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Kolbe Integration Plan # 1
These two plans are to be used to encourage team members to use Kolbe regularly in their meetings. In both plans are the types of things an organization can do without a Kolbe Consultant present which gives you the opportunity to continue your work with the group. 
Meeting #1 

Hand out Kolbe tags, and copies of the Spreadsheet of Strengths (updated with retake scores for those who have come out of Transition).

· Provide each person with a set of blank Impact Factor sheets, one for each day. Have everyone fill in a blank next to the name for each Action Mode ®. (The terms they use are the Impact Factors from their Kolbe A ™ index results.)
· Following each of the four Impact Factors, identify ways they will contribute that talent in their job that day.

· At the end of day, have them circle the actions they actually took, and add in other ways they contributed that talent.
· On the next day, they follow the same process, noting their use of their specific Impact Factors on their jobs.

Meeting #2 

Next, have everyone find other people who have Impact Factors that are needed to help them accomplish their goals, and seek their assistance.
· Have them mark down in the morning who they will ask to help in what specific way/Impact Factor - particularly noting the gaps between their A and B results and discovering who can help fill them.
· Then figure out the best way to ask for the necessary contribution, note what worked or didn't work; how they rewarded other peoples' contributions, and how they compensated those who gave them help by bartering.

Meeting #3

Team members volunteer their talents to others who they believe might be able to use their Impact Factors, or who have opportunities for contributions they would find rewarding.
· They indicate their targets of opportunity in the morning and, at the end of the day, and evaluate what actually took place. 
· Were their efforts used, appreciated, productive, and beneficial to the team effort?
· Did taking the time to-do this cause their regular work to suffer?

· Would they recommend continuing this effort on a regular basis?
Meeting #4

Each team member evaluates the benefit of the activities during the week. The following questionnaire should be completed by every one in the morning, tabulated and discussed later in the day.

On a scale of 1 to 10, with 10 being the highest ranking, how much benefit was there in each of the following:
 FORMCHECKBOX 

Being able to recognize your personal strengths through the identification of your four Impact Factors. 
 FORMCHECKBOX 

Consciously thinking about how you would use your natural talents in your daily work. 
 FORMCHECKBOX 

Evaluating your actual use of your Impact Factors at the end of the day. 
 FORMCHECKBOX 

Seeking involvement of team members with different talents to help with your work. 
 FORMCHECKBOX 

Sharing your talents with those who could benefit from them. 
 FORMCHECKBOX 

Discussing differences and ability to collaborate in a constructive way. 
 FORMCHECKBOX 

Building esprit de corps by recognizing the value of working interactively and cooperatively. 
 FORMCHECKBOX 

Having a common language to discuss and understand your own and others' innate strengths. 
 FORMCHECKBOX 

Sharing time together to understand what makes us work best as a team. 
 FORMCHECKBOX 

Having a week in which you focused on the benefits of using your instinctive abilities. 

Kolbe Integration Plan # 2
 (90 Days)

Meeting # 1

Review team member's index result as a group.  Each person picks one partner (someone you work with directly) to work with and listen to his/her Natural Advantage tape or read results.  
Watch the behavior during the week and interpret the person’s actions based on Kolbe results. Decide key things that will be done to improve communication with that person.

Meeting # 2

Spend 30 minutes spent in pairs discussing communication, pledging what will be improved and changed. Now spend another 30 minutes sharing experiences (aha's) with group.  Swap partners again and follow steps above.

Meeting # 3

Spend time in pairs as above.  Facilitate what was learned, set action items as a group.

Meeting # 4

15 min- Distribution commitment triangles.

15 min- Discussion with leader.

30 min- Pledges, editing & bartering with other people in organization.

Meeting # 5

Meet to track progress, add and edit commitments.  

What are you doing about overload?  Are you using your instinctive energy wisely?  Add customer circles.
What assumptions or educated guesses can be made about customer’s Impact Factors?  Plan how to improve customer communication at all levels.

Meeting # 6

Bring in entire team’s results, including all management reports.  What can be done to improve team?   Look at changes, additions, using current talent more effectively.

Work with entire team, review and reassign job responsibilities based on MO.  Practice task delegation, shifting and separation of duties.

