Symptoms of Exposure
Headaches, dizziness, nausea and loss of coordination
are indications of excessive exposure. Redness and
burning or itching sensation may indicate eye or
excessive skin exposure.
First Aid Measures
•

Eyes: Flush eyes with large amounts of water for 15
minutes.

•

Skin: Wash affected area thoroughly with soap and
water.

Exposure Controls/Personal Protection

•

Inhalation: If affected, remove from exposure and
restore breathing.

•

Ensure work area is properly ventilated.

•

Avoid contact with skin and eyes.

•

Avoid breathing vapour or spray mists.

•

Wear protective gloves.

•

Wear safety goggles with imperforated side
shields.

Conditions
Use only when the ambient conditions are 18° to 30° C.
Flash point 40 ° C.

Question 1
Which one of the facts from the instructions could have a significant impact on whether or not the crew
can apply the sealer safely and finish on time?

Question 2
Using the MSDS, determine the safety hazard(s) if the crew doesn’t finish applying the sealer by the
midafternoon.

Task 2 FLHA
As a frontline leader, you are responsible, together with your crew, for doing field level hazard
assessments (FLHA) to create a safe workplace.
Use the nine FLHA questions to do an initial FLHA for the Lacquer Sealer Scenario-Based Study.
Refer back to the product instructions, MSDS and related information.
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When you don’t have the exact information you need, you can use your imagination and decide as a
group. You can add details, but you can’t change or take away the details from this scenario-based
study.
STOP and THINK
1. Does everyone clearly understand the steps for doing the job safely?
2. Is anyone on the crew nervous, tired, frustrated, or rushing the job?
LOOK and FIND
1. What could go wrong in each step?
2. What could/did change (people, materials, tools and equipment, environment) and create a hazard
(chemical, biological, ergonomic, physical, psychological)?
ASSESS
1. What could go wrong because of the hazard? Could it cause injury, death, slow down work,
damage equipment or contaminate the environment?
2. How likely is it to happen? (1) almost certain, (2) likely, (3) not very likely, (4) almost impossible.
CONTROL
1. What can I/we do to control the hazard?
2. Will the controls affect any other part of the job being done?
3. Do I need to tell anyone else about these controls?

Presentation Safety Talk
Your presentation topic is a Safety Talk on working with lacquer
sealer. Use the information in the manufacturer’s instructions, MSDS
and the FLHA to create a safety talk for a team of workers who will be
applying lacquer sealer to hardwood floors on a hot day.
1. Your instructor will organize you into groups of four to six.
2. You will have 90 to 120 seconds to speak. Your groups will have
two minutes to provide feedback using the checklist.
3. Use the Presentation Skills Checklist to evaluate each other’s
presentations. Your instructor will review this checklist with you
before your group begins.
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SESSION 2 Job Task Planning and Organizing

Module 3

Communication Opening Gambits
In the Canadian workplace, true credibility and respect do not come from a title like manager or
mentor, or from your education or experience. They come from being skilled at using “soft power”,
which is most clearly seen in the way people communicate in the Canadian workplace. In fact, power is
projected, and in most cases shared, through the words Canadians use to inform others and get things
done. Using “opening gambits” is an essential way of suggesting, giving opinion, agreeing and
disagreeing.

What are Opening Gambits?
Opening gambits are words placed at the beginning of a sentence to introduce a language function. For
example:
• To introduce the language function of suggestion, a speaker might begin with the How about
if… as the opening gambit: How about if we do the work tomorrow?
• If the speaker began with I think …, the opening gambit would be introducing opinion as the
language function: I think we should do the work tomorrow.

Why are Opening Gambits Important?
Opening gambits are used to introduce a range of language functions. They are important to learn
because they help your communication flow more smoothly. A list of common ones are listed below
with an example of a gambit:
Suggestion

Maybe we could…

Opinion

I was thinking that…

Agreement

Point taken…

Disagreement

I hear what you are saying but…

Polite requests

Would you mind…?

Clarification

What I mean is…

Interrupting

If I can interrupt for a moment…

Warning

Just a word of caution…
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Opening Gambits and Degrees of Intensity
Opening gambits have degrees of intensity (strength – assertiveness or certainty). The skill is to know
which gambit to use in a particular situation, for example, how strong do you want to appear?
Let’s review the opening gambits for giving and disagreeing with an opinion. The ones below have
been listed from low to high degrees of intensity.
Giving Opinion
HIGHER Degree of Intensity
LOWER Degree of Intensity

Disagreeing

I think

I disagree. I believe

we should have a safety meeting at the start of
each week.

we should have a safety meeting at the start of each
shift.

I can tell you from experience

I am not sure I agree. I think

we should have a safety meeting at the start of
each week.

we should have a safety meeting at the start of each
shift.

To me, it makes sense to

Personally, I would prefer

have a safety meeting at the start of each week.

a safety meeting at the start of each shift.

I am pretty sure

I agree with having a meeting but

we should have a safety meeting at the start of
each week.

I am in favour of a safety meeting at the start of each
shift.

I guess

I hear what you are saying, but I would rather have

we should have a safety meeting at the start of
each week.

a safety meeting at the start of each shift.

I was just thinking that

I guess I am just more inclined to go for

we should have a safety meeting at the start of
each week.

a safety meeting at the start of each shift.

How to Develop Your Use of Opening Gambits
Opening gambits is a subcategory of a language skill called pragmatics. It is a difficult skill to teach
because the word choices and grammatical structures are so many and varied. The best way to develop
your use of gambits is as follows:
1. Listen Raise your awareness of them in a classroom
setting, as we are in this course. Take note of the word
choices native speakers use in meetings or during
informal conversations at lunch or coffee breaks.
Identify the word choices that coworkers use when
talking on the phone.

AWES Bridge to Leadership Module 3

107

2. Write down Carry a small notebook with you to write them down.
3. Use Then begin to use the opening gambits in your daily communication. Ask native speakers to
help you understand when and how to use a specific gambit.
*For more on gambits, pragmatics, softeners and the Canadian Communication Style, see the Workplace
Integration Desk Reference, page 33. Download the reference at www.awes.ca.

Activity Agreeing and Disagreeing
Task 1
Read through the script. Underline the opening gambits that support the specific language functions.
Project Manager (PM) introduces the Problem to the Workers (W)
“Okay, so here is the problem. It’s Wednesday morning. We have around seven hours, maybe less,
before it’s too hot to work with the lacquer. By around 2 p.m. this afternoon, the temperature is
expected to reach 33°C. It’s not safe to apply lacquer sealer at anything higher than 30°C. Tomorrow at
8 a.m. the subcontractor arrives to apply the polyurethane coats. Any ideas on how to deal with this?”
W1

How about we reschedule the subcontractor for Friday?

Suggest

PM

I thought of that as well, but he is not available until later in August so
rescheduling him is not an option.

Disagree with
Explanation

W2

I hate to be the one to say it, but trying to meet this deadline is likely going to be
a safety hazard.

Raise an Issue

W1

You are right!

Agree

W3

What do you mean by a safety hazard?

Seek Clarification

W2

What I mean is it is going to be 30°C way before 2 p.m. We can’t apply lacquer
when it’s that hot. The solvents in lacquer are heavier than air. When it is too
hot, they sink and accumulate near the floor. The chances increase of them
igniting and blowing us up, even if we keep the windows open and use the fans
for more ventilation. It is a risk not worth taking!

Give Clarification

W1

I guess we might have to reschedule the entire project until the heat wave ends
on the weekend. The client is not going to be happy, but what do you do?

Give Opinion

PM

I have a better idea if you guys are up for it. How about you guys work as a
team of three between now and lunch time to put the first coat on both floors.
Take the afternoon off and come back this evening, when it is cooler, to put on
the final coat. I know it is an inconvenience, but at least we can get the job
done. It is not standard procedure, so let me know if you are not comfortable
with it.

Disagree with
Suggestion
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Task 2
1. Replace each of the gambits from the script with the alternative gambits listed below.
2. Make a note of any other gambits that you think of as you think of your answers.
3. After you have rewritten each one, choose the gambit that you think fits most naturally into the
script.
1. Make SUGGESTION
“How about we reschedule the subcontractor for Friday?”
a. I wonder if
b. Why don’t we
c. Maybe we could/should/need to
d. It might be a good idea to
e. I am just wondering if
f. We should probably
2. DISAGREE and follow with Explanation
“I thought of that as well, but he is not available until later in August so rescheduling him is not an
option.”
a. That is not a bad idea, but
b. I hear what you are saying, but
c. We could do that, but
3. Give OPINION
“I guess we might have to reschedule the entire project until the heat wave ends on the weekend.”
a. I think
b. I can tell you from experience
c. To me, it makes sense to
d. I am pretty sure
e. I guess
4. DISAGREE and follow with Suggestion/Opinion
“I have a better idea if you guys are up for it. How about you
guys work as a team of three between now and lunch time to
put the first coat on both floors.”
a. I disagree. I believe
b. I am not sure I agree. I think
c. Personally, I would prefer
d. I agree with ... but I am more in favour of
e. That is not a bad idea, but how about
f. I hear what you are saying, but I would rather have
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Reading Job Task Planning
Pre-Reading Questions
Briefly think about the following questions before you start to read.
• What do you already know about planning jobs and organizing tasks?
• Is there a difference between planning and organizing?
• Are there any models/methods/tools you use to plan or to organize your work tasks?

What is Job Task Planning?
Job task planning and organizing is the extent to which workers plan and organize their tasks. Job task
planning involves prioritizing (organizing by importance) activities to manage your time well. It is
more than creating a schedule or meeting deadlines. As a frontline leader, your time management must
be guided by the right priorities (most productive and important activities).
Frontline leaders often have too much to do in too little time. In the workplace, many demands compete
for your time, from phone calls and meetings to relationships and crises. Using tools like notes, to-do
lists, checklists and calendars are not enough. The “Urgent/Important Matrix” can help you prioritize
the competing demands on your time.

The Urgent/Important Matrix
The Urgent/Important Matrix comes from Stephen R. Covey’s best-selling book, The 7 Habits of
Highly Effective People. Covey made a distinction between urgent and important activities:
Important activities have to do with the right results.
• We act on them as opportunities, like planning in order to prevent urgent crises.
• They lead to the achievement of productive goals.
• These goals should help you do your job for your organization and/or support your career.
Urgent activities demand your attention now, like a ringing phone.
• We react to urgent matters.
• They are usually associated with other people’s interests, like absent workers, employee
complaints (versus the goals with long-term value that you are responsible for).
• Leaders often find themselves prioritizing urgent activities because of the immediate
consequences of not dealing with them, like conflict with someone.
At key moments, a frontline leader must be comfortable saying “no” to him/herself, or to others
politely, so that the most important activities can get done, like saying no to watching television, a
lunch invitation or even helping a colleague at that moment. This requires us to manage ourselves first,
not our time, by prioritizing the most important things. Covey called this “putting first things first.”
Covey’s “Urgent/Important Matrix” is a way to step back mentally so that you are not controlled by
urgent activities. The matrix is a simple way to prioritize the demands that compete for your time – to
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put first things first! Take a look at the graphic of his matrix. He said leaders need to focus their time in
quadrant 2 by reducing their time in quadrants 1, 3 and 4.

