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I N T RO D U C T I O N

 

Even though you want to be fair and consistent as a manager, you can’t manage everyone the same way.  

How you manage someone depends on the employee and the situation, not you!  Two key questions are:

★★ Motivation - Does the employee want to do the job?

★★ Skills:  Can the employee do the job?

Your management style shouldn’t depend on your personality as much as it depends on the needs of 

the employee.  Ken Blanchard emphasizes the phrase “Different strokes for different folks.”  Excellent 

managers realize this.

Management theorists once described management in two camps:

1. Be authoritative; you can’t trust employees.

2. Employees are good.  Let them do things on their own.

A manager has to be more well rounded in skill to handle employees in many different scenarios.

For example, if you were a controller, wouldn’t you manage an inexperienced accountant differently than a 

veteran of ten years?  Yes!  It makes sense, doesn’t it?
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FLEXIBLE MANAGEMENT

Dependable Learner

Management Style: Communication 

1.  Goals:  Set goals with them 

2.  Recognition:  Formal/Informal

3.  Problems:  Review/Reprimand

Management Style: Counselor

1.  Goals:  Set goals with some involvement

2.  Recognition: Informal

3.  Problems:  Review/Redirect

Star Trainee

Management Style: Resource

1.  Goals:  Ask, What are your goals?

2.  Recognition:  Formal/Informal

3.  Problems:  Review/Reprimand

Management Style: Instructor

1.  Goals:  Set goals for them

2.  Recognition:  Informal

3.  Problems:  Redirect 

 

STYLE FLEXIBILITY DESCRIPTIONS

Trainee = Instructor Style

Low skill, high motivation 

(about new job or task) 

Needs specific training and direction

Learner = Counselor Style

Some skill, some motivation  

(declines after initial experience)

Needs specific training in some areas; also needs to be 

motivated to do the job.

Dependable = Communication Style

High skill, some motivation  

(most of the time)

Needs support and help when not motivated; usually 

doesn’t need specific job task help

Star = Resource Style

High skill, high motivation

Needs a resource to kick around ideas; can do the 

job alone; stay out of his/her way.
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ONE OTHER TYPE OF EMPLOYEE: 

All we have discussed so far is designed to eliminate problems, improve performance, and prevent 

termination.  Yet sometimes, things don’t improve.  There is a potential fifth group of employees referred 

to as deadwood.  An employee in this category consistently is a low performer and a problem.  What 

do you do with an employee in this group?  If redirection, coaching, and confrontation fail then fire him.  

But, before you terminate someone, make sure you’ve done all you can to help.  Set goals, train, give 

recognition, coach, and be a good communicator.

Often manager are too slow to fire.  Remember the mini/max principle.  There minimum performance 

you allow becomes the maximum you can expect.  In other words, a low performer negatively affects the 

performance of others.  By following the goalsetting process outlined earlier, you’ll be able to detect and 

deal with low performance more effectively.

Follow your company’s policy when you have to fire someone.  Generally, most procedures include one 

or two verbal warnings and one or two written warnings.  Apply the process consistently.  Always focus 

on job-performance issues and not generalities like attitude.  Remember to keep documentation over 

time to track your efforts to help an employee.  Be factual, not judgmental.  Firing can be a very delicate 

area.  Do what’s right and seek advice from your manager and your company’s legal or human resource 

departments.
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STYLE FLEXIBILITY TIPS 

Communication Style Counselor Style

∙  Listen and ask questions    

∙  Focus on motivation    

∙  Show concern     

∙  Be readily available    

∙  Review progress periodically   

∙  Discuss goals together    

∙  Handle problems quickly    

∙  Review or reprimand problems

∙  Focus on task & motivation

∙  Explain specifics

∙  Demonstrate how

∙  Give helpful suggestions

∙  Set goals with some involvement

∙  Give regular positive feedback

∙  Redirect or review problems

Resource Style Instructor Style

∙  Don’t get in the way     

∙  Be available if necessary    

∙  Ask about goals    

∙  Give recognition for results 

∙  Challenge the person with new     

   ideas or opportunities   

∙  Ask for opinions and ideas   

∙  Review or reprimand problems

∙  Give specific directions

∙  Tell how to do it and demonstrate

∙  Train more; take the time

∙  Set goals for the employee

∙  Supervise closely

∙  Praise progress

∙  Redirect on problems
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PERFORMANCE MANAGEMENT: CASE STUDIES

1. An experienced technician was given an urgent job by his supervisor to fix a comeback and is 

complaining about the lead time.  He is highly skilled and has the competence to do the job 

effectively.  In the past, he has always completed jobs well and on time.

Employee type:_________________________________ 

 

Management style:______________________________

2. You asked one of your experienced employees to train a new cashier.  The training didn’t get done 

properly and delays in paperwork have resulted which are making customers irritable.  This is the third 

time this year something like has happened with this person. 