Meeting # 7:  

Follow-up on changes and effectiveness of team.  Talk about any selection for team.  

Evaluate training programs.

Evaluate how often to meet and contact Kolbe Representative to schedule consulting, if needed.

 Modules Contents of Implementation Plan
One-on-One Interpretations:  These can be done with all staff members before or after a TeamSuccess ® Seminar or used only for those in transition.  Each session for a Kolbe A ™ index should be 45 minutes long (when doing Kolbe As and Bs plan for 60 minutes). Send a letter explaining how the time will be spent or give specific verbiage to manager. If the interpretations are completed before the team seminar, it is ideal to plan a 15 minute orientation before you send out the “take an index letter” explaining, why you are taking the index, how you should take it and what you will learn from taking it.

Team Success Seminar:  ½ day or full day increments.  See outline on how to split the time accordingly.  Send letter with how this seminar fits into the overall usage of Kolbe in the company along with directions on how to take index.  Plan this early in relationship with client as a “kick off” to the program. See outline for tips and sample activities.

Coaching:  This is most effective after TSS so everyone has an understanding of basic concepts. Focus should be on strain and tension issues and how to work with team members more effectively. Brainstorm how to reach goals and strategies to increase productivity.

Commitment Contract Program:  Can be done as a follow-up to the team seminar where all members are brought back together to get more specific on how to most effectively use their talents and manage time.  This can be done at the end of a TSS if doing a full day and can also be combined with the individual coaching sessions.  This is an excellent communication tool for managers and employees. Bring the manager into the discussion for specific discussions on tasks and priorities.  

Change Management training:  You will need 2-3 hours for this training.  This training can be a stand-alone training since the beginning of the outline has a review of the basics. This is most effective as a follow-up training and really geared to people in management since the focus is how to lead different MOs during changing times.  

Right Fit Training:  Spend ½ hour –2 hours discussing the Kolbe selection program and how it fits into their current hiring process.  Agree to pick one key job title to use as a “pilot”.  Invite all people involved in the hiring process to these meetings even though they have not attended earlier seminars. This is where succession planning can be discussed as well.

COST BENEFITS OF USING KOLBE 

 Cost Benefit Analysis
Conducting a cost benefit analysis can be instrumental in justifying the upfront cost of using Kolbe in an organization. Planning ahead is essential before adding Kolbe into the analysis.
Scenario One

· Training and Development
-time spent developing training program
-time spent training 
-cost of training
-loss of productivity
-cost of poor performance during training
-wrong training and/or wrong people


· Sample Items to be Tracked:

1. Number of people trained in Kolbe

2. Total costs of training, including travel and incidentals

3. Number of hours dedicated to certification, before, during and after

4. Number of hours spent analyzing team/division

5. Per hour cost of individuals’ time based upon salary level

Scenario Two

· Recruitment and Retention
-turnover rates
-cost per hire
-screening costs
-learning curves and impacts on coworkers


· Sample Items to be Tracked:

1. HR Budget, details about resources (money and time) for team-building and training

2. Productivity measures prior to use of Kolbe

3. Expected levels of productivity over time for a new hire, learning curve

4. Levels of turnover associated with positions, within team/division/company

5. Amount of resources dedicated to training for a position

6. Impact on coworkers of new hires in terms of time spent away from primary task

7. Per hour cost of coworkers time based upon salary levels

8. Rates of absenteeism for position/team/division/company

9. Economic impact of absenteeism, medical costs, lost productivity

Scenario Three

· Project-Oriented Teams
-time and budget constraints
-project goals, bonuses tied to goals
-momentum, synergy and polarization costs
-stress levels, implications for project of loss of member

· Sample Items to be Tracked:

1. Budget and timeline for project

2. Costs of overrun

3. Additional costs of replacing team member above normal costs associated with position

4. Percentage of project resources designated for team building

5. Factors which affect the costs of a project, up or down

6. Percentage HR costs of company’s costs



INTERPRETATIONS

Do’s and Don’ts of Interpretations
When providing interpretations, use conative phrases to get conative responses.