Not
Important

Important

Urgent

Not Urgent

Q1
ACTIVITIES
• Crises
• Serious problems
• Deadline-driven projects
• Short-term focus

Q2
ACTIVITIES
• Prevention and planning
• Relationship building
• Recognizing new opportunities
• Long-term focus

Q3
ACTIVITIES
• Interruptions
• Some phone calls/mail
• Some meetings

Q4
ACTIVITIES
• Some phone calls/mail
• Some meetings
• Pointless busy work
• Distractions and time wasters

Figure 1 – Urgent/Important Matrix (Stephen R. Covey)

QUADRANT 1 Urgent and Important
Q1 is both urgent and important. We usually call these crises or problems. When they occur, it is hard
to avoid or postpone them. They require immediate attention otherwise they have significant
consequences. There are two kinds of Q1 activities:
• Unforeseen For example, a worker suddenly calls in sick. You are one crew member short yet
you have a deadline to finish a job that same day. The customer will not be happy if you
postpone. This is a crisis you didn’t foresee, but you must deal with immediately. You will need
good job task planning and strong critical thinking, problem solving and decision making skills.
• Foreseen For example, you need to write a cost estimate for a new client, but you have
procrastinated (delayed or postponed action) for a week. You leave it until Friday, the last day,
but you are very sick. The client will probably choose a different contractor unless you write the
estimate. You are really sick, but you write the estimate. You end up sick all weekend. This was
foreseen. You could have planned better by not procrastinating.
Everyone has some Q1 activities in their lives. They cannot be avoided completely. However, too many
frontline leaders are crisis managers. Q1 dominates them. They are always “putting out fires” (dealing
with problems) instead of preventing them. They are beaten up by problems all day, every day. They
get stressed and burnt out. They live much of their workday dealing with Q1 instead of investing time
in Q2 that would reduce the size of Q1.
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QUADRANT 2 Not Urgent and Important
Q2 is at the heart of effective and efficient frontline leadership. Leaders who focus on this quadrant still
deal with problems and crises, but the number is much smaller. They focus on quality activities that are
fruitful (productive). Covey suggests these leaders:
• Anticipate problems and prevent them from happening.
• Focus on the important, not urgent things.
• Look for opportunities.
• Are proactive by knowing their purposes, values and priorities.
• Build strong relationships with coworkers and clients.
Covey asks the question, “What one thing could you do in your professional (or personal) life that, if
you did regularly, would make a tremendous positive difference in your life?” He says that Q2
activities have that kind of quality impact on our lives.
QUADRANT 3 Urgent but Not Important
Some people spend lots of time in Q3, thinking they are dealing with the unforeseen issues of Q1. They
spend time reacting to things that appear urgent but are actually not important. This urgency is
misleading because it based on other people’s priorities and expectations. These activities prevent a
leader from achieving his or her important goals.
A common example is interruptions by coworkers. Sometimes it is necessary to say “no” to coworkers
politely. You can say “no” to the task but “yes” to the person, meaning you schedule a time when you
can talk to the person, or encourage the person to try solving the problem independently first. Take the
time to ask yourself: Is it urgent, or does it just seem urgent? Am I comfortable rescheduling or
postponing this activity?
QUADRANT 4 Not Urgent and Not Important
People in Q4 lead very irresponsible lives. They are easily distracted. They do lots of personal or
irrelevant phone calls and email at work. They waste time in pointless meetings. They “goof off” (fool
around) at work whenever possible, like web surfing or playing computer games. They regularly take
extended coffee/lunch breaks with coworkers with no real value in the relationships.
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Comprehension Questions
Question 1
Which word best defines each of the four quadrants in Covey’s Urgent/Important Matrix? Drag and
drop the word into the box.
Quality

Necessary

Misleading

Waste

• Quadrant 1
• Quadrant 2
• Quadrant 3
• Quadrant 4

Question 2
Match each of the four examples to its correct quadrant. Drag and drop the word into the box.
Relationship Building

Interruptions

Deadlines

Distractions

• Quadrant 1
• Quadrant 2
• Quadrant 3
• Quadrant 4
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Media Activity What Stephen R. Covey Taught Me
about Time Management
Video What Stephen R. Covey Taught Me about Time Management (2:38)
This short video is an overview of Stephen R. Covey’s Urgent/Important Matrix. The matrix is a useful
tool for prioritizing your activities so that you can manage your time well.
http://www.youtube.com/watch?v=ODyG5lKbH08
Media Question 1
In the Urgent/Important Matrix, Covey suggests we need to increase the amount of time we spend in
quadrant 2.
Start this media question by first writing a list on paper of all the activities you did today. Draw the
Urgent/Important Matrix on paper and insert each activity into its relevant quadrant.
Answer the following questions online:
• Approximately what percent of your time do you spend in your day in quadrant 2?
• Could you increase that percentage? How?
• What would you need to do?
• Eventually, what percentage of your work week would you like to be spending in quadrant 2?
• What would be a reasonable amount of time?
Media Question 2
Answer any two of the following questions:
• How does the Urgent/Important Matrix apply to what I’m doing (at work/in school/at home,
etc.) right now?
• What benefits are there to me of using the Urgent/Important Matrix?
• How can I use the Urgent/Important Matrix immediately?
• How does someone else (employer/family member/coworker, etc.) benefit if I use the
Urgent/Important Matrix?
• What are my immediate and future goals in using the Urgent/Important Matrix?
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Activity Prioritizing Using the Time Management Matrix
Think about the case-based scenario: Because you are one person short, you will need to be more
available today. You will need to prioritize your activities.

Task 1 To-do List
Take a look through the to-do list in your daybook. Use the Time Management Matrix (developed by
Stephen R. Covey) to prioritize the activities into the four quadrants. Write the number into the
quadrant you think it should go.
Urgent

Not Urgent
Q2 Preventative

Q3 Interruptive

Q4 Distractive

Not Important

Important

Q1 Critical

“TO-DO” Wednesday July 20, 2013
1

Shift Start Meeting 6:45 a.m. – review safety guidelines for lacquer sealer, plan how we can work
together

2

Meet the Smiths 9 a.m. – at Tim Horton’s to find out what renovations they want done to their
apartment

3

Meet Mr. Chang 10: 45 a.m. – at jobsite to explain electrical changes to old wiring (not done to code)
and consequent 5% increase to project costs

4

Call school – call kid’s school to offer to volunteer on next field trip

5

Meet Tim for coffee – confirm time by text, ask him about his holiday and where he recommends
staying in Mexico

6

Take John for lunch – propose for him to take on a team lead responsibility after summer

7

Call J&M Contractors – make sure kitchen cabinets have arrived at warehouse

8

Monthly staff meeting – plan August schedule, figure out vacation days, come up with back up plans
for staffing teams

9

Administration – complete performance feedback forms for all team members

10

Social media – update company Facebook page
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Task 2 Activities and Quadrants
Which quadrant should each of the following activities fall into?
A.
B.
C.
D.
E.
F.
G.

Non-project emergencies
Safety meetings
Unscheduled rework
Training and development
Productive collaboration
Last-minute changes
Low value, but required administration

H.
I.
J.
K.
L.
M.

Late input from stakeholders
General photocopying
Escape activities, like day-dreaming
Reading through junk mail
Updating LinkedIn profile
Gossip

Not Important

Important

Urgent

Not Urgent

Q1 Critical

Q2 Preventative

Q3 Interruptive

Q4 Distractive
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Reading Job Task Organizing
What is Job Task Organizing?
Job task planning and organizing is the extent to which workers plan and organize their tasks. Job task
organizing requires workers to sequence tasks in schedules and work breakdown structures.

How to Create a Basic Work Breakdown Structure
The work breakdown structure (WBS) is one of a leader’s most important tools. It provides the
foundation in completing objectives. A WBS is an organized task list or picture of the work that needs
to be done.
The WBS is key part of all project management. Any kind of project work needs a WBS, as well as
certain routine tasks that require complex coordinating. A WBS focuses the activities on deliverables.
This helps simplify the activities into manageable tasks. Sometimes the WBS is created with the team.
At other times, the leader or project manager develops it.
Graphic and Outline WBS
A WBS can be done in two different ways: a simple outline or a graphic such as a flow chart. The
following two templates give you an idea of a basic WBS.
Project Name
Task 1
Subtask 1.1
Subtask 1.2
Subtask 1.3
Task 2
Subtask 2.1
Subtask 2.2
Subtask 2.3
Task 3
Subtask 3.1
Subtask 3.2
Subtask 3.3

Figure 2 – Basic Template for Outline WBS
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Project Name

Task 1

Task 2

Task 3

Subtask 1.1

Subtask 2.1

Subtask 3.1

Subtask 1.2

Subtask 2.2

Subtask 3.2

Subtask 1.3

Subtask 2.3

Subtask 3.3

Figure 3 – Basic Template for Graphical WBS

How to Develop Work Schedules
A work schedule identifies and organizes activities sequentially with
start and end times and/or dates. It brings together all work tasks, the
duration and the resource estimates into a calendar.
The schedule helps the project manager identify risk, plan resources,
and establish milestones. It should be as complete and realistic as
possible.
A work schedule is useful for monitoring progress on a project and
will help you see if anything is behind schedule. Without a schedule,
it is like driving a car without knowing where you are going and how
you are going to get there. Since scheduling requires some
guesswork, it should be reviewed regularly and adjusted accordingly.
Expect changes!
Quick 3-Step Action Plan
Different tools exist to develop schedules and assign tasks. If you are managing a smaller project, a
simple action plan can be used with three steps:
1. Identify the activities: what needs to get done?
2. Analyze the activities: when and how do they need to get done?
3. Delegate the activities: who needs to do them?
It is also important to see the task relationships. Tasks can be sequential and parallel at the same time.
For example, one task may be dependent on the completion of another task while occurring at the same
time as a different task. The work schedule is your best tool for key success factors such as quality,
cost, and time. It will also help you meet your objectives and deadlines.
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Comprehension Question
Question 1
Match the term to the correct definition:
Job Task Planning

Job Task Organizing

A. Involves prioritizing (organizing by importance) activities to manage your time well.
B. Related to how tasks are sequenced, like in work breakdown structures.

Activity Identify, Analyze and Delegate
Identify one of your responsibilities at work. It can be a routine task or one that doesn’t happen
frequently. Use the quick 3-step action plan to design a draft schedule. You have five minutes to design
it in draft form. Share with a partner when you are done.
1. Identify the activities: what needs to get done?
2. Analyze the activities: when and how do they need to get done?
3. Delegate the activities: who needs to do them?
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Assessment 1 Quiz
Problem Solving
Match the problem-solving tool to its definition. Write the number in the box.
1. The 5-Whys Model 2. Military Mind Approach

3. Lean 4-Step Model

Useful if you are facing a crisis situation when you don’t
have a lot of time to think and plan.
Useful to identify the cause-and-effect relationships
underlying a problem.
Useful for analyzing the problem and its cause, confirming
the cause and effect, and then implementing the solution.

Decision Making
Answer True (T) or False (F) to the following statements:
1. All decision making is part of problem solving.
2. The first key to good decision making is to ensure you identify the real issue (problems or
concerns) otherwise your solution will probably not work.
3. Do not include people without experience in an issue. They will only make the issue more
complicated.
4. Look for your own hidden assumptions (things you think are true, but are not well thought
through).
5. Be aware of personal agendas (people’s self-interests), especially if the decision is high stakes (very
important with a large impact on people).
6. Try to involve those who will ultimately be affected by the final decision.
7. The best options should seem impossible at first.
8. Some of the best options might be hybrids that combine the best of different ideas.

Hazard Assessment
What are the four steps in a field level hazard assessment?
Step 1
Step 2
Step 3
Step 4
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Opening Gambits
Match the gambit to its language function. Write the function in the box.
Disagree and give Explanation

Disagree and give Opinion/Suggestion

Opinion

Suggestion

1. I wonder if setting up an advisory committee might be the solution.
2. That is not a bad idea but committees can take a long time to decide.
3. I am pretty sure we will have enough time to plan, discuss and decide.
4. Personally, I would prefer that we make a decision as a leadership team only.

Job Task Planning and Organizing
1. Match the term to the correct description:
Job Task Planning

Job Task Organizing

A.

Involves prioritizing activities to manage your time well.

B.

Requires workers to sequence tasks in schedules and work breakdown structures.

