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Advancing Your Management Skills
Essential management skills needed to advance

A manager has specific job duties that normally have him/her focused 

on structure, organization, and processes.  These are integral facets that help a 

business run smoothly.  

A leader is one who develops traits and skills to better work with and 

manage people. These are sometimes referred to as the “soft skills,” meaning 

ways to better interact with people.

A manager’s structure, organization, and processes are made up of 

people, and sometimes a few robots. However, the best designed business 

arrangement will not operate effectively without managing people effectively.

Today we are going to focus on improving a manager’s performance by 

ensuring he/she is an excellent leader and gains a better understanding, 

knowledge and application of several soft skills that increase and improve 

interaction with peers and employees and thus enhances the success of the 

whole organization.  
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Advancing Your Management Skills

I. The importance of leadership: leader vs. boss

II.     Respect, trust, integrity, and your emotional quotient

III.    Communicating effectively, a key leadership skill

IV.    How to hire, train, and bring on board a new employee 

V. The importance of good coaching/mentoring and implementing 

change management

VI.    How to correct poor performance

VII.   How to correct poor behavior

VIII.  How to resolve conflict

IX. Enforcing the company policy

X. Improving morale and motivation

XI. How to improve housekeeping, quality and safety

XII. Index
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Introduction to Leadership

Professional:

Learning and developing leadership skills improves your effectiveness 
as a leader (owner, general manager, manager, supervisor), but these skills will 
aide your performance in any position.   The more you know, learn, and 
understand about being a good leader and the more you apply those skills the 
more effective you will be in any business situation. 

Personal:

At home with spouse, children and friends a person with good 
leadership skills can apply them when handling a spouse’s opinion, a child's 
behavior, or a friend’s attitude, and more.   My children are beginning to like me 
after forty plus years because they say I have become a better listener.  These 
skills will help you, too. 

“Leaders aren’t born, they are made.  They are made just like anything else, 

through hard work.  And that’s the price we’ll have to pay to achieve that 

goal, any goal.”    

Lombardi 4
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Introduction to Leadership

Webster defines leadership as a verb or action; to “lead”.

1.  commands the troops

2.  directs the activity of the team

3.  initiates change Action Words

4.  controls a definite result

5. mentors/coaches others to “win”

or

“A leader in the precast concrete business is one who knows
the way, goes the way, and shows the way.”  

“Leadership is an action or a behavior, not a position.”

A manager is a leader, no longer a boss.
5
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Introduction to leadership

“Leadership is based on inspiration, not domination; on cooperation, 

not intimidation.” 

The Boss The Leader

Creates fear                                Builds  confidence

Says “go” Says  let’s go

Drives his people                            Coaches his people

Depends on authority                     Depends on  trust and respect

Says “I”                                          Says  we

Speaks Listens

Fixes blame for the problem          Fixes the  cause of the problem

Knows how it’s done                      Shows how it’s done

Addresses problems with “you”    Addresses problems with  how

Makes work drudgery                    Makes work  interesting

Sees problems as disasters             Sees problems as  opportunities

A leader stands with his people, not above them.
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Leader vs. Manager

The main difference between leaders and managers is that leaders

have people follow them while managers have people who work for them.

Leadership and management must go hand in hand. They are not the same

thing, but they are necessarily linked, and complementary. A successful 

business owner needs to be both a strong leader and manager to get his team 

on board and to lead them towards their goals of success.

Therefore, advancing your management effectiveness relies on your 

development of leadership traits.  You never master these completely - it is a 

life long endeavor. But you should be aware of what you need to develop and 

improve.  You will definitely become a better manager when you work at 

improving your leadership traits.  Here are a few important ones. 
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Leadership traits:

“A distinguishing quality, characteristic or attribute”.  Leaders have:

Confidence – Enthusiasm – Problem solving ability– Excellent communication -Patience  
Tenacity/Grit  – Empathy – Inspiration – Passion – Honesty – Innovation –

Accountability – Good coaching skills

Trust – Respect – Integrity – Emotional quotient

“Many successful leaders have never had any formal training. For them, 
leadership is a state of mind, and it is their personalities and traits that make 
them successful leaders. These traits are developed from learned skills and the 
actions one takes to develop his/her leadership traits.”

8
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Leadership skills:  

“The ability to do something well, has expertise.”

1. Valuable leadership skills include the ability to delegate, inspire, and communicate 
effectively.

2. Oversee goals and objectives, guide employees using coaching, and “change 
management” to achieve those goals. 

3. Hiring and onboarding employees to ensure their tenure and success.

4. Giving and receiving feedback, listening, hearing, and speaking effectively.

5. Being self-aware, understanding yourself, managing your behavior and improving 
yourself, is often referred to as the core value of Emotional Quotient. 

“Leaders learn to lead effectively based on a number of key soft skills that 
involve dealing with people.  These skills help to motivate, support their management 
goals and objectives.  Four very important skills are ways to improve trust, respect, 
integrity, and a positive emotional quotient.”

9



Precast Show 2018

NPCA 10

Advancing Your Management Skills

Trust:  is established through communicating, saying the right thing the right way, 
sharing information and results, and making good on promises.  Trust and 
communication are Siamese twins. 

1. Share information with employees; performance results, customer feedback, job 
site pictures, your expectations; don’t be negative to motivate.

2. Walk the four corners daily and ask employees questions, i.e. “How do you feel we 
could improve housekeeping, quality, or safety?”  Learn to listen!  Learn to hear!  Give 
and receive feedback.  Fix what’s wrong.

