BFA Leadership Presentation




Agenda

COCOA Goals, Values, and You

From Boss to Leader

Employee Engagement

Performance Management

Leading through Change Management
Assuming Positive Intent

Resources
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Culture of Care and Open Accountability

What is a culture of care?

« An environment where we care for ourselves and each other while
ensuring our students have a safe, clean, and sustainable place to
live, learn, and work.

What is open accountability?

« Being trustworthy and holding ourselves and each other to a high
standard.

HUMAN RESOURCES | BUSINESS & FINANCIAL AFFAIRS



COCOA - Goals

Break down unnecessary
hierarchical systems that
exist within the division

Identify and implement best
practices in equity and
inclusion in the workplace

|dentify and remove
obstacles that prevent
employees from feeling that
they are part of a healthy,
functioning team

Address workplace issues
early, to avoid escalation
and further harm

Create an environment of
trust in which employees
believe that their concerns
and feedback regarding their
work experiences will be
heard and responded to
appropriately
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COCOA
Values for Action

These organizational principles are vital to the success of the COCOA

program and the cornerstones of the new culture that BFA seeks to create.

elaliluflols Accountability Employee and
Support and . Open
and Community ..
Development of Communication
Transparency Engagement
Personnel

These values are deliberately broad, so they can be applied to efforts outside
of this program, creating a seamless integration of COCOA with other
initiatives within the Division.
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From Boss to Leader

Focuses on tasks and self: “What do | need from you?”
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Emphasizes control: “Do it this way because | said so.”
Seeks to maintain: “Don’t fix what isn’t broken.”
Communicates one-way: Gives orders and expects
them to be followed.

Criticizes and controls: “Here is what you did wrong.”

Demands results: “I need this from you by 5 PM.”

Judges and finds fault: “You missed the target.”

Focuses on goals and the team: “What do we need to
achieve together?”

Inspires innovation: “What’s a new way we could try
this?”

Strives for continuous improvement: “How can we
make this 10% better?”

Communicates two-ways: Sets clear expectations and
then actively listens.

Encourages and uplifts: “Here is what you did right,
and here’s how we can improve.”

Guides toward solutions: “What do you need from me
to get this done by 5 PM?”

Empowers and builds confidence: “You have the skills
to handle this.”
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Employee Engagement

Employee engagement is the
mental and emotional
connection employees have
with their work, their team,
and their organization's goals.
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Employee
Engagement

Wellbeing
& Support

Career Recognition &
Development Feedback

Employee
Engagement

Meaningful
Work

Leadership

Belonging
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Employee Engagement

- "If we want people to fully show up, to
\ bring their whole selves—including their
unarmored, whole hearts—so that we
can mnovate solve problems, and serve
people, we ‘have to be vigilant about
creating a culture in which people feel
safe, seen, heard, and respected.”

- Brene Brown
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Employee Lifecycle

TaI_e_n'F Onboarding Working Life Events
Acquisition
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Benefits of Employee Engagement

Committed — Engaged employees are committed to the WWU goals. They
understand how their roles contribute to the broader objectives and are
dedicated to achieving them.

Productive — Employees who are engaged can be more productive and
become more enthusiastic about their work.

Motivated — Engaged employees are self-motivated. They find intrinsic
value in their tasks and strive to perform well.
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Benefits of Employee Engagement

Collaborative — In a supportive work environment, employees
communicate openly and help each other achieve common goals.

Loyal — Engaged employees are less likely to leave WWU if they believe in
the organization, feel respected and know that WWU has their best
interest at heart.

Innovative — Employees feel empowered to propose new ideas and
improvements and are motivated to implement solutions that may benefit
WWU.
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Benefits of Employee Engagement

Profitable — Engaged employees are more efficient, drive better business,
and reduce expenses related to turnover and absenteeism.

Positive — High employee engagement creates a positive, supportive and
inclusive work culture where employees feel valued and perform better.

Healthier — An engaged and positive work environment reduces stress and
can improve physical and mental health. Gallup found that 50% of
employees who are engaged at work thrive in life overall.
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https://www.gallup.com/workplace/349484/state-of-the-global-workplace.aspx
https://www.gallup.com/workplace/349484/state-of-the-global-workplace.aspx

Increasing Employee Engagement

Do l‘ Don’t l’

 Practice transparent communication lgnore feedback or delay action
« Offer growth opportunities Hoard job knowledge or skills

« Recognize and reward contributions Reward inconsistently
« consider employee preference Micromanage

« Foster flexibility and work-life
balance

e Reinforce connections with
leadership
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Empathy
Video

Brené Brown on Empathy vs Sympathy



https://www.youtube.com/watch?v=KZBTYViDPlQ
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Performance Management Cycle

Real-Time
Coaching

Annual
Performance
Evaluation

Mid-Year
Check In
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Real-Time Coaching

Always ask if it's a good time to have a private conversation to share feedback!

Feedback should be:

Constructive: Rooted in facts rather than personal opinions, focusing on behaviors
that can be changed.

Actionable: Clear and specific enough that the recipient knows exactly how to adapt.

Timely: Shared reasonably close in time to the action being reviewed so the context is
clear.