Phrases to Use

· How you perform

· What you do

· How you respond

· The way you interact

· The things you do when you strive

· Your creative effort

· How you initiate action

· How you will be most successful

· What you will naturally avoid

· When you are in your stride

· When you can play your own game

· The way you get things done

· Your talents

· Your forte

· What you need to be able to do
· Your knack

· What makes you tick

· Your sense of purpose

· How you persevere

· Your free will

· Your unchanging nature

· Your volitionary instinct

· Your frame of mind

· Your willful acts

· Of your own accord, you will

· Your natural impulse

· What you innately do

· You have the proclivity to

· You have a penchant for 

· When you are not working against your own grain

· Your natural power or the power within you

· If left to your own devices, you would

Other Suggestions

· Don't dwell on preventions

· Focus on strengths

· Don’t refer to insistence as being “high” in a Mode or prevention as being “low” in a Mode
· Explain the three parts of the mind

· Explain conation, Action Modes®, prevention, insistence and accommodation

· Convey that there is no right or wrong, good or bad result

· Detail the Natural Advantage™
· We all have 100% mental energy

· The Kolbe index is your will, willing and won't 

· Don't use affective terms such as like, want, should, feel, etc.
	[image: image10.png]


[image: image11.png]


Won’t

· require documentation

· offer justifications

· get bogged down in minutiae

· need on-going evaluation

· choose the obvious solution

· need to be appropriate

· be tied to tradition

· over-analyze

· need exact comparisons

· require written proof


	Won’t

· be rigid with plans

· stay boxed in

· get stuck in routines

· function by rote

· follow a schedule

· repeat patterns

· go through the motions

· need a picture

· act sequentially

· get caught up in procedures


	Won’t

· go off half-cocked

· be impulsive

· be ambiguous

· try to do too many things at once

· create chaos

· cause distractions

· need deadlines

· go against the odds

· take the bait when challenged

· force change and disruption


	Won’t

· require concreteness

· need to physically demonstrate

· have to see a prototype

· rely on mechanical equipment

· force tangible solutions

· object to abstractions

· rely on spatial relationships

· require top-grade tools

· have to build to last



	Willing to

· review the data

· work within priorities

· give specifics

· accept rank order

· go with the highest probability

· use terms properly

· respond appropriately

· review historical evidence

· test analogies

· review written material


	Willing to

· maintain order

· work within the system

· follow procedures

· fill in charts

· adhere to the plan

· stay in sequence

· maintain concentration

· complete when necessary

· maintain classifications

· utilize diagrams


	Willing to

· go along with risks

· participate in experiments

· provide challenges

· try alternatives

· assist innovation

· use metaphors

· overcome the odds

· interject spontaneously

· follow another’s hunch
	Willing to

· work with tangible goods

· use models

· envision concrete examples

· provide transportation

· incorporate tactile clues

· utilize protective gear

· use mechanical devices

· respond to space requirements

· use tools & equipment

	Will

· collect data

· establish priorities

· seek specificity

· quantify and rank order

· assess probabilities

· define terms

· determine appropriateness

· provide historical evidence

· create analogies

· put it in writing
	Will

· seek order

· design systems

· establish procedures

· provide charts

· arrange logistics

· work sequentially

· require focus

· force closure

· classify by category

· diagram possibilities
	Will

· take risks

· promote experimentation

· seek challenges

· discover alternatives

· create innovation

· originate options

· generate metaphors

· defy the odds

· ad lib

· act on intuition
	Will

· create tangible goods

· build hand-crafted models

· develop prototypes

· handle transporting and packaging

· tactilely detect solutions

· provide physical protection

· master mechanical devices



KOLBE TEAMSUCCESS® SEMINAR 

Kolbe TeamSuccess® Seminar
As the leader of the program, you should review the excerpts from Pure Instinct prior to leading the group.

Checklist

You will need the following items to conduct a TeamSuccess program:

· A copy of The Conative Connection and/or a copy of the Bottom Lines booklet for each participant. It is helpful if each team member is given a copy of Kathy Kolbe’s book at least one week prior to the session.

· The Glop Shop bag of materials (Observation Sheets for each participant are optional).
· Individual Kolbe A and B results and Strain Reports. The reports should be in a plastic sleeve with no staple and the bar chart on top.