2. Covey’s Matrix
Turn the basic square below into a Covey Matrix by:
• Naming the horizontal (top) and vertical (left) bars of the matrix.
• Naming each quadrant.
• Placing each of the following in the correct quadrant: Serious Problems, Relationship Building,
Interruptions, Pointless Busy Work
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Assessment 2 Troubleshooting Problems with Decision Making
Instructions
This is an integrated learning assessment that combines thinking skills and gambits. Imagine you are
part of the crew in the scenario-based case study. You need to work together to make a decision on
how to finish applying the lacquer sealer on the floor by the end of the day.
You will have a group assignment to complete and an individual assignment to submit for your next
face-to-face session.
Group Assignment
1. You are going to work in groups of four to six people.
2. Use the 5-step decision making process to guide you. Step 1 has already been started for you – you
only need to write out the problem statement. Steps 2 to 5 already have some ideas included to help
guide you.
3. You will also need to create new draft work schedules for the option(s) you generate.
4. You have 20 minutes. At the end of the activity, you will get 10 minutes to prepare to present your
decision as a team.
5. Each person on your team will need to contribute during the presentation. Make notes for yourself
as you work in the group. Your team should include the following:
• A quick review the problems.
• A summary of your brainstorming with the 5-step decision making process. It should explain
what your team considered, how you reached a decision, and what the decision was.
• The new work schedule.
Individual Assignment
1. Prepare a short report that explains the solution your team decided on to finish applying the lacquer
sealer. Imagine you are writing to your supervisor to explain (and give reasons) how you reached
the decision.
2. The report should be no more than two pages.
3. You should include the following in your report:
• An introduction to the problem and a clear problem statement.
• A short summary of your brainstorming using the 5-step decision making process. It should
explain how your team reached its decision and what the decision was.
• The new work schedule.
• At least two examples of gambits in your writing.
4. The short report should be submitted electronically to your instructor before the next face-to-face
session.
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The 5-Step Decision Making Process
Step 1 – Define the issue
• One crew member short. Only three crew members available. Need two pairs of workers to apply
lacquer to the main and second floors at the same time.
• High temperature for the day is predicted to reach 33° C by midafternoon, at which point it is no
longer safe to apply the lacquer sealer.
• The lacquer sealer must be applied today so that the floor is ready for the subcontractor to apply the
polyurethane coat tomorrow morning.
Problem Statement:
Step 2 – Collect the facts
What are the facts? Review the standard WBS and the original work schedule below to determine how
long it takes to apply the lacquer. Who could help? Are crew members available to work for longer, or
after normal work hours?
Step 3 – Generate possible options
What are the options for completing the project on time? Make sure your group creates a new draft
schedule for each option. Use the poster paper provided by your instructor to create the new draft
activity schedules.
Step 4 – Evaluate options
What are the pros and cons to each option?
Step 5 – Select best option
What is the best option?
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Standard Work Breakdown Structure for Applying Lacquer Sealer
The following flow chart below is a basic WBS for applying lacquer sealer to the hardwood floors on
the first and second floors of the house.

First Floor

Second Floor

Apply
Lacquer

Apply
Lacquer

Dry 1 hr

Dry 1 hr

Buff and
Vacuum 1 hr

Buff and
Vacuum 1 hr

Tack and
Dry 1 hr

Tack and
Dry 1 hr

Apply
Second Coat

Apply
Second Coat

Original Work Schedule
The following is the original work schedule on the day the crew was supposed to apply the lacquer
sealer. The schedule was based on two pairs of workers applying the sealer at the same time on the
main and second floors.

8 am

Crew 1 – Main Floor

Crew 2 – Second Floor

Apply coat one of lacquer sealer.

Crew two works on the second floor at the same time as
crew one is applying lacquer on main floor.
Total numbers of hours to complete one floor = 7 hours per
crew.

10 am

Allow first coat an hour to dry.

11 am

Buff, vacuum and tack first coat.

Noon

Allow for drying.

1 pm

Apply coat two of lacquer sealer.

3 pm

Buff, vacuum and tack first coat.

4 pm

Leave to dry.
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Presentation Skills Checklist
14 Point
CHECKLIST

Structure, Pronunciation and Non-Verbal Communication

Structure

Keep
Doing

Start
Doing

Additional Comments

Keep
Doing

Start
Doing

Additional Comments

Keep
Doing

Start
Doing

Additional Comments

Clear – uses plain language
Coherent – main point is frontloaded; body is well
organized; uses transition words between ideas
Concise – avoids unnecessary words and repetitions;
stays on topic

Pronunciation
Speed – speaks at a moderate speed
Pause – uses well-placed pauses
Volume – speaks loud enough for everyone to hear
Rhythm – varies speech pitch with inflection/intonation
Tone – creates a positive, open and optimistic mood
Clarity – pronounces words clearly
Interjections – limits interjections (like, sighs, um, ah,
etc.)
Compensation Strategies – uses effective strategies
when trying to think of right words or ideas, or gets lost

Non-Verbal Communication
Eyes – makes eye contact across the audience
Gestures – strengthen and support speaking
Facial Expression – confident, friendly, focused, open
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Answer Key
SESSION 1 Problem Solving and Decision Making
Problem Solving Comprehension Questions
Question 1: 2, 3 and 5
Question 2:
Step 1: Identify the problem/concern
Step 2: Do I know the cause?
Step 3: Have I confirmed cause and effect?
Step 4: Implement solution(s)
Question 3: Military Mind Approach – this is a key difference between the two problem solving
approaches.
Decision Making Comprehension Questions
Question 1: False
Question 2:
Step 1: Define the issue correctly
Step 2: Collect the facts
Step 3: Generate possible options
Step 4: Evaluate the feasible options
Step 5: Select the best option
FLHA Comprehension Questions
Question 1: 1 and 4
Question 2: 2 and 3
Question 3: 2 and 3
Question 4: 3, 4 and 5
Activity Doing a FLHA
Task 1
Question 1: The sealer will need to be applied early in the day, before the temperature reaches above
the 30°C maximum ambient condition.
Question 2: If the sealer is applied when the ambient temperature is above 30°C, the solvents in lacquer
are heavier than air. On hot days, it will sink to floor. As a result, vapours will accumulate readily and
may ignite explosively.
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Task 2
The number of people on the crew has changed from four to three. This could create a psychological
hazard on the rest of the crew if they feel pressured to rush to finish applying the lacquer. If they rush,
it may cause a chemical hazard if they don’t allow for good ventilation. If they mishandle the lacquer, it
could explode and cause a physical hazard.
The environment (the weather) will probably change during the day as it becomes hotter. This will
create potential chemical hazards.

SESSION 2 Job Task Planning and Organizing
Activity Agreeing and Disagreeing
Task 1
How about…; I thought of that as well but…; I hate to be the one to say it but…; What do you mean
by…; What I mean is…; I guess…; I have a better idea if you guys are up for it.
Task 2
Instructor works with participants to generate options on the board for completing the gambits.
Instructor teaches grammar structures as needed by the cohort.
Job Task Planning Comprehension Questions
Question 1:
Quadrant 1 – necessary
Quadrant 2 – quality
Quadrant 3 – misleading
Quadrant 4 – waste
Question 2:
Quadrant 1 – deadlines
Quadrant 2 – relationship building
Quadrant 3 – interruptions
Quadrant 4 – distractions
Activity Prioritizing Using the Time Management Matrix
Task 1: To-Do List
Quadrant 1 – 3, 7
Quadrant 2 – 1, 2, 6, 8, 9, 10
Quadrant 3 – 4
Quadrant 4 – 5
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Task 2: Activity Using the Time Management Matrix
Quadrant 1 – C F G H
Quadrant 2 – B D E
Quadrant 3 – A
Quadrant 4 – I J K L M
Job Task Organizing Comprehension Questions
Job task planning: A
Job task organizing: B
Assessment 1 Quiz
Problem Solving: 2, 1, 3
Decision Making: 1. F 2. T

3. F 4. T

5. T 6. T

7. F

8. T

Hazard Assessment
Step 1: Stop and Think
Step 2: Look and Find
Step 3: Assess
Step 4: Control
Opening Gambits
1. Suggestion
2. Disagree and give explanation
3. Opinion
4. Disagree and give suggestion/opinion
Job Task Planning and Organizing
1. A. Job task planning. B. Job task organizing
2. Covey Matrix
See example matrix in the learning text to check the visual drawing.
Quadrant 1 (important/urgent) – serious problem
Quadrant 2 (important/not urgent) – relationship building
Quadrant 3 (not important/urgent) – interruptions
Quadrant 4 (not important/not urgent) – pointless busy work
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Assessment 2 Troubleshooting Problems with Decision Making
The following answers are suggested, but participants may have additional options and insights
depending on their backgrounds.
Step 1 – Define the Issue
A crew member is absent from work. Insufficient people to finish applying the lacquer on time. No
backup plan for days when short-staffed.
Step 2 – Collect the Facts
Three crew members. One short for two pairs. Two floors to apply lacquer. Two coats of lacquer to
each floor. For hours to apply one coat. About a 7 to 8 hour window to apply lacquer before daytime
high reaches beyond manufacturer’s recommended ambient temperature. Subcontractor arriving at 8
a.m. tomorrow morning to apply polyurethane topcoat. Subcontractor is only available again at end of
August. All crew members have agreed to be available today to return after dinner to complete any
unfinished activity.
Step 3 – Generate Possible Options
Preferable Options
Option A – Project manager steps in as the 4th crew member.
Since you have the least experience in actually doing the job, you pair up with the worker with the most
experience in lacquering floors. You postpone and reschedule all your phone calls, meetings and emails
for the day.
Option B – Crew works as three and returns in the evening to apply the second coat.
The crew of three works together to apply a first coat of lacquer to both floors in the morning.
They take the afternoon off. They return at 6 p.m. and finish off the second coat before the sun sets
at 10:30 p.m.
Less Preferable Options
Option C – You reassign a worker off a different crew.
You call a different job site and reassign a worker to help out for the day as the 4th member.
Option D – Postpone due to heat wave.
You phone the client and the subcontractors to postpone applying the lacquer due to the extreme heat
wave. You explain the safety concerns – the lacquer shouldn’t be applied in weather conditions over
30°C. You explain the situation is out of your control.
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Module 4

The Leader as Coach
Learning Outcomes
At the end of training, you will be able to:
1. Use a variety of strategies to enable yourself
and others to learn more effectively.
2. Adapt feedback according to communication
context using suggestion, necessity, advice
and softeners to get things done.
3. Present information with more clarity,
conciseness and coherence.
4. Use coaching steps to train and oversee
teams and individuals, enhance productivity,
and increase service quality.
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SESSION 1 Learning Styles

Module 4

Reading Learning Styles
Pre-Reading Questions
Briefly think about the following questions before you start to read.
• What do you already know about learning styles?
• Why is it important for a frontline leader to understand and recognize different learning styles?

Introduction
Learning styles are the ways people process information to remember it. The three learning styles we
will study are as follows:
1. Visual learning refers to the eyes, or learning by seeing.
2. Auditory refers to learning by hearing, by listening and speaking.
3. Kinesthetic refers to the body, or learning through touch, movement and experience.
In general, visual learners make up approximately 65% of the population, auditory learners about 30%
and kinesthetic about 5%.
Each person has a preferred style. However, most people use all three styles at different times,
depending on the situation. Once you know your preferred style, combine it with the other two styles. By
using different learning styles, you can engage a topic in different ways, which in turn helps to reinforce
your memorization. This combined approach strengthens the way you learn. In other words, approach
learning by seeing, listening, speaking, touching, moving and experiencing, not just one way.
Kinesthetic,
5%

Auditory,
30%

Visual , 65%

Figure 2 – Average Population Percentages of the VAK Model
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Comprehension Question
What learning style does each picture represent?
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Reading The VAK Model of Learning Styles
The VAK Model (Visual Auditory Kinesthetic), developed by Neil Fleming, explores three main
learning styles for adults.

Visual Learner
• Description. Visual learners must see it to learn it. They think in pictures.
• Like. To use visual aids like diagrams, tables, charts, PowerPoint slides and handouts. They like to
create graphic organizers, like mind maps, to organize information, connect words, reorganize
concepts and group ideas.
• Memorizing. They usually take detailed notes, even if they get handouts. They can often recall where
they saw an item in their notes or textbooks.
• Fact. Because visual learners think more in pictures than words, they process oral information
slowly. They have to change the words they hear into images in their minds.

Auditory Learner
• Description. Auditory learners need to hear it to learn it. They like to hear and talk about what they
are learning.
• Like. To attend lectures, discussions, demonstrations and media recordings. They notice small
changes in a person’s voice such as tone and emotion.
• Memorizing. They memorize by reading aloud – if they don't, they have difficulty reading maps or
diagrams or handling conceptual assignments like math. They remember by trying to “hear” previous
discussions again in their heads.
• Fact. Auditory learners ask lots of questions in order to understand better.

Kinesthetic Learner
• Description. Kinesthetic learners need to experience it to learn it. This learning style has two parts to
it: kinesthetic (movement) and tactile (touch). As a result, they are discovery learners who like to
move around, touch objects and do activities.
• Like. To build things or put them together. They internalize knowledge by doing as they think. They
may like to focus on two different things at the same time and often have strong hand-eye
coordination.
• Memorizing. They often remember things in relation to what they were doing at the time.
• Fact. Kinesthetic learners can become bored without opportunities for hands-on experiences.
Visual

Auditory

Kinesthetic

Eyes

Ears

Touch

Sight

Hearing

Movement

Graphic Organizers

Discussion

Experience

Figure 3 – Key Words in the VAK Model
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Comprehension Questions
Question 1
Which definition matches which learning style?
VISUAL

AUDITORY

KINESTHETIC

Definition 1
If you are training one of these
learners, encourage the person to
demonstrate. If the person is
learning about new equipment or
tools, get him or her to try them
out. Keep in mind they are
discovery learners who
internalize new knowledge by
doing. Don’t be surprised if they
want to focus on a few activities
at the same time. They become
bored without opportunities for
hands-on experiences.