3. Get back to an employee with an answer to his/her question.  Make promises 
carefully but always follow through.

4. Find a person’s core values and ambitions, and coach/mentor to improve their 
performance so he/she may be promoted, but also correct poor behavior.

5. Communicate openly  and honestly and don’t dominate the conversation especially 
one-on-one and during a performance review. 

86% of employees say that lack of trust stops them

from doing their best. 10
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Respect:  is earned by always doing the right thing.  Make sure you are a positive role 
model for your people, leading by example.  People respect a person who always 
makes the right choice and sets an example for others to follow.

Examples for making the right choice

1.  Never late for work, never absent, always wear your PPE. 

2.  Be committed, motivated, patient and proactive; recognize problems before they 
become serious and turn them into unsolved opportunities.

3.  Assist the team whenever it makes sense, roll up your sleeves and show the way.

4.  Earn respect by using the word “we” instead of “I” or “me” and speak the way you 
would want to be spoken to.

5.  Know how to look in the mirror, take responsibility and do not point blame. 
Remember,  a leader takes a little more than his share of the blame, a little less than 
his share of the credit.

6.  Exhibit excellent behavior, and firmly support housekeeping, quality, and safety. 
Always make the safe choice. 
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Integrity:  is created by adhering to moral and ethical principles, and the 
aspiration to seek self-improvement, i.e. learning from mistakes. 

1 . Being honest, truthful, trustworthy— is frank and open, refraining from lying, stealing, 
or cheating.

2. Having integrity— is principled—being of sound moral character, showing courage of 
convictions, standing up for what is right.  Set high standards for yourself.

3. Being just and fair—treats others as you would want them to treat you; rules         
applied equitably; does not discriminate on improper basis.  Speaks to others as he/she 
would want to be spoken to. 

4. Takes personal responsibility—is accountable, dependable, amenable; considers 
consequences and accepts responsibility for own actions or inactions; does not shift 
blame for own mistakes, but admits and learns from them.  Always looks in the mirror 
first. 

“Integrity is unquestionably the supreme quality for leadership.

Without it, no real success is possible, no matter whether it is on a

football field, in an army, or in an office.”    Dwight D. Eisenhower
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Managing your emotional quotient/intelligence
Emotional intelligence: is the ability to recognize your emotions, understand 
what they’re telling you and how they are affecting others around you. 
Assimilate that information and make everyone and the situation much 
improved.

1.  Anticipate, be proactive, prevent fires, not spend all day putting them out.

2. Use change management effectively.  Plan to achieve success and not have 
to deal with failure.

3. Fix what’s wrong at once!  Not later when it becomes a real issue.

4.  Keep it in perspective; is it the worse thing that could happen?

5.  If something goes wrong, apologize immediately; don’t ignore what you 
did.

13



Precast Show 2018

NPCA 14

Advancing Your Management Skills

Managing your emotional quotient/intelligence

6. Learn to empathize with yourself and with others. Create care and 
calmness.

7. Maintain a positive pulse.  Keep a positive attitude at all times and a 
behavior that most effectively connects with employees to promote a 
continuous message of how they can attain excellence and success. 

Successful managers will go far in their careers when they have a 
handle on their emotions, and can also read and monitor the emotions and 
feelings of others. Observations and deductions are then used effectively to 
communicate with other people and build relationships with them.

14
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Now you have it!  The four most important leadership traits; the pathway 

to success. 

Respect – making the right choice

Trust – communicating effectively

Integrity – strong moral and ethical character

Emotional quotient – maintain a positive pulse

Developing and managing these traits well will help support your 

management  goals and objectives and make you successful. 

It is your actions/skills that improve these traits, the choices you make,  

and how you communicate and are perceived in the eyes of your peers and your 

team. 
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Communicating effectively

Key components for communicating effectively:

1. Always use the sandwich approach (see your index)

2. Don't rush communication. Think before you speak.  Ask before you speak.

3. Enunciate words clearly. Use the word “we”, not “I”.  Use open ended questions.

4. Be trustworthy and honest. – fair and friendly

5. Be patient and open-minded; interact with others

6. Listening is one of the best ways to be a good communicator. Make sure you 

hear.

7. Be aware of your body language, eye contact, hand gestures, and tone of the 

message you are trying to convey - body language matters. Smile 

8. Use simple words – use visuals

9. Display energy, enthusiasm and confidence

10. Use clarity and confirm the message; don’t assume  

16
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Communicating effectively

Tips for speaking in front of a group to improve performance or behavior

1.  Plan and prepare – organize your message, keep it simple

2. Use the sandwich approach

3. Start on time, finish on time, 15 – 20 minutes maximum

3.  State your purpose and key points; three to five points

4. Discuss each point individually and seek mutual solutions 

5. Establish acceptable measurable solutions

6. Clarify and confirm to inspire action – track and measure results

7. Meet again to share progress or to adjust fast

“Action is the only proof of commitment, and the primary source of inspiration.”

17
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Communicating effectively

Tips for speaking in front of a group when training/teaching

1.  Plan and prepare – organize your topic, keep it simple

2. Use the sandwich approach – open with appreciation or progress

3. Start on time, finish on time, 15 – 20 minutes maximum

3.  State your purpose and key points, three to five points

4. Discuss each point individually; ask questions using first names first

5. Demonstrate when you can

6. Repeat key points and close with a positive comment

18



Precast Show 2018

NPCA 19

Advancing Your Management Skills

Communicating effectively

Tips for speaking one-on-one and in a performance review

1. Use the sandwich approach

2. Use the word “we” not “I”.  Use open ended questions

3. Listen, listen, and listen. Think before you speak

4. Maintain the 50/50 or better ratio of speaking

5. Who you are talking to matters. Adjust to the personality

6. You can speak candidly, but be respectful and professional. Your  

suggestions should be objective, realistic and helpful.