· Kolbe Organizational Analysis and Leadership reports for the team (if applicable).

· TeamSuccess PowerPoint presentation or overheads.

· Kolbe Commitment Contract program materials.

· Name tags.

Recommendations/Helpful Hints 

Following these steps will assure a successful TeamSuccess Seminar and Glop Shop activity.

1. Hand out or email an introductory letter and instructions for completing the indexes online at least 10 days prior to the seminar. 
2. The room should be set up in a U-shape with tables and chairs on three sides facing the presenter.

3. If your session is part of a broader use of the Kolbe Concept, explain how it fits in with other applications.

a) Clarify that this session is solely for the purpose of building on the strengths of team members’ instinctive talents, and that it will not deal with career decisions or placement issues.
b) In some organizations, there is a fear that any information, including this positive analysis, can be used in negative ways. Specify the exact ways in which the Kolbe Index results will —and will not—be used and by whom.
4. Obtain an organizational chart from the group leader before conducting the seminar. This will help clarify the relationships and some of the dynamics of the session because Kolbe Leadership reports can’t be run without it.

5. Prior to the beginning of the session, elicit from the team members their specific objectives for the session by asking the question: What do you want to have happen as a result of today’s session? This specific wording will be helpful in focusing on action items.
6. Before passing out the Kolbe Index results and before Glop Shop, ask the group: “Is there anyone who doesn’t feel comfortable sharing his or her talents with the group?” This specific wording works especially well because it is positive. If participants say they do not want their results shared, which is very rare, respect their wishes and make them feel comfortable. Often they will change their mind by the end of the activity when they see that only positive aspects are discussed.
7. Don’t share individual or team results with the leader prior to the seminar, but do ask “What do you want to have happen as a result of the session?” 
a) Always share the team results and issues after the group has been given their individual results.
b) The Kolbe Index results of an individual who is not present at the seminar should be discussed with the group only with the permission of that person.
c) Never give Kolbe C results to the entire group unless they are all in alignment. This needs to be discussed with the leader first.

8. If someone in the group believes his or her result is inaccurate and asks to retake it, tell him or her: “There are situations where people are prevented from answering the questions openly and accurately. It is important to complete the index by answering “If free to be myself I would….” Time constraints may also have caused a problem with completing the test properly.” If this is the case for this individual, recommend he or she completes the Kolbe Index right away. If this person believes he or she may be going through transition, then we recommend waiting a period of time prior to completing the Kolbe Index again. See your certification manual for more details.
9. If a particular talent is unusual in the group, it is important to point out how valuable this individual is to the team. Prevent the person from feeling like an outsider by praising this talent as integral to the team’s success.
10. If more complicated issues arise or further information is needed, please call 1-800-642-2822 to schedule an appointment with one of our consultants.
Notice

This training program includes registered trade names, trademarks and copyrighted information. These trade names, trademarks and copyrights are protected under U.S. patent and copyright law and as such may not be used, copied, quoted or referred to without the express written consent of Kolbe Corp.

The trade names, trademarks and/or copyrights include, but are not limited to, the following: Kolbe Concept, Kolbe A index, Kolbe B index, Kolbe C index, Kolbe TeamSuccess program, Action Mode, Kolbe Creative Process, Kolbe Impact Factors and Kolbe Commitment Contract program.

Morning Session

I. Introduction

A. Introduce yourself and have attendees introduce themselves
B. Present outline of day – topics to be covered and ask “what do you want to have

     happen?”
C. Why participants are there

1. History of Kolbe in company

2. Goals of Team Leader

D. Background on Kolbe

1. Kathy Kolbe - originator of concept

2. Credibility and history of Kolbe Corp

E. The Kolbe TTS PowerPoint presentation—and discuss the slide “what it is and 

      what it is not.”
II. Colors

A. See attached instructions

B. Use PowerPoint slide
III. Kolbe Concept


A. Three Parts of the Mind



Affective



Cognitive



Conative

B. Kolbe Creative Process--how conative action occurs

C. Twelve Methods of Creative Problem Solving—Kolbe Impact Factors

D. Kolbe Action Modes 


Four Modes

Three Zones

IV. Glop Shop

A. See instructions on slide

B. How-to’s in TeamSuccess Leader’s Guide

C. Fill out observation sheets

V. Break


VI. Define A, B, and C Indexes

VII. Individual Interpretations of Kolbe A™ index & Kolbe B™ index results

Ask: “Is there anyone who doesn’t want their talents shared with the group?”