Definition 2
If you are training one of these
learners, encourage the person to
write things down. They
remember information better if
they have written it down.
Remember they need time to
process what you say. Give the
person time to change the words
into mental images.

Definition 3
If you are training one of these
learners, be aware that they like
to talk about what they are
learning. They will notice small
changes in your voice. If you
catch them talking to
themselves, don’t think they are
crazy. They remember by trying
to “hear” previous discussions
again. Be ready for lots of
questions from them. Be ready
to explain in words, not just by
demonstrating.

Question 2
Which one of the follow statements is true?
A. Visual learners think in words.
B. Auditory learners need to see it to understand it.
C. Kinesthetic learners are more visual than tactile.
D. Visual learners learn better by using graphic organizers.
E. Auditory learners learn best through real-life experiences.
F. Kinesthetic learners become bored with hands-on experience.
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Media Activity Learning Styles
Video 1 Learning Styles (3:17)
This video uses three short movie clips to demonstrate the VAK learning styles. The first clip is from the
movie Rain Man, the second is from the 1964 Hollywood Classic My Fair Lady, and the third from
Kung Fu Panda by DreamWorks Animation. You can also access the video by opening the link:
http://www.youtube.com/watch?v=fQYW6vYSGXs
Media Question 1 Recognizing Your Own Learning Style
Which of the three clips best represents your main learning style: Rain Man, Kung Fu Panda, or My Fair
Lady? Explain why. Prioritize them. Begin with the style that is most natural for you to the one that you
use the least.

Video 2 Visual Auditory and Kinesthetic Learning Styles (4:09)
This short video is aimed at teachers to help them understood their students. However, you can apply the
information directly to frontline leadership in the workplace. It uses very clear visual cues with auditory
support from the speaker. You can also access the video by opening the link:
http://www.youtube.com/watch?v=ejDutbUx3Qk
Media Question 1 Applying Learning Styles to the Workplace
How could the information make you better at supporting the people you oversee? How could you use it
at work? For example, when you give a safety talk, your presentation is mostly speaking, which benefits
auditory learners. What could you do to make the safety talk benefit visual and kinesthetic coworkers as
well?
Media Question 2 Application
Answer any one of the following questions:
1. How does the VAK model apply to what I’m doing (at work/in school/at home, etc.) right now?
2. What benefits are there to me of using the VAK model?
3. How can I use the VAK model immediately?
4. How does someone else (employer/family member/coworker, etc.) benefit if I use the VAK model?
5. What are my immediate and future goals in using the VAK model?
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Activity 1 Learning Styles Inventory
Complete the short Learning Styles Inventory below. Then work in pairs to discuss the following:
• Do the results confirm what you believe is your personal learning style?
• Are your scores in the three styles in the same priority as you ordered them in the online
questions?
Determine your learning style in the workplace. Read each sentence and indicate your preference
(a, b, or c) with a check (➼). There is no right or wrong answer.
1. I learn best when I
____ a. see information
____ b. hear information
____ c. have hands-on experience
2. I like
____ a. pictures and illustrations
____ b. listening to recordings and stories
____ c. working with people and doing things together
3. For pleasure, I like to
____ a. read a book or magazine
____ b. listen to music or chat with friends
____ c. play sports or some other activity physical
4. To solve a problem, I tend to
____ a. think
____ b. talk
____ c. do
5. To memorize a telephone number, I
____ a. write it down a few times
____ b. say it out loud a few times
____ c. dial the number a few times
6. In a classroom setting, I learn best when
____ a. I have a good textbook
____ b. the instructor is clear and interesting
____ c. I am involved in doing activities
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7. When I study for a test, I
____ a. read my notes and write summaries
____ b. read my notes out loud and talk about the topic with classmates
____ c. join a study group and use models and charts
8. When someone is telling me how something works, I might
____ a. have trouble with oral instructions, especially those with multiple steps
____ b. talk quietly to myself at the same time
____ c. feel frustrated if I can’t try doing it
9. I plan my week by
____ a. making a list and keeping a detailed calendar
____ b. talking it through with someone
____ c. using a project board or my computer calendar
10. I often
____ a. remember where I saw an item in my textbook
____ b. take notice of small changes in a speaker’s voice, such as tone
____ c. remember what we did, more than what we said or saw
11. When driving in a new location, I prefer to
____ a. get a map
____ b. stop and ask for directions
____ c. drive around and figure it out myself
12. When I give someone directions, I might say
____ a. “Turn left at the field. Go past the school. The house has a red front door.”
____ b. “Go three blocks south. Turn on 182 Street. Got that?” Okay, now…”
____ c. “Follow me.”
Score: Count the number of check marks for all your choices.
Total a choices _____ (visual learning style)
Total b choices _____ (auditory learning style)
Total c choices _____ (kinesthetic learning style)
The highest total suggests your preferred learning style. If you have two styles with close scores, that is
great. It shows that you are already using multiple styles to learn.
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Activity 2 Create a Learning Styles Chart
Task 1 Creating the Chart
As a class, create a large pie chart on poster paper to show the percentage of learning styles represented
by your classmates.
Kinesthetic,

5%

Auditory,

30%

Visual ,

65%

Figure 4 – Average Population Percentages of the VAK Model
1. Are the percentages similar to the ones suggested for the Average Population Percentages of the
VAK Model? If not, discuss possible reasons.
2. What do you think those percentages might be in your work team?
3. Does learning in your workplace reflect the various learning styles? Think of everything from safety
talks to coaching and other technical training.

Task 2 Brainstorming
Brainstorm situations or topics at work where you need to coach others. Your instructor will put the
ideas up on the board.
1. Which learning styles seem the best matches for coaching people about that situation or topic?
2.

Why do you think that?

3.

Are there situations or topics at work in which knowledge is communicated using only one
particular learning style?
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Activity 3 Applying Learning Styles to the Workplace
Task 1 Brainstorming
1. If people are unaware of their natural learning styles and the variety of ways people learn, how might
this cause challenges for them in the workplace?
2. What are the advantages for you, as a leader in the workplace, to understand learning styles and
strategies?
3. What parts of your job could be positively affected if you applied the knowledge of learning
styles/strategies in your daily duties?
4. Debrief as a class.

Why Learning Styles are Important in the Workplace
Understanding learning styles is a valuable tool for the following reasons:
1. Leading Self
As a leader, you will likely experience many steep learning curves. By knowing your own preferred
learning style, you can use the right learning strategies to learn more quickly and effectively. As a result,
you can be a good role model to others.
2. Leading Others
Whether you are a supervisor, a team lead or a mentor, part of your role is to support workers by
creating the best opportunities for them to develop. When those you oversee have a better understanding
of their natural learning styles, they can use the right learning strategies to learn more effectively and
efficiently. This implies workers can use their time better, make fewer mistakes as they learn, and
become more productive in their jobs and future careers.
3. Adapting to the Modern Workplace
In the past, people learned so that they could get a job. Once they got the job, many workers stayed in
the same job. Many only needed to learn if they wanted a promotion. However, in the 21st century,
continuous learning is unavoidable due to the speed of change and the reality of ever-increasing job
complexity.
For example, new technologies mean workers need to upgrade their skills constantly. They also need to
improve their nontechnical skills in order to work better in diverse teams. Labour shortages mean
workers take on more complex responsibilities without a lot of time to learn. Workers are expected to
grow with their teams and organizations. As a result, everyone needs to know how to learn better.
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How to Apply Learning Styles to the Workplace
With a strong understanding of learning styles and strategies, you can improve your own learning skills
and provide better support to people you oversee in the workplace.
For Yourself
Use the strategies from your preferred learning style to be more intentional in how you learn. For
example, if you are a visual learner attending a safety meeting about new safety equipment, find out
whether handout notes are available beforehand. If you are an auditory learner, make sure you sit near
the speaker. If you are a kinesthetic learner, volunteer to demonstrate the new safety equipment.
For Others
As a leader in the workplace, part of your role is to support workers and create the best opportunities for
them to develop. There are at least three practical ways to do these:
1. Enable workers to understand their own learning styles.
Workers may be nervous about learning new skills. They might worry about taking tests to get
certification (for safety) or qualifications (to operate certain equipment or perform more complex
duties). Your suggestions on learning styles and strategies can help them to become more confident
and grow in their jobs. They will also be able to learn more quickly and effectively.
2. Adapt the ways you coach, mentor and inform people.
For example, if you give a safety talk to your team, ensure you have notes for the visual learners;
speak clearly, concisely and coherently for the auditory learners; and create ways for the kinesthetic
learners to engage the information by demonstrating the right and wrong way.
3. Ask coaches, mentors and those they help to think about learning styles at the start.
For example, a coach (with a kinesthetic style) should make it possible for his coachee (with a visual
style) to learn in her own way. For example, the coachee may need extra time to process the steps in
using new equipment, or she may need to write down the instructions, or make notes on the handouts
he gives her. Similarly, the coachee needs to be open to learning with the mentor’s preferred style, a
hands-on approach. She needs to integrate both her visual and his kinesthetic approaches as she
learns.
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Task 2 Workplace Application
Read the seven comments below. Each comment comes from a person experiencing a specific challenge
at work. Each challenge is due to differences in learning styles. Answer the question that follows each
comment.
James, first-year apprentice machinist
“I have difficulty remembering the instructions my journeyman mentor gives me. It is great that he
shows me how the equipment works, but I need time to take notes or make a few sketches. I have started
taking photographs of the equipment on my smart phone so I can rethink the instructions when I get
home in the evenings. I have even video recorded him.”
1. James has what type of learning style?
a. Visual
b. Auditory
c. Kinesthetic
Yuri, after a monthly team meeting
“I get bored during these team meetings. They are far too long. I know my supervisor gets annoyed with
me because I fidget, but we need more breaks. Just so we can stretch and walk around a bit.”
2. Yuri has what type of learning style?
a. Visual
b. Auditory
c. Kinesthetic
Ming, after attending a monthly safety meeting at work
“There was no PowerPoint presentation or handouts. I couldn’t follow anything our team lead was
saying. There was too much information.”
3. Ming has what type of learning style?
a. Visual
b. Auditory
c. Kinesthetic
Esteban, on working with other coworkers
“I have difficulty reading body language. You know, some of my coworkers’ nonverbal
communication.”
4. Esteban has what type of learning style?
a. Visual
b. Auditory
c. Kinesthetic
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Alex, his thoughts after a toolbox talk
“My coworkers sometimes think I am not participating because I don’t saying anything. It’s just that I
prefer to watch. I observe more than I speak or act. That is just the way I am when I have something new
in front of me.”
5. Alex has what type of learning style?
a. Visual
b. Auditory
c. Kinesthetic
Sarah, describing her behaviour during a training workshop
“Although I close my eyes during the workshop, I am not sleeping. I am trying to concentrate. In fact, I
quietly talk to myself.”
6. Sarah has what type of learning style?
a. Visual
b. Auditory
c. Kinesthetic
Jacques, on understanding company emails
“I have difficulty following lengthy written instructions in emails. Like the ones we get from our HR
(Human Resources) department about changes in company policy. I had the same feeling during the
company orientation, but at that time, we had an HR person talk us through the policies, which made
things easier to follow. I don’t have the patience to read through all that information on paper.”
7. Jacques has what type of learning style?
a. Visual
b. Auditory
c. Kinesthetic
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Activity 4 Integrating Learning Strategies into the Workplace
Task 1 Brainstorming
How do you plan to memorize the information about the three learning styles? What strategies/methods
work best for you? Write your responses on poster paper. Debrief as a class.
1. What learning style(s) do your strategies (answers to question 1) reveal? Are you using more sight,
listening and speaking, or touching and experiencing?
2.

Does one learning style dominate or do you see yourself using a combination of styles?

3. Are there other strategies you could begin to use that will make use of the other learning styles?

Task 2 Connecting Delivery Styles to Learning Styles
At various times, knowledge, skills or important information has to be communicated to groups of
workers, like at monthly team/safety meetings. There are many ways that information can be delivered
to people in such meetings.
1. Read through the list of styles for delivering information to people. Mark which learning styles the
delivery style does (➼) and doesn’t (➻) support. The first one – Lecture Style – has been done for
you.
Delivery Style
Lecture
Presenter stands up front and explains.