7. Communicate and agree on clear measurable expectations

8. Write things down

9. Give a thanks for a job well done or progress, etc. 
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Communicating effectively

Tips for writing and sending an e-mail

1. Again, there are times you should use the sandwich approach

2. Write a meaningful subject line

3. Keep the message focused. Keep your emails brief, yet specific. 

4. Avoid sending unnecessary attachments 

5. Clearly identify yourself 

6. Be kind. Don't inflame. Don't assume privacy.

7. Proofread, stop and think before you hit “Send.”

8. Don’t copy others to encourage an action response

9. Respond to emails swiftly, but delete junk e-mail

10.Separate personal from business 

11.Sometimes it's better to pick up the phone..... 

20
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Communication:  key leadership words/phrases

6.  The six most important words: "I admit I made a mistake."

5.  The five most important words: "You did a good job."

4.  The four most important words: "What is your opinion?"

3.  The three most important words: "If you please."

2.  The two most important words: "Thank you."

1.  The one most important word: "We"

0.  The least important word: "I“

The art of communication is the language of leadership. 

21
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Hiring, training, and onboarding a new employee

How do I hire the right person? You need a system for identifying 

potential employees, interviewing them, hiring them and keeping them.  

Structure and organization - it’s a job that takes hard work and commitment.

Hiring, identifying and interviewing – you should have:

1. A company culture and public image that attracts good candidates.

2. An application process that includes questions that give you a sense             

about their aptitude, attitude, and also skills.  

3. An interview that includes standard questions to confirm their aptitude and 

attitude including participation from their future supervisor.   

4. A background check and a drug test.  Review a list of what is expected.

5. A temp agency that works for you, not against you.  (see agency tips-index)

6. And some tell-tale signs: handshake, eye contact, smile, vehicle condition,  

body position, hands, feet, dress, phone, social media.

22
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Hiring, training, and onboarding a new employee

Training: 

1. Train-the-trainer training

2. Planning before the new hire begins

1. Supervisor

2. trainer

3. A training schedule which includes continuous grading (see index)

4. A focus during the introductory period on safety, housekeeping, quality,   

attendance, and best practices.

5. Recognition and performance reviews

1. 90 days

2. Six months

3. One year

6. An onboarding process that coincides with training
23
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Onboarding

What is onboarding?  Onboarding is the process of integrating a new 

employee into an organization. It is an introduction to both understanding their 

job expectations as well as the company culture.  It improves training 

effectiveness helping the new hire to feel welcome, and more quickly learn new 

skills which will contribute to the company’s mission.

It helps retain workers by helping them be happy within a company 

and improving their job satisfaction.

It reduces new hire’s stress by clarifying expectations and having a 

clear vision of the company’s values.

A meaningful and effective onboarding program includes the outline of 

the four C’s.

24
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Onboarding

The four C’s of the onboarding/training process 

Compliance: Teaching employees basic legal, emergency, safety and company 

policy-related rules and regulations.

Clarification: Ensuring that employees understand their new job duties and 

expectations.

Culture: Providing employees with a sense of the organization behavioral 

standards, both formal and informal. 

Connection: Creating critical interpersonal relationships and information 

networks that new employees must establish and maintain. 

“Employees surveyed feel that receiving organized, relevant, and well-

timed introductory/training content is the most important aspect of the 

onboarding process.”

25
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Onboarding checklist

Employee onboarding checklist should cover recruitment, first day, 

first week, first month, and the remainder of the introductory period.  

During recruitment, tell your company’s story. Establish a foundation 

of open communication, respect, trust, and integrity. 

Before the first day, prepare the new hire’s paperwork, W-4, payroll, 

company policy, benefit package and orientation presentation.  Review the 

orientation plan with the safety director with info. re: the new hire.  Discuss the 

employee’s role, objectives, job description and important expectations and the 

training plan with his/her supervisor.  

26
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Onboarding checklist

Day one:  Greet new employee and introduce them to the team.  Provide a tour 

of the company.  Explain expectations.  Introduce the company culture. 

(company vision, values, systems, beliefs, habits, and the employee genetic 

code; interaction between management and employees, and cumulative 

employee traits.)  Assign a mentor/trainer.  Take the employee to lunch and 

invite questions and answers.

First week:  Assign his training program.  Explain expectations for the week and 

the month.  Meet regularly to ask and answer questions and review progress.

First month:  Continue to review expectations and progress.  Encourage 

interaction with the team.  Continue to evaluate social participation and review 

the onboarding objectives and progress. 

27
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Onboarding checklist

Finally:  Near the end of the introductory period the employee should have a 

good knowledge of the organizational structure and have achieved social 

acceptance.  They should be receiving ongoing performance feedback, 

coaching, and appropriate recognition to foster their personal growth. 

They should be inspired to take the initiative, learn and improve. 

“In general, organizations with a formal onboarding process 

experience 50 percent greater employee retention.  Be all on board with 

onboarding!”

28
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Coaching, mentoring and change management

What is coaching?

Coaching is:

• A follow-up to training.  Retraining and recognition. 