Balanced: Incorporates both acknowledgment of strengths and areas for improvement
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Talk Times

Purpose: A regularly scheduled one-on-one meeting to build rapport,
discuss performance and manage workload.

Frequency: At least once a month

Sample Agenda:
 Establish Rapport
* New Business
* Updates
« Completed Business
e Clarity, Comments, Challenges, & Concerns
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Mid-Year Check In

Purpose: To uncover what keeps a valuable employee engaged and motivated, and to
identify and address any frustrations before they decide to quit. Proactive vs. Reactive.

Frequency: Once a year, midway through

Sample Questions:

1l
2.
5.

L

What keeps you here?
What would make you want to leave?

If you could wave a magic wand and change one thin
about your work, your team, or WWU as a whole, wha
would 1t be and why?

What is your dream job or next steps here?
How can | better support you?

When did you last feel like you had a really good day at
work?
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Annual Performance Evaluation

Purpose: To document performance throughout the year.
Summary of Real-Time Coaching, Talk Times, Mid-Year Check In

Process: PageUp Performance
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Navigating Tough Conversations

« Preparation
 Set the tone, practice

« Empathy and Kindness

 Be Respectful ?
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Leading Through Change

Provide Clarity — Clearly define the reasons for the change, the specific goals, and what
the future will look like so that everyone understands whAy 1t Is happening.

Practice Empathy - “Resistance rarely stems from the change itself; it stems from the
unfamiliarity and fear of losing credibility.” Simin Sinek.

« Adapt and meet people where they are
« Create safe spaces to hold open discussions and allow team to express concerns.

Encourage Collaboration - Effective change is accomplished as a team
« Empower early adopters
« Breakdown silos
« Be supportive, available, and engaged

Assess and Adapt - Provide the necessary training, tools, time, and resources so
employees feel prepared and competent to work in new ways.

« Monitor outcome and adjust accordingly
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Leading Through
Change Video

Leadership From A Dancing Guy



https://www.youtube.com/watch?v=hO8MwBZl-Vc

Takeaways

1. Be consistent (or start scheduling!) your talk times

2. Move beyond a one-time initiative in creating an employee
focused work environment

3. Review current work processes to try and accommodate
employee needs while staying accountable to mission-
critical goals
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Resources

BFA Connections - Home
BFA Share Point: Effective Meeting Toolkit

L Ml

g il

% WA e
W A J )

) ﬁ; e



https://wwu2.sharepoint.com/sites/BFAconnect?SafelinksUrl=https%3A%2F%2Fwwu2.sharepoint.com%2Fsites%2FBFAconnect&xsdata=%3D&sdata=Q0NVb082b3FMMFYrNW9iZVMvUGVrVDk1OVlqdStvNnRJRHhHSTRabUZvUT0%3D&ovuser=dc46140c-e26f-43ef-b0ae-00f257f478ff%2Cgreerr2%40wwu.edu&TeamsCID=87033727-9a78-4304-aeeb-4ef1e358f56e&OR=Teams-HL&CT=1780417754999&clickparams=eyJBcHBOYW1lIjoiVGVhbXMtRGVza3RvcCIsIkFwcFZlcnNpb24iOiI0OS8yNjA0MzAxOTIxNiIsIkhhc0ZlZGVyYXRlZFVzZXIiOmZhbHNlfQ%3D%3D
https://wwu2.sharepoint.com/sites/BFAconnect?SafelinksUrl=https%3A%2F%2Fwwu2.sharepoint.com%2Fsites%2FBFAconnect&xsdata=%3D&sdata=Q0NVb082b3FMMFYrNW9iZVMvUGVrVDk1OVlqdStvNnRJRHhHSTRabUZvUT0%3D&ovuser=dc46140c-e26f-43ef-b0ae-00f257f478ff%2Cgreerr2%40wwu.edu&TeamsCID=87033727-9a78-4304-aeeb-4ef1e358f56e&OR=Teams-HL&CT=1780417754999&clickparams=eyJBcHBOYW1lIjoiVGVhbXMtRGVza3RvcCIsIkFwcFZlcnNpb24iOiI0OS8yNjA0MzAxOTIxNiIsIkhhc0ZlZGVyYXRlZFVzZXIiOmZhbHNlfQ%3D%3D
https://wwu2.sharepoint.com/sites/BFAconnect?SafelinksUrl=https%3A%2F%2Fwwu2.sharepoint.com%2Fsites%2FBFAconnect&xsdata=%3D&sdata=Q0NVb082b3FMMFYrNW9iZVMvUGVrVDk1OVlqdStvNnRJRHhHSTRabUZvUT0%3D&ovuser=dc46140c-e26f-43ef-b0ae-00f257f478ff%2Cgreerr2%40wwu.edu&TeamsCID=87033727-9a78-4304-aeeb-4ef1e358f56e&OR=Teams-HL&CT=1780417754999&clickparams=eyJBcHBOYW1lIjoiVGVhbXMtRGVza3RvcCIsIkFwcFZlcnNpb24iOiI0OS8yNjA0MzAxOTIxNiIsIkhhc0ZlZGVyYXRlZFVzZXIiOmZhbHNlfQ%3D%3D
https://wwu2.sharepoint.com/sites/BFAconnect/SitePages/Effective-Meeting-Toolkit.aspx
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