Employee type:_________________________________ 

 

Management style:______________________________

3. An employee asked if she could take an extra day off around the Thanksgiving holiday.  This person has 

developed a good rapport with all and, overall, has significantly helped deliver excellent service. 

Employee type:_________________________________ 

 

Management style:______________________________

4. One of your reliable, longer-term employees has been on a new job assignment the last few months as 

a lead person in the service department.  Lately, as you have pushed to meet the numbers, problems 

have increased.  You have received complaints from customers about her. 

Employee type:_________________________________ 

 

Management style:______________________________

5. One of your veteran bookkeepers is accurate and very skilled in accounting.  However, some 

customers think he is rude.  You have talked to him about this twice before.

Employee type:_________________________________ 

 

Management style:______________________________
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6. One of your salespeople attended a seminar and is now setting goals for himself.  His productivity 

has increased across the board.  This person has suggested a couple of ways to help others improve 

results.  This employee has always done well and is willing to try new things.

 
Employee type:_________________________________ 

 

Management style:______________________________

7. A veteran employee was passed over for a supervisory position because, at times, he doesn’t get along 

well with other people.  Over the last six months, he has become openly critical of the company and 

uncooperative with others.  You have talked to him several times.  Now, his customer service is poor 

and he has left the store early 2 or 3 times in the last two weeks. 

Employee type:_________________________________ 

 

Management style:______________________________

8. Your manager has received positive comments about what a pleasure it is to work with the newest 

employee in the parts department.  Customers and vendors alike have said the person is friendly, 

prompt, and helpful even though he doesn’t always have complete knowledge about certain products. 

Employee type:_________________________________ 

 

Management style:______________________________

9. One of your rookie office employees has a great attitude.  Yet, it often takes 3 or 4 explanations before 

she understands something.  She is always eager and on time, yet you had to have her re-do two of her 

last three assignments.

Employee type:_________________________________ 

 

Management style:______________________________

10. One of your most effective employees seems quiet lately.  He is usually talkative, upbeat, and positive.  

Job results are good and consistent.  Yet, you begin to notice it’s taking him longer to get his work 

done. 

Employee type:_________________________________ 

 

Management style:______________________________ 



manage with flexibility

page 8 
© 2015 wcw partners

PERFORMANCE MANAGEMENT CASE STUDIES:  
ANSWERS
  
Here are the suggested answers to the case studies:

1. Dependable/Communicate 

Why?  He’s an experienced employee and even though he complained 

a bit, there isn’t a performance problem.

2. Dependable/Coach 

Why?  This is an experienced employee who performed poorly as a 

trainer.  Does the person know how to train?  Was enough time made 

available?  You need to coach this person and provide any needed 

skills as well as the time needed to train the new cashier.  You may 

need to reprimand if you’ve already done the coaching appropriately.

3. Star/Resource 

Why?  This employee has developed excellent performance and is 

good with others.  If you can free up the time, why not give the extra 

day off if the lead time is appropriate.

4. Learner/Instructor 

Why?  This person has been a lead for a few months.  She has the 

needed technical skill but needs training (classroom, OJT) to learn the 

people skills this position requires.

5. Dependable/Coach 

Why?  This is a veteran employee who has good technical skills.  He 

needs coaching to deal with his poor performance with customers.

6. Star/Resource 

Why?  The employee consistently performs well and seems to try new 

things to improve.

7. Deadwood 

Why?  Over six months, the performance is getting worse even though 

you have talked to him several times.  Chances are you need to 

terminate this person.

8. Trainee/Instructor 

Why?  Continue working with this person to learn more about the 

products.  Give this person some recognition; he or she seems to have 

excellent people skills.
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9. Learner/Instructor 

Why?  This employee is still learning and needs ongoing  training from 

you or others.

10. Dependable/Communicate 

Why?  Job results are good and consistent, not exceptional.  Yet, there 

are signs of a potential problem.  You may want to have an informal talk 

with him. 

When everyone is finished, discuss as many of the case studies as  you have time for.   

 

Add that the employee category and style match up as explained,  when everything is okay.  If there is 

a performance problem, they should go back one category and use the management style from that 

category.  For example, if an employee who is usually in the Dependable category begins to be late or 

absent, go back to the Learner category and regularly coach him or her.  All this means is to become 

more involved and “hands on” when performance problems arise.
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APPLICATION:  HOW TO MANAGE WITH FLEXIBILITY 

Directions:  Identify the type of employees you have and write their names in the appropriate box.  Then 

ask yourself the questions below.