• Showing “how it’s done” after running the play (training).   Demonstrating.    

• Remember:  training accounts for about 15% - 20% of what we learn;    
coaching/retraining accounts for the rest of what we learn.

• Thus, good coaching improves employee performance and makes employees 
more successful. 

• Coaching will develop positive relationships as well.

• A healthy company culture is one that includes a proactive coaching culture.

Training alone is not the answer to good employee retention.  It is one 
thing to read the steps/the play, but practice and coaching is what develops the 
employee’s skills and performance, just like a NFL team, 

any team. 
29
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Coaching, mentoring and change management

The keys to being a good coach:

• Use the sandwich approach and lead by example.

• Ask questions and learn to listen – Know the facts before you speak.

• Begin sentences with the words “how”, “why”, “what”, “when”, and ask open 
ended questions. Try not to use the word “you” unless you are giving 
recognition.

• Fix the cause of the problem. Retrain; show how it’s done – demonstrate.

• Give reward, recognition and feedback.

• Build respect and develop relationships.

• Build both team and individual performance.

• To be an effective coach you need to be a good communicator and have 
plenty of patience.

“No coach has ever won a game by what he knows; it’s what the players 

learn that counts.”  Paul “Bear” Bryant
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Coaching, mentoring and change management

What is mentoring?

Mentoring takes place when an employee is learning under a senior or 

more experienced individual (the mentor) who is assigned to act as an advisor, 

counselor, or guide to a junior or trainee.  The mentor is responsible for 

providing support to, and feedback on, the individual in his or her charge. 

Sometimes a trainer may qualify as a mentor, but when this is not the 

case, then the supervisor or manager has to accept the role of mentor. 

The mentor is responsible for developing specific skills and knowledge 

that will enhance the less-experienced person’s professional and personal 

growth.  Many times this is accomplished by giving advice and leading by 

example. 

In order for a mentor to be effective he/she has to be a good 

communicator and have the respect of those around him.  A new employee will 

respond more positively to a person they respect. 
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Coaching, mentoring and change management

What is change management?

It is the discipline that guides how we prepare, equip, and support 
individuals to successfully adopt change in order to achieve organizational 
success. It is a structured approach to move people from their current state to 
their future state. 

It is creating a customized plan ensuring people receive the 
awareness, leadership, coaching, and teaching in order to transition 
successfully.

Every minute you spend on comprehensive planning saves you ten 
minutes in execution. This gives you a one thousand percent return on energy.  

Brian Tracy
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Coaching, mentoring and change management

Scenario:

You have become extremely busy so you have decided to start a night 
shift to double pour DOT products.  The new shift begins at 8 p.m. and lasts 
until 5 or 6 a.m.  You have assigned people to the key positions, hired some for 
both shifts, and accepted 2-3 volunteers for the night shift from the first shift.  
Everyone has been well trained on how to do their job.  But after two weeks it’s 
not working; productivity, quality and efficiency are poor.  Attendance is down 
on both shifts.  Why?  

Many people spend more time planning the wedding than they do in 
planning the marriage.      Z. Ziglar
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Coaching, mentoring and change management

Too often, through innovation and initiative, we plot a new course with 
new objectives without changing the employee’s routine and working habits.  
Consequently, we could be setting them up to fail even with new technology in 
their hands. 

The change management solution

More structured – More comprehensive – Solicit input from everyone –
Address both individual and team concerns - Teach new skills – Coach how to 
handle the cultural changes – Sleeping during the day, etc. – Changes in family 
life and daily routine - Working without supervision - How to hand off 
information and product from one shift to the other and then back again – etc. 

Managed change can minimize resistance to change.  It improves 
morale, productivity and quality of work. It improves cooperation, collaboration 
and communication. A carefully planned approach to change reduces stress 
and anxiety and encourages people to stay loyal to the organization.
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How to Improve Performance

Generally, performance is improved through good coaching but there are some 

basic ingredients that make coaching more effective. 

1. A  written job description with specific duties listed (see index)

2. A clear understanding of what is expected

3. New and existing employee training of best practices

4. Regular skills coaching and behavior discussions with notes on file

5. Regular performance reviews, six months, 12 months, where employee does 

the talking with a plan at the end for improving skills (No surprises.)

6. Measure efficiency results daily, team especially

7. Leverage high-impact leadership skills/practices

8. Communicate effectively

Set the bar high enough, excellence should not be an accident, but instead a habit. 
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How to Improve Performance

Basic tips to being a good coach:

• Use the sandwich approach and lead by example.

• Ask questions and learn to listen – Know the facts before you speak.

• Begin sentences with the words “how”, “why”, “what”, “when”, and ask 
open ended questions. Try not to use the word “you” unless you are 
giving recognition.

• Fix the cause of the problem.  Retrain; show how it’s done –
demonstrate.

• Give reward, recognition and feedback.

• Build respect and develop relationships.

• Build both team and individual performance.

• To be an effective coach you need to be a good communicator and 
have plenty of patience.

The goal of coaching is to work with the employee to solve performance 

problems and to improve the work of the employee, the team, and the 

department. 
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How to Improve Performance

• Step 1: Explain. Clearly explain to the team member how his or her 

performance affects the team and how that ultimately affects job security, 

promotional opportunities, recognition, credibility, chances for new projects, 

and financial rewards.

• Step 2: Ask. Confirm that your employee understands.  Don't proceed until 

you and the employee are both perfectly clear.  Listen 80 percent and talk 

20 percent.  In a situation dealing with a performance issue, do not react 

emotionally.  Reserve judgment until you've listened to his or her answers.