Visual

Auditory

Kinesthetic

➻

➼

➻

Lecture with Text or Media
Presenter explains with PowerPoint, media clip or handouts.
Demonstration
Presenter physically demonstrates the “how to.”
Volunteer
Presenter selects a volunteer from the audience to demonstrate.
Role Play/Simulation
Audience acts out the topic in pairs or small groups, for example,
responding to a workplace injury.
Discussion
Audience interacts with presenter and with each other in small
groups.
Brainstorming
Audience uses paper to brainstorm, mind map, etc.

2. What can a presenter do to address all or as many learning styles as possible?
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Task 3 Adapting Delivery of Information to Learning Styles
Instructions
1. Work in three groups with four to six people in each group.
2. The following is a list of learning strategies for each of the three VAK learning styles. Each group is
assigned one of the three learning styles.
3. Read through the list of nine strategies for that style.
4. Answer the following question:
5. Using the information from this list, how could you adapt your safety talk to better support
people of that learning style?
6. In other words, when a leader is communicating new information to a team, what can he or she
include/do in a talk to help people (from that style) learn the information better and faster?
7. This is a brainstorming activity.
8. After you have brainstormed ways to adapt a safety talk for the different learning styles, each
learning style group will present their ideas to the whole class.
9. The instructor will then give you 15 minutes to look at your safety talk presentation and add one
visual, auditory or kinesthetic activity to your talk.
Visual learners should use any of the following strategies:
1. Get the big picture (main idea) first. Then expand with the details.
2. Take neat and well-organized notes. Write short outlines of the information.
3. Underline and highlight in different colours and sizes.
4. Include charts, graphs, tables and similar visuals.
5. Reconstruct information and images in new ways, like using the blank space on the page or creating
different spatial arrangements.
6. Turn your notes into flash cards, pictures, photos, timelines, films, pictorial outlines, drawings, mind
maps and clustering strategies.
7. Allow enough time for planning, organizing and learning information.
8. Participate actively in class discussions and activities.
9. Sit near the front of a class so that you can see, as well as avoid noisy distractions.
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Auditory learners should use any of the following strategies:
1. Use media tools to audio record lectures and listen to them again later.
2. Read textbook and notes aloud by yourself. Rephrase using your own words.
3. Discuss materials with instructors, in a study group or with a partner. Explain your understanding to
them. Ask for more time to debrief issues and activities.
4. Expand your notes by asking others for their opinions and ideas.
5. Change the visual diagrams in textbooks into verbal descriptions.
6. Review the details, not just the main ideas.
7. Attend classes regularly. You need to hear the material and engage in discussion.
8. Work in quiet areas. If you study while listening to music, choose music without lyrics.
9. Sit near the front of a class so you can hear, as well as avoid distractions.
Kinesthetic learners should use any of the following strategies:
1. Use direct bodily involvement in learning whenever possible, like practice, play-acting, role
modeling, and be “hands on”, especially when problem solving.
2. Learn while doing something active, such as walk around the room, work at a standing desk, use
equipment like a laptop, chew gum, pace while memorizing, read while on an exercise bike, mold a
piece of clay, squeeze a tennis ball. Use as many senses as possible – sight, touch, hearing, sound
and taste.
3. Visualize complex projects from start to finish before you begin. This will help you to keep the big
picture in mind as you navigate the learning materials.
4. Summarize lengthy reading material into simple, well-organized notes.
5. Organize information in your notes into the steps you did physically.
6. Create your own practice questions. Use case studies to help with learning less concrete ideas like
abstract and conceptual principles.
7. Teach someone what you are learning.
8. Take frequent breaks and vary your activities.
9. Participate actively in class discussions and activities.
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Presentation Giving a Safety Talk Using Learning Styles
Your presentation topic is a Giving a Safety Talk using the
Learning Styles. You will be integrating two sheets of safety
information. Your talk must support all three learning styles in some
way.
• Personal Protective Equipment & Eye Protection
• Stretching & Proper Lifting and Back Care
• Confined Spaces & Respiratory Protection
• MSDS & Poisonous and Infectious Materials
The 50 Safety Posters are available to download at www.awes.ca.
You will need to integrate the two sheets of information together. Integrating information from different
sources is a more complex skill, which frontline leaders often need to use at work. You need to identify
the most important information, and then integrate and organize it so that it is useful to the workers who
are going to need it in their jobs.
Your talk must support all three learning styles in some way. For example, if your talk is about wearing
safety gloves, you could bring in a pair of safety gloves, you could role-play, include a copy of the safety
sheet for participants to read along, or write the most important points on the white board.
1. Your instructor will organize you into groups of four to six. These will be the groups you will work
with for the group activities later.
2. You will have two minutes to speak. Your groups will have two minutes to provide feedback using
the checklist.
3. Use the Presentation Skills Checklist to evaluate each other’s presentations. Your instructor will
review this checklist with you before your group begins.
4. Review the Pronunciation Guide. Your instructor will review this checklist with you before your
group begins.
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SESSION 2 Coaching and Mentoring

Module 4

Reading Coaching and Mentoring
Pre-Reading Questions
Briefly think about the following questions before you start to read.
• What do you already know about coaching and mentoring?
• Is there a difference between coaching and mentoring?
• Have you ever been coached or mentored?
• What are the qualities of a good coach or mentor?

What is Coaching?
Coaching happens when a leader sees a way to help subordinates do their work better. A coach helps
with skill development and shares their knowledge. They help others understand organizational values,
expectations and behaviours. The goal of coaching is to prepare others for more challenging work and
assignments. It can help increase productivity and retention. Coaching can create a better work culture
and prepare people for promotion.

What is Mentoring?
Mentoring is about guiding others in their personal goals of growth and achieving their potential through
learning. It is a two-way relationship that increases self-discovery. The mentor provides advice, shares
experiences and knowledge, and helps with learning opportunities.

What is the Difference between Coaching and Mentoring?
In the workplace, we mostly hear the terms mentor/mentoring.
However, frontline leaders need to be aware that what is called
mentoring is often actually coaching – the expectation is to
increase the coachee’s skills or help with behaviour change, not
to provide guidance in personal goals or potential.
For example, if a frontline leader is asked to “mentor” new
employees, this likely relates to coaching expectations: teaching
them about the job or how the company operates, like processes.
It could mean helping them improve their skill sets or adjusting
their behaviours/attitudes. True mentoring – providing guidance
in personal goals or potential – is quite different from coaching.
The following table shows the general differences between
coaching and mentoring.
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Focus

Coaching

Mentoring

Performance – Develop skills and
behaviours needed to perform the job
successfully.

Personal growth – Provides broader
advice on work, career and life.

Task related – Discussion is on specific
skills or behaviours.

Career/life related – Conversation tends
to be more philosophical, more focused
on attitudes and behaviours than on
specific skills.

Duration

Shorter-term pairing.

Longer term relationship.

Leader’s role

Specific agenda – Appropriate feedback.

No agenda – Listening, role modeling,
and making suggestions.

Relationship

Comes with the job – Usually the
coachee’s boss. Not necessarily voluntary.

Individual chooses – Seldom coachee’s
boss. Both volunteer to participate.

Personal
benefits

Better teamwork and enhanced skill
performance.

Affirmation and learning.

Figure 1 – Differences between Mentoring and Coaching1

Keys to Successful Coaching for Frontline Leaders
The following are fundamental principles in coaching2:
1. See Yourself as Coach not Just Leader
The most effective leaders see themselves not just as managers or supervisors, but also as coaches.
Previously, workers were mainly concerned about job security, but today’s workforce is motivated
differently. They want to be challenged and recognized for their efforts. To truly improve performance,
you need employee commitment (personal investment), not compliance (obedience).
Even in occupations with high employee turnover, such as the food service industry or retail sector,
where a culture of compliance may seem expedient (advantageous, convenient, practical), a culture of
employee commitment should be the goal. If people are committed, even if the job is short-term, the
quality of their work will be better.
1

Adapted from the following:
BREFI Group, “Coaching and mentoring – the difference,” www.brefigroup.co.uk/coaching/coaching_and_mentoring.html,
accessed January 2014; Matt M. Starcevich, Ph.D., “Coach, Mentor: Is there a difference?,”
www.coachingandmentoring.com, 2009, www.coachingandmentoring.com/Articles/mentoring.html, accessed January 2014;
The Coaching and Mentoring Network, “What are coaching and mentoring?”
www.coachingnetwork.org.uk/resourcecentre/whatarecoachingandmentoring.htm, accessed January 2014; Pradeep
Chakravarthy, “The Difference Between Coaching and Mentoring,” Forbes, December 20, 2011,
http://www.forbes.com/sites/infosys/2011/12/20/business-leadership-for-smarter-org-2/, accessed January 2014.
2
Adapted from the following:
Lois P. Frankel, Ph.D. and Karen L. Otazo, “Employee Coaching: The Way to Gain Commitment, Not Just Compliance,”
Employee Relations Today, Summer 1992, www.drloisfrankel.com/resources/pdf/Employee_Coaching.pdf, accessed January
2014; and “Coaching mistakes: Avoid these traps,” www.hrcommunication.com, June 2, 2014,
www.hrcommunication.com/Main/Articles/Coaching_mistakes_Avoid_these_traps_8383.aspx, accessed January 2014.
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Even with workplace safety, in which the law mandates compliance, commitment is better. If workers
“buy into” (comprehend the personal value) of working safely, not just the consequences of the breaking
safety law, they will usually be more careful and consistent in safe practice and procedure. Therefore,
part of the coach’s job is to cultivate (carefully develop) that “buy in,” helping workers understand both
the why and the how of doing a task.
2. Be the Role Model
Most importantly, be a great role model. Subordinates watch the way you behave and communicate.
They also see the way you approach your own learning and development. As a frontline leader, you set
the standards and acceptable behaviour for employees to follow.
3. Use the Four-Step Process for Coaching
Follow this four-step process in coaching3:
STEP 1 Observation
• Take time to do direct observation of the coachee’s skills, behaviour and overall situation.
• If possible, make your own notes that clearly articulate the performance issues, as well as the
person’s strengths. You need to know what you are talking about before you meet with the
coachee. At least think through what you want to say beforehand. You need to be able to choose
the right words if you are going to explain to or agree with the person on his/her performance
gaps (skill gaps).
STEP 2 Discussion for a Coaching Plan
• Meet with the coachee. Prepare beforehand by identifying the purpose of the discussion and the
important issues you want to discuss, like how the coach should give feedback.
• This should result in a basic coaching plan. The coaching plan should be worded positively and
have no more than three to five suggestions for improvement.
• The focus should be on developing specific skills so that there is a clear improvement in
performance.
STEP 3 Active Coaching
• Once both coach and coachee have agreed on the plan, coaching sessions can begin. Sessions
usually last several weeks.
• The coaching could happen informally on-the-job, or formally at scheduled times.
• In your one-on-one meetings with the person, you need to provide feedback on both strengths and
weaknesses. Let the employee know when they have done something right. Positive
reinforcement shapes behaviour.
• Let people make incremental changes. Do not expect people to make too many changes at once.
• Start off with a quick win. Something the employee will be able to do successfully to build
confidence. These are called small victories.

3

Adapted from Harvard Business Review. Coaching and Mentoring: How to Develop Top Talent and Achieve Stronger
Performance. New York, NY: Harvard Business Press, 2004.
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• Like a rubber band, stretch the employee, but keep in mind that stretching someone too much will
have a negative effect and break the band.
STEP 4 Follow Up
• Monitor the coachee’s progress. Follow-up to make sure the employee is on track. If he or she is
getting off track (losing focus on what he/she must improve), your role is to help the person get
back on track.

Common Mistakes in Coaching
Being a great coach takes practice and might be a little awkward or uncomfortable at first. Make sure
you keep practicing and take coaching opportunities as they appear. It does not always have to be a
planned session. Situations may come up where you can show someone how to do something in a better
way.
There are common mistakes in coaching that you should avoid4:
• Talking too much and failing to listen to the coachee.
• Becoming too emotional. If an employee has a persistent performance problem, it is easy to
become frustrated. The person will eventually sense this in your communication.
• Setting a goal or direction for the employee that he/she is not ready for.
• Trying to create “perfect” performers. Remember that everyone has different strengths and
weaknesses.
• Finding the perfect question or the “right” thing to say during sessions. Coaching involves
discussion, asking questions, and exploring different options/solutions.
• Acting like the boss. Although you set the direction, employees need to trust you. They need to
have some input to feel like they are participating. They need to feel like you care about what is
best for them.