Dependable Learner

Star Trainee

 

Yes Some No

1.  Do you have a written, SMART goalsetting  

process in place for each employee?
£ £ £

2.  Are you recognizing employees consistently? £ £ £

3.  Are you addressing problems proactively? £ £ £

4.  Do you know the types of employees and manage them with 

flexibility? 
£ £ £

5.  What can you learn or relearn about supervising your people?
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CASE REVIEW IV:  THE BEST MANAGERS! 

Doug is a people person.  In his career, he has always received the highest praise from employees, co-

workers, and customers alike.  What does he do?

Not only is Doug a good communicator, particularly an effective listener, but he’s a student of human 

behavior.  While he’s fair and consistent, he treats people a little differently.  He manages human resources 

at a chemical manufacturing company.

One employee is new, and Doug spends more time and gives more direction to him.  Another employee 

is an experienced benefits and compensation manager, and Doug manages her more from a distance, as 

a Star.  Yet, they communicate regularly.  A third employee is an experienced trainer that is good but has 

occasional complaints on his teaching style.  Doug is coaching this person to improve.

1. What strategies is Doug using? 

 

 

2. What can you learn or relearn about Managing With Flexibility or other  

performance improvement strategies?
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MEET RICK CONLOW 
CEO/Co-Founder

There aren’t many who’d argue the fact that Rick is one enthusiastic and 
results oriented guy. Even the titles of his books, articles, speeches and 
initiatives reflect his drive and positive energy.  
 
A quick glance at his professional resume leaves you with the strong 
impression that effort and optimism are a winning combination. Case in 
point: with Rick by their side, clients have achieved double- and triple-digit 
improvement in their sales performance, quality, customer loyalty and 
service results over the past 20-plus years and earned more than thirty 
quality and service awards.  

 
In a day and age where optimism and going the extra mile can 
sound trite, Rick has made them a differentiator. His clients include 
organizations that are leaders in their industries, as well as others that 
are less recognizable. Regardless, their goals are his goals. While many 

consultants talk about consistent and sustainable results, Rick helps his 
clients achieve them. 

 
Rick’s life view and extensive background in sales and leadership – as 

a general manager, vice president, training director, program director, 
national sales trainer, business owner and management consultant 

– are the foundation of his coaching, training and consulting 
services. Participants in Rick’s experiential, live action 
programs walk away with aha’s, inspiration and skills they can 
immediately use.  
 
These programs include “BEST Selling!”, “SuperSTAR 
Customer Service”, “Excellence in Management!”, “SuperSTAR 
Selling!”, “The Greatest Secrets of all Time!”, The State of the 
Art in Improving the Customer Experience, and “SuperSTAR 
Leadership, Good Boss/Bad Boss – Which One Are You?”  
 
Rick has also authored Excellence in Management, 
Excellence in Supervision, SuperSTAR Customer Service, 
SuperSTAR Selling, Designing a SuperSTAR Customer 
Experience, SuperSTAR Leadership and Returning to 

Learning. He and his business partner, Doug Watsabaugh, 
published six new books together. Their newest book is 

SuperSTAR Leadership, A 31 Day Plan to Motivate People, 
Communicate Positively and Get Everyone On Your Side.

When he’s not engaging an audience or engrossed in a coaching 
discussion, this proud husband and father is most likely astride 

a weight bench, or a motorcycle taking on the back roads and 
highways of any state.
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MEET DOUG WATSABAUGH
COO/Co-Founder

Doug values being a “regular person,” with his feet on the ground 
and head in the realities of the daily challenges his clients face. 
It’s his heart for and experience in helping clients deal with difficult 
situations that distinguish him from other sales performance and 
leadership development consultants.  
 
His knowledge of experiential learning and his skill at designing 
change processes and learning events have enabled him to 
measurably improve the lives of thousands of individuals and 
hundreds of organizations in a wide variety of industries – financial 
services, manufacturing, medical devices, consumer goods and 
technology to name a few.  
 
Before starting his own business, Doug served as the director of 
operations for a national training institute, manager of organization 
development for a major chemical company and was responsible 
for worldwide training and organization development for the world’s 
third largest toy company.  
 
He was also a partner in Performance & Human Development LLC, 
a California company that published high-involvement experiential 
activities, surveys and instruments, interactive training modules, 
papers and multimedia presentations.  
 
Doug has co-authored two books with John E. Jones, Ph.D., 
and William L. Bearley, Ed. D.: The New Fieldbook for Trainers 
published by HRD Press and Lakewood Publishing, and The OUS 
Quality Item Pool, about organizational survey items that measure 
Baldrige criteria. His newest book, co-authored with Rick Conlow, 
is SuperSTAR Leadership, A 31 Day Plan to Motivate People, 
Communicate Positively and Get Everyone On Your Side.

He is a member of the American Society for Training and 
Development (ASTD), the Minnesota Quality Council and The 
National Organization Development Network.  
 