• Step 3: Involve. Discuss ideas for potential solutions and approaches. 

Continue your discussion to identify the root cause for the performance gap 

(focus on performance, not the person).  Ensure you identify the root cause.
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How to Improve Performance

• Step 4: Agree. A written action plan that has SMART (Specific, 

Measurable, Achievable, Relevant, Time-framed) performance goals for 

improvement. Then, ask yourself, "What can I do to prevent this in the 

future?" Winning leaders always look inside to see what they can improve.

• Step 5: A Date.  Set a date and time for follow-up.

• Step 6: Appreciate. Offer positive encouragement.  Recognize, however, 

that the only person who is in charge of their performance improvement is 

the employee. But you are his coach and his success or failure reflects on 

your performance review.

The highest levels of performance come to people who know how to see a 

problem as an opportunity.
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How to Correct Poor Behavior

Dealing with a difficult employee requires a measure of grace and patience.

Despite a manager's best efforts, some difficult employees may be unwilling or

unable to change their disruptive behaviors or attitudes. In such situations, formal

discipline and even termination may be necessary.

Poor behavior is often fueled by a negative attitude.  Workplace causes can be  

insufficient recognition, job dislike, excessive workload, lack of trust and respect 

for supervisor, etc. If you suspect attitude could be fueling poor behavior start by 

asking questions using the words “think” and “feel.”

Poor behavior can range from not so drastic to severe and each case is an 

individual one similar to another, but never the same.  Therefore, be both a coach 

and a detective so you can get to the bottom of the problem, rate it, understand it, 

and solve it.  Let’s take a look at the investigative and problem solving steps.
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How to Correct Poor Behavior

1. Identify the problem:

The first step to successfully addressing a performance issue is to identify the 

unsatisfactory behavior in factual terms. The more specifically a performance problem is 

defined, the easier it will be to open a dialogue with the individual.

2.  Discuss the problem behavior with the employee:

The most critical step in successfully managing problematic employee behaviors is 

the manager's discussion of the behaviors with the employee. To be effective, the discussion 

must address the inadequate performance without destroying the underlying relationship.

A primary purpose of meeting with a disruptive employee is to reach an agreement 

that a problem exists.

a. Choose a quiet, private place and do not dominate things with position or talk.

b. Communicate what is wrong, ask questions, and listen to the employee’s position. 

c. Get the facts.  Echo his answers to be sure.  Ask open ended questions.

d. Have a copy of the rules, the company policy, and the job description as a 

reference during the meeting.

e. Document the discussion.  Take detailed notes. 40
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3.  Analyze the answers:

Look in the mirror and ask, “Does the employee know how to perform the 

desired behavior correctly?”  Too often, employees are expected to "hit the ground 

running" and are penalized for performance that could have been easily corrected with a 

small investment of a manager's time.  Or are the expectations unclear which is causing 

stress and frustration?  Or does the employee have an unwarranted negative attitude? 

4.  Follow-up with the employee:

The greatest factor in sustaining improvements in behavior is follow-up.  Any 

improvement after a performance incident should be recognized.  Plan to be his 

coach/advisor and if necessary discipline inappropriate behavior but be prepared to give 

recognition for behavioral  improvements; small steps if appropriate.

a.  Plan ahead, develop a list of objectives and expectations.  An employee needs to 

understand why his  behavior is not acceptable, and see the value and benefit to making 

the improvement.

b.  Once again meet in a quiet, private place.
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4. Follow-up with the employee (cont.):

c.  Review the problem/s with the employee and make sure he understands the poor 

behavioral issues.

d.  If there are multiple issues discuss them one at a time and agree on a solution for 

each.  Make every effort to obey the 50/50 rule

e. It is best if you can get solutions from the employee so look at your notes and be 

prepared to prime the pump.  Solutions coming from the employee give him ownership. 

Solutions should include a commitment to change.

f.  As before, take notes and both should sign the notes at the end of the session. The 

notes should include what both have agreed to.  Measureable solutions are best.

g. Set a time and date for a review meeting.  Remember measure fast, adjust fast.

During this process there are some things to remember.
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How to Correct Poor Behavior

5. Things to remember:

a. If you can and it makes sense, use the sandwich approach.

b. Be respectful and develop a constructive relationship. Focus on the situation, not the 

person. Try and avoid using the word “you.”

c. Always try and maintain the self confidence and self esteem of the employee, even if 

you have to terminate him.

d. Lead by example, always be a role model and a coach at all times but especially 

during this correction phase.

e. Always remember you could be part of the problem, which you can use as the heavy.

f. Don’t:  lose your temper, be sarcastic, yell, use profanity, reprimand in public,

point the finger of blame behind his back, threaten or humiliate. 

g. Be consistent with your actions.

h. Be sure to provide positive feedback and recognition.

“We are all serving a life sentence, and good behavior is our                                  only  

hope for a pardon.”          Horton 43
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How to resolve conflict

Resolving conflict successfully is not easy and often takes time.  In the

meantime it is very important that the conflict not affect other employees.  Conflict

can occur at many levels and start from kidding around, to harassment, or

teasing, to fighting.

The first three mentioned are usually behavioral issues and can be

resolved using the process we just discussed and using the following steps.