4

Adapted from Lois P. Frankel, Ph.D. and Karen L. Otazo, “Employee Coaching: The Way to Gain Commitment, Not Just
Compliance,” Employee Relations Today, Summer 1992, www.drloisfrankel.com/resources/pdf/Employee_Coaching.pdf,
accessed January 2014; and “Coaching mistakes: Avoid these traps,” www.hrcommunication.com, June 2, 2014,
www.hrcommunication.com/Main/Articles/Coaching_mistakes_Avoid_these_traps_8383.aspx, accessed January 2014.
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Comprehension Questions
Question 1
Which one of the following four statements is related to coaching?
1. Provides broader advice on work, career and life.
2. Both volunteer to participate.
3. Rarely a supervisor/subordinate relationship.
4. Helps the individual learn the required attitude, behaviour and skills needed to perform the job
successfully.

Question 2
Which one of the following four statements is related to mentoring?
1. Helps the individual learn the specific skills needed to perform the job successfully.
2. Conversations are more focused on attitudes and behaviours than on specific skills.
3. The matching of people may not be voluntary.
4. The matching is often an immediate supervisor/subordinate relationship.
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Media Activity Coaching and Mentoring
Video 1 Coaching and the GROW Model (4:08)
This PowerPoint talk explains the GROW Model in more detail.
http://www.youtube.com/watch?v=xNLRo3jWPcg
Media Question 1 Coaching and the GROW Model
In what situations in your workplace could the GROW model be effective? Is there some way that might
adapt the GROW model to suit your workplace better?
Media Question 2 Application
Answer any one of the following questions:
1. How does the GROW model apply to what I’m doing (at work/in school/at home, etc.) right now?
2. What benefits are there to me of using the GROW model?
3. How can I use the GROW model immediately?
4. How does someone else (employer/family member/coworker, etc.) benefit if I use the GROW
model?
5. What are my immediate and future goals in using the GROW model?

AWES Bridge to Leadership Module 4

154

Communication Giving Feedback
Giving feedback to other people is an essential part of work. It
happens between workers every day. Feedback includes both
recognition and correction. It could be simply saying, “good job” to a
job well done, or it could require much more tact if you need to
address someone’s mistake.
Your word choices, tone and body language are all part of the
feedback. How you correct that person is a skill called giving
“constructive feedback”.

Feedback and Face
Culture can influence how people
give feedback, especially when we
have to tell people they have made
a mistake or they need to change.
Sometimes, feedback must be
carefully worded to avoid the “loss
of face*”. At other times, or with
certain people, the “loss of face” is
not important.

What is Constructive Feedback?
In terms of Canadian culture, “constructive feedback” usually
means including both praise (recognition, a positive
comment) for what is working well and then correction (what
is wrong or needs to change).

As a leader in the multicultural
Canadian workplace, you must be
aware of your own cultural
preferences for giving and
receiving feedback. You also need
to be able to identify and adapt to
the preferences of the people you
oversee. *See the Workplace
Integration Desk Reference, page
54, for more on face saving.
Download the reference at
www.awes.ca.

The coach, or person giving feedback, will normally start
with praise and then follow with the correction. The coach
might even add another positive comment at the end, after the
correction. This is called the feedback “sandwich”: the
correction is placed between two positive comments.
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What is the Feedback Sandwich?
Read the following feedback from a supervisor to a worker in a
manufacturing company. Notice how the performance issue (skill gap,
what is wrong or needs to change) is embedded between two affirming
(positive, encouraging) statements.
“John, the quality of your work is always high but you could probably
work a little faster so that you finish on time. But as I said, our
customers have only positive things to say about your work.”

The feedback sandwich is less direct because the corrective feedback is
embedded inside the other comments. If a worker is not “listening” for
it, the person could easily miss the feedback. He may not even know
that he has a skill gap, that something is wrong, and that he needs to
change.

Cultural Approaches to Giving Feedback
Cultural norms can strongly influence how people give feedback. For
example, in a very hierarchical organizational culture, the need to “save
face” may prevent people from giving direct feedback to senior
colleagues, or it might make supervisors give very direct feedback to
subordinates.
On the other hand, in some cultural contexts, recognizing what a worker
is doing well may seem a weakness on the part of the leader. It may seem
that the leader has a hidden agenda (secret personal motivations). To
some workers and leaders, recognition may even seem counterproductive
because it focuses too much on what is correct instead of what needs to
change. It is shortsighted to assume that everyone in a workplace has the
same ideas about how to give feedback.
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Activity 1 Exploring Cultural Approaches to Giving Feedback
1. Work independently. Read through the situations (A and B below) that a frontline supervisor or
coach might experience with the workers they oversee. After each one, write down the feedback you
would probably give Alan and Janet.
2. First, write down what a supervisor would say in your first language and culture. Write using your
first language, not English.
3. Underneath, translate what you wrote into English.
4. Then, rewrite the translation again if you think you should use a different communication style or
other word choices for the Canadian context.
5. Work with your instructor to determine the best response to Alan and Janet as a Canadian supervisor.
6. Debrief as a class.
A. Alan is a first-year electrician apprentice. He works very slowly. Sometimes other workers are held
up in their jobs because they have to wait for him to finish before they can do their work.
B. Janet has just started a new job as an accountant. Sometimes, after you have given her instructions
for a task, you ask her if she understands. She says, “Yes, I understand.” Yet, when you come to
check her work, she has made a number of serious mistakes. You wonder why she didn’t ask for
help.

Activity 2 Comparing Direct and Indirect Styles of
Giving Feedback
Some immigrants come from cultures in which the supervisor or coach gives very little feedback. Then,
once they are in the Canadian workplace, they are not aware of the feedback sandwich style.
They complain that their Canadian supervisor only tells them what they are doing right, whereas they
really want to know what they are doing wrong so that they can improve. They don’t “hear” the
correction because it is embedded in between the positive comments.
At other times, they think they are doing everything correctly, that there are no areas for improvement
because they were not listening “between the lines” (what is implied).
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The chart below compares different styles of feedback. In the examples, a supervisor gives feedback to a
subordinate who has written a report. The summary in the report is too wordy.
STYLE

EXAMPLE

FOCUS

Example Cultures

Direct
Feedback
Style

“The summary at the start of your report is too
wordy. I will give you time to rewrite it and hand
it to me tomorrow.”

Only what was
wrong.

Some African, Middle
Eastern, Western and
Eastern European

Canadian
Feedback
Sandwich

“The report is well organized but I would
probably tighten up your summary. It is just a
little bit too wordy. Try to get it to me tomorrow
and if you need some help, let me know.”

Positive, followed by
negative, followed by
positive again.

English-speaking
Canada

Indirect
Feedback
Style

“I don’t need the report now. You can give it to
me tomorrow if you want. It is always good to
reread the summary to make sure it has only the
most important information in it.”

The issue,
wordiness, is not
mentioned; instead,
it is implied.

Some Asian, Latin
American and
Aboriginal

Figure 5 – Comparison of Feedback Styles

Reflection Question 1
Compare and contrast the Canadian “feedback sandwich” with the indirect feedback style. What is the
main difference between the two styles?
The chart (figure 5) is based upon generalizations, and is therefore only a departure point about how to
give feedback. All cultures use all three styles depending on:
• context, like an emergency, presence of clients or customers
• risks and consequences of repeat mistakes
• relationship between the people, such as hierarchy or friendship
• how often the same feedback has already been given to the person
However, as a guiding principle in the Canadian workplace, feedback begins with a positive before
mentioning the negative. This is how Canadians define constructive feedback. If the feedback has to be
given repeatedly to the same person, the degree of directness will likely need to increase. You can also
review the Workplace Integration Desk Reference, page 48, for more information. Download the
reference at www.awes.ca.

Reflection Question 2
As a supervisor:
1. Which feedback style(s) are you most familiar with?
2. Which one(s) are you most comfortable using?
3. Which do you need to develop?
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Task
Read the questions. Choose an answer from the list of misunderstandings below. Then brainstorm any
other explanations you can think of in response to each question.
1. Why do you think people from more direct cultures might find the “feedback sandwich” to be
confusing?
2. In some cultures, giving very direct feedback might have a positive relationship-building purpose
between two people (coach and coachee, supervisor and subordinate). Why could being so direct be
constructive to people from those cultures?
3. People who want direct feedback, but get the “feedback sandwich” instead, could misinterpret the
supervisor. What might they think?
4. In the Canadian workplace, if a supervisor gives mostly direct feedback, the people who expect the
“feedback sandwich” style won’t be very happy. They will misunderstand the direct feedback. What
do you think they will say about the supervisor’s communication and leadership styles?
List of Misunderstandings
a. Avoiding Confrontation
Being too indirect, or embedding the performance issue between positive comments, might be
misunderstood (by those who prefer a direct approach) as a lack of concern or a desire to avoid
confrontation.
b. Expression of Care
The directness is an expression of care for the colleague and his/her career, which means the person
giving direct feedback wants the best for the person. Ambiguity would only cause confusion.
c. Bossy
The people will say the communication style is not constructive. They will say the leadership style is
bossy, too prescriptive or inflexible. They might compare the supervisor to a military commander.
d. Unaware
The performance issue (the correction) gets lost between the positive comments. They end up
remembering only the positives, not the issue. They are used to a supervisor or coach telling them
plainly what they are doing wrong, without the positive comments.
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Asking about Feedback Preferences
If possible, when giving feedback, try to give the feedback in a way
that the person is expecting. As a supervisor, it is sometimes important
to find out from the people you oversee how they prefer to receive
feedback.
In the Canadian workplace, this “recognition/ correction” approach is
based on the idea that praise and recognition motivates people, while
correction on its own demotivates people, especially if there is too
much correction. That being said, the Canadian workplace is very
multicultural. Workers from different cultures may want more or less
recognition. They may want very direct or more indirect feedback.
Whether you are coaching someone, working with a partner or on a
team, ask colleagues how they prefer getting feedback. This might be a
formal conversation you have with your team or informally with people
one-on-one. The discussion will prevent or minimize potential
misunderstandings.

Reflection Question
Which style(s) of feedback do you prefer your supervisor to use with you most of the time?
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Activity 3 Using Recognition, Suggestion, Softeners
and Explanations
Feedback in the Canadian workplace doesn’t always have to be strictly in the form of the “sandwich”.
However, “constructive feedback”, as Canadians define it, usually has some form of positive
recognition, usually placed before the corrective feedback.
Take a look at the example below. The supervisor is in a coaching relationship with a worker called
John. The worker needs to increase the speed at which he works.
“John, the quality of your work is always high but you could probably work a little faster so that you
finish on time.”

The supervisor is actually telling the worker that he is slow and that he must work more quickly. But he
uses recognition, suggestion, softeners and explanation to make the feedback more suggestive, less
critical of the worker. Take note of the use of the following words in the example:
Recognition

the quality of your work (comes before the correction but…faster)

Suggestion

you could

Softeners

probably, a little

Explanation

so that you finish on time

Reflection Question
If the communication from the supervisor were more direct, what do you think he would say?
Suggested Answer You work too slowly. You must work faster to finish on time.

Task 1
In the following scenario, a supervisor is in a coaching relationship
with a worker called Lee. This is the first time Lee is completing a
safety incident report. The supervisor needs to give feedback to Lee
about the report.
Read the feedback, and then rewrite the sentences as feedback using
recognition, suggestion, softeners and explanation.
• The report needs more details on how the incident happened.
• In the future, the team must take steps to eliminate the potential
hazard.
• The report is well organized.
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Feedback as Soft Power
In the Canadian workplace, these four strategies – recognition,
suggestion, softeners and explanations – take the “sharp edge” off
the feedback and turn it into an empowering (helpful not hurtful)
interaction.
Otherwise, the feedback can be misunderstood. Think about the
more direct approach, which if used in the workplace, will be
defined as prescriptive (bossy, inflexible, authoritarian).
“You work too slowly. You must work faster to finish on time.”

The more direct approach is only used as the last option or in a
situation such as an emergency. By using all or some combination of
the four strategies, the choice to change is placed on the person
receiving the feedback. The person is not forced to make the change.
There are no spoken or unspoken threats. No coercion. No telling.
No bossiness. The feedback comes in the form of suggestion or
advice, not a directive (you must).
This doesn’t mean the language of feedback and coaching is weak or
that the person can ignore the feedback. Rather, this approach is a
form of soft power (using persuasion or logic to get buy-in), and its
strength lies in the use of praise and the freedom of choice. It is not
prescriptive.
Due to the multicultural nature of the Canadian workplace, it is
recommended coaches, supervisors and other frontline leaders
choose the right time and place to talk to individuals about how they
prefer receiving feedback. Too often, misunderstandings about
feedback result in interpersonal conflict or more difficult
performance issues.