Doug’s father taught him the value of hard work, and it paid 
dividends: He funded his college education playing guitar and 
singing with a rock ‘n’ roll band, experiencing a close call with fame 
when he played bass in concert with Chuck Berry. Not bad for a guy 
who admits to being “a bit shy.”  
 
While Doug’s guitar remains a source of enjoyment, it pales in 
comparison to his “number one joy and priority” – his family. 
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Our clients include:

and many more including a number of non-profit organizations and educational institutions

OUR SUCCESS

Ford’s 
President’s 

Award 

JD Power 
Award 

for customer 
service

    48 
Quality and customer 

service awards

   57% 
Reduction in 

customer complaints

   8% 
Positive gains in 

retail sales growth

   75% 
Gains in sales to 

existing customers

     5-7% 
Gains in transaction 

counts

   53% 
Improvement in 

sales

To learn how you can do amazing 
things, visit us online at:  
www.wcwpartners.com  

or contact Doug or Rick toll free at  
1-888-313-0514.  

 
CHECK OUT OUR OTHER TITLES

SUPERSTAR LEADERSHIP

SUPERSTAR SALES

SUPERSTAR CUSTOMER 
SERVICE

HOW TO BE A SUPERSTAR 
EMPLOYEE

GOALPOWER

DESIGNING A SUPERSTAR 
CUSTOMER EXPERIENCE

HOW TO MOTIVATE INSPIRE 
PEOPLE

Canada’s 
Consumer 

Choice Award

CONTACT US

OUR EXPERIENCE

http://wcwpublishing.com/product/superstar-leadership/
http://wcwpublishing.com/product/superstar-sales-a-31-day-plan-to-motivate-people-build-rapport-close-more-sales/
http://wcwpublishing.com/wcw-programs/group-team-training-packages/superstar-customer-service-a-31-day-plan-to-improve-client-relations-lock-in-new-customers-and-keep-the-best-ones-coming-back-for-more/
http://wcwpublishing.com/wcw-programs/group-team-training-packages/superstar-customer-service-a-31-day-plan-to-improve-client-relations-lock-in-new-customers-and-keep-the-best-ones-coming-back-for-more/
http://wcwpublishing.com/wcw-programs/e-books-leadership-improvement-downloadables/how-to-be-a-superstar-employee/
http://wcwpublishing.com/wcw-programs/e-books-leadership-improvement-downloadables/how-to-be-a-superstar-employee/
http://wcwpublishing.com/product/goalpower-how-to-increase-your-personal-performance-and-career-success/
http://wcwpublishing.com/wcw-programs/e-books-leadership-improvement-downloadables/designing-a-superstar-experience/
http://wcwpublishing.com/wcw-programs/e-books-leadership-improvement-downloadables/designing-a-superstar-experience/
https://wcwpartners.leadpages.net/how-to-motivateinspire/
https://wcwpartners.leadpages.net/how-to-motivateinspire/
http://www.amazon.com/Superstar-Leadership-Rick-Conlow-ebook/dp/B00C1MGIWY/ref=sr_1_1?s=digital-text&ie=UTF8&qid=1388798702&sr=1-1&keywords=SuperSTAR+Leadership
http://wcwpublishing.com/product/superstar-sales-a-31-day-plan-to-motivate-people-build-rapport-close-more-sales/
http://www.amazon.com/Superstar-Customer-Service-Rick-Conlow-ebook/dp/B00GH6JPCK/ref=sr_1_1?s=digital-text&ie=UTF8&qid=1388798799&sr=1-1&keywords=SuperSTAR+Customer+Service
http://www.amazon.com/How-SuperSTAR-Employee-Rick-Conlow-ebook/dp/B00HJZ26LA/ref=sr_1_7?ie=UTF8&qid=1388798618&sr=8-7&keywords=SuperSTAR+Leadership
http://wcwpublishing.com/wcw-programs/e-books-leadership-improvement-downloadables/goalpower-how-to-increase-your-personal-performance-and-career-success/#
http://wcwpublishing.com/wcw-programs/e-books-leadership-improvement-downloadables/designing-a-superstar-experience/
https://wcwpartners.leadpages.net/how-to-motivateinspire/
http://wcwpublishing.com/blueprint-coaching-program/
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FOR MORE INFORMATION ON 

WCW PARTNERS

Check us out online: 
www.wcwpartners.com

Visit our leadership blog: 
www.blog.wcwpartners.com

Call Doug or Rick: 888-313-0514

Find us on social media:

ftxi

http://wcwpartners.com
http://blog.wcwpartners.com
https://www.facebook.com/WCWPartners
https://twitter.com/wcwpartners
https://www.youtube.com/user/RickConlow
https://www.linkedin.com/company/wcw-partners