1. Tackle the issue after both parties have calmed down. 

2. Maintain a positive pulse and stay calm.

3. Ask questions and listen, get the facts.

4. Ask the persons in conflict to suggest a solution/s. 

5. Reach a settlement and decide on your role going forward.

6. Call a staff meeting and share the situation.  Create a team approach. 

7. Plan for another sit-down to evaluate the progress.

But what if it is a fight?
44



Precast Show 2018

NPCA 45

Advancing Your Management Skills

How to resolve conflict

A fight

1. Separate the employees in conflict; keep a supervisor with each one.

2. If necessary, use medical treatments (first aid) or call the ambulance. 

3. Meet separately with each employee, ask questions and listen to what they 
say and where they are coming from – remain calm. Take notes, especially of 
words they use.  Have them read and sign your notes.

4. Meet with any witnesses.  Take notes.  Sit down with management team and 
decide on course of action.

5. Usually with a fight it’s best to send the participants home.  Also, consider 
calling the police especially if any type of weapon was used, a hammer, 
shovel, knife, etc.  Share the episode and ask for advice.  Let the police take 
over if that is their choice.

6. If you decide no police are needed then escort the employees separately to 
their locker, time clock, and their car.  Make sure they leave the property 
without incident. 

7. Before they leave, or by phone, set a time the next work day for them to 
return, separately, at different times. 
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How to resolve conflict

8. After they leave the plant sit down with your management team and write     
down all the details of the incident.  Lawyers working for your insurance 
company will greatly appreciate all written details. 

• If your choice is to meet with the employees the next day then confirm that  
you respect his/her opinion and that you need their cooperation to solve the 
problem.

• Establish the facts and agree on the problems and the impact they are      
having on production and/or the team. (work issues only)

• Explore possible solutions, the best ones can come from those in conflict. 
Clear, measurable solutions are always the best. 

• Think about moving one of them to a different department.  But remember, 
err on the side of caution, you could be sued for not eliminating the chance 
for another fight. So often it’s best just to:

• Terminate one or both employees. 

• Train your management and supervisory teams on the 

proper steps needed to handle a severe conflict. 
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Enforcing the company policy

First, let’s assume you have a written company policy.  If not, create 

one.  If yes, when was the last time you updated yours?  Our culture is 

changing and it includes more technology and in some cases less civility.  Here 

is a list of current items you should have in your policy:

Cell phone use including texting

Harassment, not just sexual and workplace violence

Smoke free workplace

Weapons at work

Computer and internet policy, voicemail, e-mail, and telephone usage

Blogging and social media policy

Health insurance

Work dress code

Attendance policy

Radios in the plant and ear bud use throughout

And a written list of disciplines, and penalties for violations.
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Enforcing the company policy

Enforcing the company policy is not that difficult.  However, if you do 

not follow basic etched-in-concrete steps you can make it difficult.  The biggest 

single mistake is the lack of consistency.  

Applying workplace policies inconsistently can jeopardize business 

success.  Companies that pick and choose which policies to enforce and when 

are setting themselves up for failure, not to mention exposing themselves to 

potential liability for employee complaints about unfair treatment. In addition, 

there is the risk of losing employees to substantial turnover based on low 

employee morale and overall dissatisfaction.

Every manager and every supervisor, whether they have the authority 

to penalize or not, should be very familiar with the policy and the discipline 

issued  for infractions.  They all have teams and with this knowledge they can 

teach, train and give advice when someone needs it. 

Consistency matters!
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Enforcing the company policy

Some tips for enforcing fairly and consistently:

1. Timeliness:  Don’t wait to address the problem.

a.) employee may not connect the act with the enforcement

b.) sends a negative message to other employees

2. Consistency: treat every offense the same

a.) no favorites; every employee treated the same way

b.) use the same penalty for the same infraction

3. Explain: what’s wrong, what the policy says, what’s expected.   
Hopefully, it’s not new to the employee. 

a.) explore solutions

b.) get a commitment for change
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Enforcing the company policy

4. Communicate:  why and what is expected now

a.) track and measure daily

b.) take immediate action if necessary

c.) give reward and recognition

5. Write it down:

a.) when you meet with the employee

b.) after the employee leaves

c.) put everything in his file

d.) invite another supervisor for tough cases

A leader is judged not only by his successes but many 

times to a greater extent by the way he deals with failure and 

with unacceptable employee behavior and performance.
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Improving morale and motivation

Morale:

1. Public recognition.  Appreciation matters.

2. Bring your family to work day

3. Celebrate accomplishments, with paid time off

4. Paid time off for community service

5. Encourage and provide “Continued Learning” and tuition reimbursement

6. Show you care, birthdays, babies, anniversaries

7. Big time perspective. Understanding how their job matters.

8. Employee participation in meetings and events

9. Plan fun non-work activities

10.Survey employees regularly, always encourage feedback

And everything we have covered here today
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Improving Morale and Motivation

Motivation

Employees will be motivated when the environment in which they work 
is managed by motivated and enthusiastic managers that create a great 
place to work with opportunities for personal and professional advancement. 

Have a culture that includes personal and team achievable goals and 
objectives that breed success with hard work using best practices.  Also, an 
environment where employees can see the big picture which puts their job 
in perspective regarding its role and importance for maintaining good 
quality.

An employee will be motivated to come to work and to do an 
exceptional job when he has the feeling that good leadership and a well 
managed company makes him proud and wanting to do his job well.  