VIII. Strain with Individuals

A. Define Strain

B. Identify individuals who are experiencing strain 

C. Suggest ways to deal with Strain
D. Define recreation vs. re-energizing—how to replace spent energy
Group of up to 16 people will take a half day.

Afternoon – Leadership Strategies
I. Synergy

A. Share synergy charts with group

B. Offer prescriptions
II. Leadership Reports

A. Share Organizational Analysis and Leadership Reports if they are   

     positive
B. If not, only share with Team Leader 

III. Coaching Creative Problem Solving

A. Review sense of time and communication
B. See Coaching for CPS and Coaching by MO™ handouts

IV. Selection Process


A. Kolbe’s uniqueness assures inclusion rather than exclusion


B. Non-biased


C. Cost and time effective

V. Personal Applications


A. Web site for personal & family use (www.kolbe.com) 


B. Web site for business use (www.warewithal.com)

VI. Kolbe Commitment Contract Program

A. Explain purpose of program

B. Use Commitment Contract booklets

VII. Kolbe TeamSuccess Action Items
After 1½ -2 hour afternoon session, meet with Team Leader to review Kolbe C indexes, Organizational Analysis and Leadership reports, and strategies for improving team performance.

Optional Exercises for the TeamSuccess® Seminars
Exercise #1 
Provided by Mari Martin, PSG, Kolbe Certified Consultant
Have red, blue, green and yellow sheets of paper available.  The team is to answer the following on the red paper: 

· “What Fact Finder actions do we need on our team right now?

· “How does this conative energy help us?

· “How does this conative energy get in our way?

Answer the same 3 questions for the Follow Thru on the blue paper, and so on.  Then spend some time debriefing the answers and coaching on solutions.

Exercise #2 
Provided by Mari Martin, PSG, Kolbe Certified Consultant
Break the team into Natural Advantages or similar initiating talents.  Have each group create a skit that demonstrates what their energy/talents bring to the team.  Give them 20 minutes to prepare and then perform for the group.  

Exercise #3 

Provided by Mari Martin, PSG, Kolbe Certified Consultant
With a smaller group, have each member of the group use their own glop shop materials to create a model of how he/she operates and the contribution to the organization or team.

Exercise #4 
Break group into teams of 3-4 people.  Assign each team one Kolbe Action Mode.  Each team comes up with ways to “sell” someone who initiates action in their assigned mode on using a new technology.  How would they present it to them, how would they have them learn it?  

· Another more general example can be to set up a scenario where the company is undergoing a tremendous amount of change and have them describe how they would approach different MOs with the new changes.  For example, approach an initiating Follow Thru by brainstorming worst case scenarios and come up with strategies for each.  

· Again in small groups, with new assignments of Modes, how would they sell this person on trying a new restaurant?  

Exercise #5 
Give old magazines to groups/teams and have them cut out ads that would appeal to people with different types of Kolbe results. Have them justify their picks to the whole group.  This presents opportunities to clarify misunderstandings about different MOs and correlation to personality.  

Exercise #6 – HERSHEY-ETs / M&M™ Exercise
The next one is being used successfully by one of our consultant. Below are the directions and some comments on what happened:

Groups are made up of those who lead in each of the modes, FF, FT, QS, & IM if possible.

We had one insistent IM/FF and one insistent QS/FT.  We teamed these two up because I did not want to add them to one of the other groupings because they obviously would make something happen!  It worked out great!

Instructions:  Build something educational

Tools provided - 1 large bag of M & M's, 4 - Styrofoam cups, coffee stirrers

Red Team      

Used a knife to open the bag of candy

Sorted by color

Counted the candies

Decided brown was "not a color" and decided they could eat those

Discussed several possible projects and changed their mind a lot which delayed them

Needed more time to complete their project

Project was a rainbow using primary colors

Blue Team 
Took a long time to open the bag of candy because they didn't want to "tear" the bag

Sorted the candies by color

Counted the candies

Project was an easy method for multiplication

This group was very satisfied with their finished product, which they described as orderly, organized and they felt it was important to note that all the tools provided were utilized.