Using Softeners
Softeners are words that create
intentional ambiguity (less
certainty) in order to make the
feedback more suggestive and
less critical.
Softeners are usually adverbs
placed in the verb construction, or
in front of nouns to qualify them.
You can review teaching on
“softeners” in the Workplace
Integration Desk Reference, pages
31 and 33-35. Download this
reference at www.awes.ca.

Task 2
Read the issue below and then give feedback that includes
recognition, suggestion, softeners and/or explanation? Write out
the sentence(s).
Simon, one of the workers you oversee calls you “boss” instead
of by your first name. He is a very polite guy, but the title “boss”
doesn’t fit in your workplace culture. It sounds too formal. All
the other people on your team call you by your first name. You
need to talk Simon to get him to call you by your first name.
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Task 3
The feedback below includes recognition, suggestion, softeners and/or
explanation. Rewrite the sentence into more direct feedback. Why do you think
direct feedback is better in this scenario, instead of feedback as soft power?
Eduardo, you cleaned the sink correctly, but you should maybe clean your
hands a little bit better. You could scrub them for about 20 seconds at least so
that you get rid of the germs.

Degrees of Soft Power in Performance Feedback
Sometimes using the less direct, less confrontational approach doesn’t work. For
example, if the person you are supervising or coaching chooses not to follow
through on what you have suggested or asked.
At that point, the feedback should become stronger. As a supervisor or coach, you
can use a variety of approaches. Each of the five listed below increases in the
degree of power. Depending on your situation, you will have to choose which
approach is appropriate.
1. Assume responsibility

Check that the issue is not your fault. For example, perhaps you didn’t explain the
expectations clearly.

2. Offer more support

Offer help to close the performance gap. For example, show the person how to
do the work.

3. Explain the Impact

Tell/remind the person of the effects of the performance gap on the work/team.
For example, if the person is working too slowly, explain how that impacts the
work of other team members.

4. Set goals

Work with the person to create a simple plan to deal with the issue. For example,
if the person takes an hour to complete a task that others take 30 minutes to
finish, plan to reduce the time by 15 minutes by the end of the week.

5. Give warning

Give either a verbal or written warning as a last resort (choice). Make sure you
follow your organization’s formal procedures for this.
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Task 4
In the future, if the worker still works too slowly, then the communication will be less suggestive, more
directive. Read through the feedback:
“John, it looks like you are still not able to finish your work on time.”
1. Assume responsibility

a.

2. Offer more support

“I think it would be a good idea to set some goals to help you work
faster. I think you should try to finish this section before, instead of
after, lunch break. I am going to meet up with you here again at
11:30 to see how far you are.”

3. Explain the impact

b. “Is there anything I can do to help (support you better)? Do you
need me to go over (explain) anything to you again?”

4. Set goals

c.

“If you are not able to finish on time, the person on the next shift
has to finish up your work for you, on top of her own work. It is
causing conflict on the team.”

d.

“I am going to have to tell our department manager about
everything that has happened if you are not able to finish all of
your work by the end of the shift.”

5. Give warning

e. “I am wondering – did I go over everything with you clearly during
the training? Maybe I missed something.”

Reflective and Future-Oriented Feedback
In coaching, feedback can be reflective or future-oriented.
• Reflective sentences use the word “have” between “could” or
“would” and the past form of the verb.
• Future-oriented sentences just use “could” or “would” and the
base form of the verb.
For example, a supervisor is coaching a new team lead on how to write injury reports. He has a copy of
the report in his hand. They are looking at it together. The supervisor says,
1. “Lee, the organization is good. You could have included more details on what happened.” (past
participle)
2. “Lee, the organization is good. Next time, you could include more details on what happened.”
(present simple for the future)

Although the first example is speaking about the past (have + past participle) and the second about the
future (next time), they are both suggestions for change.

Task 5
Rewrite the following sentence using reflective (past participle) and (present for the) future-oriented
feedback. You can add or delete words as needed to sound clear and concise.
Wen, you completed the inventory list, but you handed in the list late, again.
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Activity 4 Using Suggestion, Advice and Necessity
Generally, feedback makes use of the language functions of suggestion, advice and necessity.
• Suggestion is formed through could.
• Advice is formed through should and is slightly stronger than a suggestion (could).
• Necessity (need to, had better, have to, must) is directive. It is stronger than suggestion and advice.
See the chart below:
Suggestion

Next time, you could include more details (present simple tense for the future).
You could have included more details (past participle).

Advice

Next time, you should include more details (present for the future).
You should have included more details (past participle).

Necessity

Next time, you need to include more details.
Next time, you have to (have got to*) include more details.
Next time, you must include more details.

* “have got to” is the informal of “have to”; use only in spoken English

Task
Read the following scenario and answer the question that follows.
You are coaching a new employee to present confidently in front of clients about project updates. The
new employee speaks too softly and doesn’t make enough eye contact with the client when updating.
Use the chart to write three different forms of feedback: suggestion, advice and necessity.
Suggestion
Advice

Necessity
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Activity 5 Opening Gambits and Modal Auxiliary Verbs –
The Difference
These small modal auxiliary words (could, should, need to, have to, must) carry the essence of the
language function (suggestion, advice or necessity) and need to be used correctly in the right context. If
not, the person giving the feedback will sound too weak or too bossy.
Make sure you understand the difference between opening gambits and modal auxiliary verbs. Opening
gambits are another way of expressing these same language functions. You can use either gambits or
modals, depending on your speaking context. For example, for suggestion, a sentence could start with
the gambit, “How about if you…” or advice could begin with, “I recommend/advise that you…”

Task
1. Rewrite the following sentences using an opening gambit:
The car accident wasn’t your fault, but you still need to report it to the police within 24 hours.

2. Rewrite the following sentence using a modal:
John is usually not at his desk until around 9 a.m. How about we grab a cup of coffee and discuss
what we want to tell him.
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Activity 6 Choosing to be Suggestive or Directive
In many coaching and other feedback scenarios, the coach will begin with suggestion and then move to
advice or necessity if it is necessary to communicate a stronger sense of importance to the feedback.
For example, using necessity when coaching a new worker on how to fill in an accident report will
probably sound too strong. However, using suggestion when coaching a new employee on dealing with
hazardous waste on the job will probably be too weak.
Sometimes, feedback needs to be directive (no use of suggestion or advice) because there is only one
correct way to do the work. For example, in workplace safety, specific rules govern how work is done.
In these coaching situations, you can vary the degree of necessity by choosing the appropriate modal
auxiliary verb: need to, have to, must.
Read through the example below on how to climb a ladder safely.
“To climb a ladder safely, you must always face the rungs. Also, you need to have three points of
contact (with hands and feet) going up or down. You must never carry tools or materials up a ladder.
Instead, use a hoist to lift them up after you have climbed up.”

If “could” or “should” were used instead of “must” or “need to”, the safe practice would be weakened.
The safety would be a choice, not a rule. The necessity would be lost. In this context of workplace
safety, the coach has to be directive, not suggestive.

Task
Some feedback requires suggestion. Other feedback has to be directive. Read through the sentences
below and choose the modal auxiliary verb(s) that are best for the situation.
1. You (could, should, need to, must) try to get at least seven hours sleep each night so that you are not
tired at work.
2. You (shouldn’t, mustn’t) drink caffeine before going to sleep. You (could, should, must) drink a
caffeine-free tea or similar beverage instead.
3. You (could, should, need to, must) make sure the job site is cool.
4. You (could, should, need to, must) talk to other people when you are tired at work.
5. If a coworker is putting his life, or the lives of others in danger, due to drugs tor alcohol, you
(should, need to, must) report the situation to your supervisor.
6. You (should, need to, must) stay well hydrated by drinking lots of water.
7. You (shouldn’t, mustn’t) drink alcohol before your shift.
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Activity 7 Using Procedural Markers
When giving feedback, you may need to use procedural language, also called markers or transition
words, like first, then, next, before, after. These words are important to help the listener organize what
you are saying into clear steps. It makes everything easier to remember.

Task
Read through the example below on how to lift an object without causing a back injuring. Note the
procedural markers.
“Before lifting, check the weight of the object by lifting one corner. Then, if you think you can move it safely by
yourself, use the following technique: First, keep your feet shoulder-width apart. Next, bend your body at the
knees, not your waist. This will reduce the stress on your back muscles. Lastly, keep the weight you are lifting
close to your body. Don’t hold it far in front of you.”

After completing the task, take a look at your safety talk again. Are there specific places you could add
procedural markers to make the talk more clear?

Sam has an intern position working in IT support at a college. He helps teaching staff troubleshoot their
computer and network problems. His task today is to set up the wireless connection for 20 computers to
their assigned printers.
He needs to follow these instructions on the printer control panel:
• Insert the HP disc into the computer to install the printer software.
• Touch Setup, Network, Restore Network Defaults, Yes.
• And on the computer desktop (for Windows software) he must click Start, select All Programs,
click HP, select the printer name, click Printer Setup and follow the display instructions to
complete the setup.
However, Sam is not familiar with a Mac operating system (OS). A few teachers have asked to have
their MacBook Pros also set up for wireless printing. So, instead of clicking Start, Sam must open HP
Utility, in the Applications folder at the top level of the hard disc and follow the HP Setup Assistant to
complete the setup.
Review the procedure with Sam for setting up with Windows software, and also explain to him how to
set up with the Mac OS. Make sure he understands the instructions and the difference in set ups.
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Activity 8 Providing One-on-One Feedback After Coaching
In this activity, you will practice giving feedback after completing the activity.

Learning Goals
• Use markers to separate ideas.
• Organize information coherently.
• Use accurate word choices for more clarity.
• Limit the amount of information to be more concise.
• Use suggestion, advice and necessity to fit the context and intent of communication.

Instructions
Set Up
1. Work in pairs. Sit on chairs back to back.
2. Partner 1 will describe a picture to partner 2 who must draw it.
3. Partner 1 must not show partner 2 to the image. Partner 2 must not show partner 1 the drawing.
Task
1. Partner 1: Sit on your hands as you communicate so that you don’t use your hands to speak. You
need to focus on your word choices and message organization (not your nonverbal gestures).
2. Partner 2: Draw what you hear. You may not ask questions, but you may ask your partner to repeat
something. Use the box provided below.
3. You have five minutes.
Follow Up Feedback
1. When you have finished, compare the original with the drawing.
2. Partner 1: Provide feedback to partner 2 on how he/she could do it better next time.
3. Partner 2: Provide feedback to partner 1 on how he/she could communicate better next time.
4. Make use of suggestion, advice and/or necessity. Use the past participle as well as the present tense
for the future.
Switch Places
Partner 1 draws and partner 2 gives the directions. Follow up with feedback at the end.
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Activity 9 Providing One-on-One Feedback During Coaching
In this activity, your partner will give you instructions on how to create a figure out of clay.

Learning Goals
• To choose appropriate language to provide “in-the-moment” feedback.
• Use suggestion, advice, opinion and necessity to fit the context and intent of communication: to guide
work, to correct others, indicate errors
• Use markers to separate ideas
• Organize information coherently
• Use accurate word choices for more clarity
• Limit the amount of information to be more conciseness
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Activity 10 Role-Playing the GROW Model
In this activity, you will work with a partner to role-play using the GROW Model for coaching.

Learning Goal
• Practicing the principles in the GROW Model
• Developing questioning skills

The GROW Model
The GROW model is a coaching approach that uses skillful questioning to motivate and coach people. It
develops independent thought, ensures accountability, and stimulates growth and development in a team.
It is based on the idea that in coaching open questions (who, what, where, when, why, how) create
conversation between the coach and coachee, while closed questions (is, can, shall, did, do – with yes or
no answers) block conversation. Although sometimes closed questions are needed, open-ended questions
are the best way to help the coachee to think better about what needs to change or improve.
The GROW model makes three key suggestions about asking questions, namely:
1. Never judge the person you are coaching or their situation, for example, saying “Your work is not
very good,” or “This is very difficult to learn.”
2. Ask one question at a time, not multiple questions.
3. Avoid leading questions – where your question contains a “hint” of the answer embedded in the
question.