Increases in pay or disciplining an employee will often 

create short term motivation, but long term it’s the 

environment where they work and the company culture

that fuels self motivation, the best kind there is. 52
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Summary

1. The importance of leadership: leader vs. boss

2. Respect, trust, integrity, and your emotional quotient

3. Communicating effectively, a key leadership skill

4. How to hire, train, and bring on board a new employee 

5. The importance of good coaching/mentoring and implementing 

change management

6.     How to correct poor performance

7.     How to correct poor behavior

8.     How to resolve conflict

9.     Enforcing the company policy

10.   Improving morale and motivation

11.   How to improve housekeeping, quality and safety

12.   Index
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How to Improve Housekeeping, Quality and Safety

Housekeeping

1.  Make sure everyone understands the expectations.

2.  There should always be a top down, bottom up participation.

3.  A place for everything, and everything in its place. Be organized.

4.  Convenience for the employee. Barrels and dumpsters close by.

5.  Leading by example. Especially the team leaders. (Supervisors)

6. A company commitment and investment in clean up time.

7.  A “clean as you go culture”; we are never too busy.

8.  Regular inspections; plant, equipment, break/rest rooms, office.

9.  Ownership.  Everyone should see the value in good housekeeping.

10. Reward and recognition. Timely and appropriate.

54



Precast Show 2018

NPCA 55

Advancing Your Management Skills

How to Improve Housekeeping, Quality and Safety

Quality

1. Everyone should understand what is expected and what is their role.

2. Excellent housekeeping is a stepping stone to good quality.

3. Team leaders who enforce, teach, and lead by example.

4. A process that is enforced and assures customer expectations

5. Everyone should believe in the benefit of excellent quality. 

6. Which will lead to ownership, pride and commitment, not supervision

7. Training, coaching, good drawings, good forms and materials are a must.

8. Fork truck drivers play a key role in achieving positive results

9. Job site photos of product use and importance to project. 

10. Individual employee perspective of his job importance.

11. Reward and recognition
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How to Improve Housekeeping, Quality and Safety

Safety

1. Team leader commitment – Set the bar; “Not on my watch.”

2. Choose a safety champion.  Record keeper, resource, teacher, not enforcer.

3. Lead by example.  All leaders and manager especially wearing PPE.

4. Train and coach; new and old employees.  Regular weekly or bi-weekly.

5. Maintain meeting schedules. Always same day, same time, not postponed.

6. Conduct effective meetings.  Managers shut up and listen. The 50/50 rule. 

7. Correct unsafe behavior. Do not tolerate unsafe behavior. Written warnings!

8. Program promotion from top down, bottom up.  Active participation. 

9. Maintain an effective safety suggestion program.

10. Give rewards and recognition; celebrate.
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It’s been a pleasure

You have been a great group 

Good luck this year

Safe travels

Thanks to you all

Greg
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The sandwich approach

Bread

Bread: Praise, thanks, relax, offer help, give recognition

Fixins: The problems, attitude, behavior, performance, morale, solutions.

Bread: Praise, thanks, relax, offer help, give recognition
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Index

Tips for working with a temp agency

1. Make sure they assign a specific person to represent your company.

2. Have the person visit the plant.  Give them a list of job positions and show 

them around, pointing out employees doing each job and explain/list the 

skills required.

3. Give them written job descriptions or skill sets for all positions.

4. Express the importance of attitude and aptitude.

5. Arrange for you to also interview the candidate, show them around the plant 

including the job they will be doing.  Follow the basic interview and hiring 

steps in this outline.

6. Let the agency know if you want to hire the person or if not, why.  If the 

representative continues to send unsatisfactory candidates have them 

return to the plant for another visit and a review of the skill sets.

7. Negotiate a reasonable fee structure with the agency. 

8. Take control of your temp agency and maintain control.
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New employee training and onboarding written outline
Day one:

1. Greet the new employee. Show required videos and explain important points. 

Conduct a comprehensive orientation and initial the orientation checklist.(See 

index) Include all safety procedures; MSDS, lockout/tagout, eye wash stations, 

emergency phone numbers, evacuation plan, etc.

2. Introduce him/her to his team leader, his trainer, and all those on his team.

3. His team leader and his trainer should discuss his training program with him.

4. Review his job description duties with an emphasis on housekeeping, quality and 

safety.  Give him specific no touch items for his first day/week.

5. Give him a tour of the plant, the yard, the batch plant, the office, and introduce 

him to everyone you meet.  His trainer should be both informative and friendly.

6. Take him to coffee break, lunch, and any other daily breaks or meetings.

7. Spend the day making sure the person feels welcome and gains a complete 

understanding of the plant, the culture, the rules, etc.  A positive introduction.

8. Meet with supervisor at the end of the day to review the

day’s activities. Send the person home feeling good about

his new company, the employees, his trainer, and his team

leader. (supervisor.)
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New Employee Orientation / Responsibilities

Employee name: Date:

Responsibility Performed

Emergency phone numbers SC

Emergency reporting procedures SC

Evacuation procedures SC/S

Plant closure procedures S

Medical emergency procedures SC

Injury reporting SC

Hazard reporting SC

Location / training of M.S.D.S. S/T

Safety responsibilities SC/S

Housekeeping S/T

Safe lifting and material handling S/T

Lock out / tag out / electrical hazards SC/S

Accident investigation procedures SC

First Aid procedures SC

Ladder safety / fall prevention S/T
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Index

New employee training and onboarding written outline

Training day two, week one, week two, etc.:

1. Trainer meets new employee and they review the plan for the day including 
safety reminders and no touch items. 

2. They focus on basic skill training as discussed on day one.  Trainer uses 
one step training regimen, and lets new employee demonstrate. 