Task 1
In this learning activity, you will work with a partner in a role-play to practice the GROW Model.
Instructions
1. Identify a work-related skill or behaviour that you would personally like to improve. It may be
related to leadership, your work responsibilities, new skills, attitude, ways of thinking, etc. It should
be a short-term coaching experience, not mentoring.
2. Use the questions from the GROW Model on the following page to guide your coaching session.
3. Work with a partner. Your partner role-plays being the coach and you play the coachee.
4. The coach and coachee have their first meeting. You work together (in a simulated workplace
scenario) to develop a coaching plan using the GROW Model.
5. You have 15 minutes to complete the activity.
6. Switch roles.

Task 2
Once each partner has completed the learning activity, discuss the following:
• Are there any questions form the GROW Model that are more/less useful?
• Are there any questions you think should be added?
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GROW Model for Coaching5
1. Goals

2. Reality

The goals are the action/change/skill that the coach
and coachee agree on. The goal(s) can come from
the coach or the coachee.

The reality refers to the coach and coachee
agreeing on where they are now and what the
coachee has done to get there. The coach and
coachee need to agree on where the coachee is
now before planning to move forward.

•

So, what is the goal you have set yourself?

•

How will you know you have been successful?

•

What does success look like?

•

Why do you want to achieve this goal?

•

How important is it for you to achieve this goal?

•

Talk me through what is happening now.

•

What led up to this situation?

•

What barriers and obstacles have you faced?

•

Why did you make that decision?

•

What influenced you to behave that way?

•

How has this situation affected you?

•

Why did you take that approach?

3. Options

4. Way Forward

The options are the different ways the coach and
coachee can reach the new, agreed-upon goal.

The way forward has to do with making sure that
coaching and change happens.

•

So, what do you think your options are?

•

When are you going to start?

•

What is the best/worst thing about that option?

•

What actions are you going to take?

•

If you didn’t have any restrictions or constraints,
what would you do?

•

Who will help you?
How are you going to make sure you do it?

What other approaches might bring you success
with this?

•

•

•

On a scale of 1 to 10, how confident are you of
achieving the goal?

•

What would your customer/client suggest?

•

What do you think I would suggest?

5

From Michael Heath, “Coaching and the GROW Model,” YouTube, published July 31, 2013.
http://www.youtube.com/watch?v=xNLRo3jWPcg; http://www.youtube.com/watch?v=QJWz6Cg87s0, accessed May 2015.
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Assessment Quiz
Question 1
Match the learning style descriptions (1 to 9) to the learning style – visual, auditory, kinesthetic. Write
only the number in the box below.
Visual Learner
Visual leaners must see it to learn
it. They think in pictures.

Auditory Learner
Auditory learners need to hear it to
learn it. They like to hear and talk
about what they are learning.

Kinesthetic Learner
Kinesthetic learners need to
experience it to learn it. This
learning style has two parts to it:
kinesthetic (movement) and tactile
(touch). As a result, they are
discovery learners who like to
move around, touch objects and
do activities.

1. Like. To attend lectures, discussions, demonstrations and media recordings. They notice small
changes in a person’s voice, such as tone and emotion.
2. Like. To use aids like diagrams, tables, charts, PowerPoint slides and handouts. They like to create
graphic organizers, like mind maps, to organize information, connect words, reorganize concepts and
group ideas.
3. Like. To build things or put them together. They internalize knowledge by doing as they think. They
may like to focus on two different things at the same time and often have strong hand-eye
coordination.
4. Memorizing. They usually take detailed notes, even if they get handouts. They can often recall
where they saw an item in their notes or textbooks.
5. Memorizing. They often remember things in relation to what they were doing at the time.
6. Memorizing. They memorize by reading aloud – if they don't, they have difficulty reading maps or
diagrams or handling conceptual assignments like math. They remember by trying to “hear” previous
discussions again in their heads.
7. Fact. Ask lots of questions in order to understand better.
8. Fact. Process oral information slowly. They have to change the words they hear into images in their
minds.
9. Fact. Can become bored without opportunities for hands-on experiences.
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Question 2
Match the questions to the correct part of the GROW Model. Write only the number in the box below.
Goals

Reality

Options

Way Forward

The goals are the
action/change/skill that
the coach and coachee
agree on. The goal(s) can
come from the coach or
the coachee.

The reality refers to the
coach and coachee
agreeing on where they
are now and what the
coachee has done to get
there. The coach and
coachee need to agree on
where the coachee is now
before planning to move
forward.

The options are the
different ways the coach
and coachee can reach the
new, agreed-upon goal.

The way forward has to
do with making sure
the coaching and
change happen.

1. How are you going to make sure you do it?
2. What does success look like?
3. How will you know you have been successful?
4. Talk me through what is happening now.
5. When are you going to start?
6. What led up to this situation?
7. What barriers and obstacles have you faced?
8. So, what do you think your choices are?
9. What actions are you going to take?
10. What is the best/worst thing about that choice?
11. If you didn’t have any restrictions or constraints, what would you do?
12. Who will help you?
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Presentation Skills Checklist
14 Point
CHECKLIST

Structure, Pronunciation and Non-Verbal Communication

Structure

Keep

Start

Doing

Doing

Keep

Start

Doing

Doing

Keep

Start

Doing

Doing

Additional Comments

Clear – uses plain language
Coherent – main point is frontloaded; body is well
organized; uses transition words between ideas
Concise – avoids unnecessary words and repetitions;
stays on topic

Pronunciation

Additional Comments

Speed – speaks at a moderate speed
Pause – uses well-placed pauses
Volume – speaks loud enough for everyone to hear
Rhythm – varies speech pitch with inflection/intonation
Tone – creates a positive, open and optimistic mood
Clarity – pronounces words clearly
Interjections – limits interjections (like, sighs, um, ah,
etc.)
Compensation Strategies – uses effective strategies
when trying to think of right words or ideas, or gets lost

Non-Verbal Communication

Additional Comments

Eyes – makes eye contact across the audience
Gestures – strengthen and support speaking
Facial Expression – confident, friendly, focused, open
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Answer Key
SESSION 1 Learning Styles
Learning Styles Comprehension Question
auditory, kinesthetic, visual
The VAK Model of Learning Styles Comprehension Questions
Question 1: Definition 1 – Kinesthetic; Definition 2 – Visual; Definition 3 – Auditory
Question 2: D is true.
Activity 3 Applying Learning Styles to the Workplace
Task 2: Workplace Application
1. Visual

2. Kinesthetic

3. Visual

4. Auditory

5. Visual

6. Auditory

7. Auditory

Activity 4 Integrating Learning Strategies into the Workplace
Task 2 Connecting Delivery Styles to Learning Styles
Delivery Style
Lecture
Presenter stands up front and explains.
Lecture with Text or Media
Presenter explains with PowerPoint, media clip or handouts.
Demonstration
Presenter physically demonstrates the “how to.”
Volunteer
Presenter selects a volunteer from the audience to demonstrate.
Role Play/Simulation
Audience acts out the topic in pairs or small groups, like
responding to a workplace injury.
Discussion
Audience interacts with presenter and with each other in small
groups.
Brainstorming
Audience uses paper to brainstorm, mind map, etc.
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Visual

Auditory

Kinesthetic

➻

➼

➻

➼

➼

➻

➼

➻

➼

➼

➻

➼

➼

➼

➼

➻

➼

➻

➼

➻

➼
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SESSION 2 Coaching and Mentoring
Coaching and Mentoring Comprehension Questions
Question 1: 4 is related to coaching
Question 2: 2 is related to mentoring
Activity 2 Comparing Direct and Indirect Styles of Giving Feedback
Task: 1. d

2. b

3. a 4. c

Activity 3 Using Recognition, Suggestion, Softeners and Explanations
Task 1 Suggested Answer:
Lee, the organization is good. I would (you could, it could) have probably included a few more details
on how it happened so that we can take steps to eliminate the potential hazard in the future.
Task 2 Suggested Answer:
Simon, you are always really polite but you could probably call me by my first name instead of “boss”.
It just sounds too formal for our team.
Task 3 Suggested Answer:
Eduardo, you cleaned the sink correctly. But you didn’t clean your hands properly. In a hospital, you
wash your hands and scrub them vigorously for at least 20 seconds. That way you get rid of the germs.
(The feedback needs to be more direct because safety is involved. It is a hospital. The risks are much
higher.)
Task 4:
1. e 2. b 3. c

4. a 5. d

Task 5 Suggested Answer:
Reflective: Wen, you completed the inventory list but you could have handed it on time.
Future-Oriented: Wen, you completed the inventory list but next time you could (try to) hand it on time.
Activity 6 Choosing to be Suggestive or Directive
1. should

2. shouldn’t, could

3. need to

4. could

5. must

6. need to

7. mustn’t

Activity 7 Using Procedural Markers
Task
“Before lifting, check the weight of the object by lifting one corner. Then, if you think you can move it safely by
yourself, use the following technique: First, keep your feet shoulder-width apart. Next, bend your body at the
knees, not your waist. This will reduce the stress on your back muscles. Lastly, keep the weight you are lifting
close to your body. Don’t hold it far in front of you.”
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Assessment Quiz
Question 1
Visual 2, 4, 8
Auditory 1, 6, 7
Kinesthetic 3, 5, 9
Question 2
Goals 2, 3
Reality 4, 6, 7
Options 8, 10, 11
Way Forward 1, 5, 9, 12
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Activity Drawing 1
Instructions
1. Instruct your partner, step-by-step, how to draw the image below.
2. Be clear, concise and coherent in how you speak.
3. Do not show your partner the image until after completing the activity.
4. You have 5 minutes to complete the activity together.
5. At the end, your instructor will tell you when to show each other the images.
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Activity Drawing 2
Instructions
1. Instruct your partner, step-by-step, how to draw the image below.
2. Be clear, concise and coherent in how you speak.
3. Do not show your partner the image until after completing the activity.
4. You have 5 minutes to complete the activity together.
5. At the end, your instructor will tell you when to show each other the images.
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Activity Clay Sculpture 1
Instructions
1. Work with your partner to create a copy of the clay sculpture below.
2. Use the clay provided by your instructor.
3. You need to explain to your partner how to create the sculpture.
4. Do NOT use the word tortoise or any word in English or another language that is related to the
word tortoise. You may only say you are going to build a “schilpad” (pronounced skil-pad), a
kind of animal.
5. Do not show your partner the picture until after completing the activity. Do not touch the clay or
help with the physical act of creating. Your role is only communication.
6. You partner can ask you any questions or seek clarification on how to build the sculpture.
7. The sculpture must resemble the picture below. However, it must also include a new/different
feature that you and your partner design together and add to your sculpture at the end.
8. You have 15 minutes to complete the activity together.
9. At the end, your instructor will tell you when to show your partner the original image.

Sculpture 1 – Schildpad (tortoise in Dutch)
http://entwinedvinesjewlery.blogspot.ca/2011/05/featured-artisan-creative-critters.html
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Activity Clay Sculpture 2
Instructions
1. Work with your partner to create a copy of the clay sculpture below.
2. Use the clay provided by your instructor.
3. You need to explain to your partner how to create the sculpture.
4. Do NOT use the word owl or any word in English or another language that is related to the word
owl. You may only say you are going to build a “Coruja” (pronounced Ko-roo-gha), a kind of
animal.
5. Do not show your partner the picture until after completing the activity. Do not touch the clay or
help with the physical act of creating. Your role is only communication.
6. You partner can ask you any questions or seek clarification on how to build the sculpture.
7. The sculpture must resemble the picture below. However, it must also include a new/different
feature that you and your partner design together and add to your sculpture at the end.
8. You have 15 minutes to complete the activity together.
9. At the end, your instructor will tell you when to show your partner the original image.

Sculpture 2 – Coruja (owl in Portuguese)
http://www.k6art.com/tag/sculpture/
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Activity Clay Sculpture 3
Instructions
1. Work with your partner to create a copy of the clay sculpture below.
2. Use the clay provided by your instructor.
3. You need to explain to your partner how to create the sculpture.
4. Do NOT use the word snail or any word in English or another language that is related to the
word snail. You may only say you are going to build a “slak” (pronounced sluk), a kind of
animal.
5. Do not show your partner the picture until after completing the activity. Do not touch the clay or
help with the physical act of creating. Your role is only communication.
6. You partner can ask you any questions or seek clarification on how to build the sculpture.
7. The sculpture must resemble the picture below. However, it must also include a new/different
feature that you and your partner design together and add to your sculpture at the end.
8. You have 15 minutes to complete the activity together.
9. At the end, your instructor will tell you when to show your partner the original image.

Sculpture 3 – Slak (snail in Dutch)
http://www.hungryhappenings.com/2011/07/add-edible-googly-eyes-to-your-modeling.html
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