3. Each step has an emphasis on safety.  
4. As the week progresses so does the introduction to new duties and skills 

that new employee was exposed to on day one.  Make sure the new 
employee demonstrates how to do each task, retrain if necessary. 

5. The trainer includes the onboarding points he has taught as part of training 
a new employee which includes being his buddy for the first week; at 
breaks, lunch, production meetings, safety meetings, etc. 

6.  Always give recognition for progress and a job well done. 
7. Meet with the supervisor at the end of the day.  Discuss the day’s activities 

and grade the results in the “New Employee Training Log”.
8. Always give the new employee a pat on the back when

deserved.
9.  Discuss the plans for tomorrow. 62
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New employee training and onboarding written outline

The first and second and third month:

1. Time the skills training with skill application and progress.  Try not to set the 

person up for failure by adding new duties and skills too fast.  Adjust the 

training plan with the manager accordingly. 

2. Let the new employee practice while you watch.

3. Give recognition for a job well done and for progress.

4. Be a coach when needed to improve performance.  Don’t forget to use 

onboarding skills to ensure new employee feels welcome.

5. Meet daily/weekly with supervisor and employee – Report the facts, don’t 

enable, report the facts – record and grade results – plan for the next week.

6. Never forget about safety.  Keep testing and asking questions to ensure the 

new employee is well aware of his expectations and safety steps.  If you spot 

a weakness, fix it quickly.

7. Communicate and lead by example, train, retrain and

coach.  Training takes patience and practice. 63
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Index

New employee training and onboarding written outline

Conclusion:

Remember, Mr. Trainer, the job is to adequately welcome, train, teach, 
and support a new employee.  His success is important to your company.  You 
need him to have a positive impact on the efforts of the team.  You and the 
team need him.  The job is to ensure he is successful.  The trainer, the team 
leader and the supervisor should coach and support his efforts so he becomes 
a valuable part of the team who is also committed to work accident free. 

However, don’t enable and keep someone who does not seem to have 
the aptitude and attitude, or the skill sets. “Fish or cut bait.”  Move on!

“Employees surveyed feel that receiving organized, relevant, and well-

timed introductory/training content is the most important aspect of the 

onboarding process.”
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Position:  Production Leadman(Team Leader)           Reports to:  Production Supervisor

Job Summary:  

Responsible for the supervision of the daily precast production activities of his production team. 

These activities include the coordinating of labor and communicating with his supervisor regarding 

equipment and materials needed to meet production schedules and efficiencies. Other responsibilities 

include safety, housekeeping, quality, and preventative maintenance. The leadman needs to train, teach, 

and coach new hires and existing employees to be successful and to work as a team. He must have the 

physical ability to work in a precast concrete manufacturing plant. The leadman will be expected to lead by 

example.

Essential Job Duties:

1) To work with his team and oversee the proper use of labor and materials in order to achieve the daily 

production objectives. Complete any reports as required by the supervisor. 

2) Ensure that his team meets or exceeds its safety, quality, housekeeping, and production efficiency 

objectives while always maintaining a culture of continuous improvement.

3) Recognize employees for good performance and report sub-standard work and or behavior to his 

supervisor.

4) Foster a culture of teamwork.  Train, teach, and motivate new and existing employees to work together 

as a team. Maintain a positive attitude at all times. Participate in all programs designed to support any 

of the daily fundamentals. Assist the supervisor as required evaluating employee job performance.

5) Lead by example, always making the right choice.  Maintain high ethical

standards which include integrity, honesty, and excellent moral character. 
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Specific Job Functions:

Production: Oversee the stripping, cleaning, set up, pouring and finishing of concrete to achieve the daily 

production schedule objectives. Ensure that forms are set up properly and on time. Complete all inspections 

as directed by the supervisor. Direct team personnel and communicate with the supervisor to achieve all 

desired results. 

Safety: Lead by example and always make the safe choice-maintain a safety culture that includes no 

recordables and no loss time injuries. Ensure proper PPE is being used at all times. Insist that team 

personnel always make safe choices, correct unsafe behavior, and report infractions and near misses to the 

supervisor. Actively participate in all safety programs and activities.

Housekeeping:  Ensure work areas are always clean and promote a “clean as you go” culture. Keep the 

floor, forms, tools, and all equipment clean, free of debris, dirt or concrete, and oversee proper tool use and 

storage. Keep break areas, bath rooms, and locker rooms clean and picked up at all times.

Quality: Check or oversee the all set-up (pre-pours), and finish pours to ensure products meet all shop 

drawing dimensions and product quality standards.  Promote a quality work ethic, teach and train employees 

to exceed the customer’s expectations.

Preventative Maintenance: Maintain all tools, equipment, and forms in proper operational condition. 

Ensure tools and equipment are inspected, used and stored properly. Report any unacceptable conditions 

immediately.  Keep all necessary records. 

Leadership:  Teamwork/Attitude/Company Policy: Lead by example, always keep a positive outlook and 

motivate employees to do their best.  Encourage personnel to work as a team. Ensure employees meet the 

company policy and work procedures, methods and practices, performance standards, and other matters 

affecting their work. Give recognition for good performance, detect substandard results, take appropriate 

corrective action, and report them to the supervisor. Fill in for the supervisor in his absence.  

Perform other similar duties as required or requested by the supervisor and/or as specified in the job 

expectations and the job performance evaluation.

Signed: ___________________________Production Leadman Date:__________

Signed: __________________________ Production Supervisor            
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