Green Team 

Had lots of ideas

Had a ball, thought it was a lot of fun

Project was described by the group as a prototype which didn't work but they didn't care

Admitted they exaggerated "a little" about the accuracy of the finished product

Yellow Team 
(This was our insistent IM/FF and our insistent QS/FT)

Completed their project quickly (first to finish)

Used all the materials

When asked how they did it, said "you said build something and we did"

This works well if you have a good variety of people who initiate in different modes.  If they're all FF, it's not appropriate. 
Exercise #7- Build a House Exercise
Objective  

Demonstrate conative differences by having most insistent person in each Kolbe Action Mode® progressively add to design of a house.

Materials
Flip chart with selection of colored markers

Instructions 

Start with the most insistent Quick Start and invite him/her to come up to the flip chart and design a house. There is no time limit but pace the activity so that you do not let any one person complete so much of the house that there is not an opportunity for others to add to the design.  Next go to the Fact Finder, then the Follow Thru and finally, the Implementor.

Debrief

At the end of the exercise you should have a complex structure that will show use of each of the Action Modes.  Ask the participants what they saw each person add to the whole.  The Quick Start usually will start to design in a broad-brush and abstract way with some color and situate the house in an exotic setting.  The Fact Finder then comes and adds detail: windows, a chimney with smoke coming out, doorknobs, shrubs, dogs/cats, etc.  The Follow Thru will add a border or fence (something to frame the house), a walkway that divides the lawn into sectors and tidy enhancements such as curtains.  The Implementor will change the drawing from one dimension to three, add cross- hatching to the windows, add tiles or shingles to the roof and playground equipment or a car to the yard.

Insights

Since we are all combinations of each of the four Action Modes, participation is not always cut and dried and that is why it is important to get high insistence in an Action Mode with corresponding short suits.  For that reason you should examine the Kolbe results of the participants to make sure the makeup lends itself to use of this exercise.  With the right group you will find as many examples of conative action as you would with GlopShop.    


Exercise #8 - Airplane Exercise
Objective
For a group to work cooperatively to design an airplane with given materials.  The winner is the group whose plane flies farthest, highest and fastest.

Materials
· straws 





(   paper

· other random office materials


(   paper clips

· balloons-not yet inflated 


(   clothes pins

· Popsicle sticks or tongue depressors 
(   string

If you let them use all of these, it may be too easy.  You may reduce the material available for each team or force them to choose ahead of time, or even eliminate or limit the use of paper.

Instructions
Create teams of ideally, 5 but at least 3 people.  Also create a separate team called the “Rules Committee”.  This could be a single person or up to 3 people. This exercise usually gets done after everyone knows their Kolbe result & the assumption is that the teams will take advantage of their conative makeup.  Put together the groups so that one group is synergistic and the rest have either inertia or polarization. For example, in one group have all members initiate in the same Action Mode®.

· Each team is given (or chooses) materials & told that it has 15 minutes to create an airplane that will be judged on:

· how far the plane flies

· how high the plane flies 

· how fast the plane flies

· Other criteria could also be selected

· A Rules Committee then spends 5 minutes coming up with a list of rules. Examples of rules could be that no one is allowed to talk, or they can’t use some of the materials. Once the clock starts, the teams begin and the Rules Committee walks around observing. 
· The Rule Committee members are separately instructed that at the 10-minute mark they are to halt the proceedings and inform the teams that the rules have changed. 
· The Rules Committee will take away one rule and add one rule.  The exercise then continues for the last 5 minutes before planes are launched, and  winners declared.  
· Spend at least 20 minutes on debrief.

Insights
Changing the rules late in the game simulates life in the business world.  This allows for discussion of how they felt and reacted to the changes individually and as a group. Discuss how the conative make-up of the group affected the process. 

Sample Letter

Given or Sent to Individuals Taking the Index

[Date]

Dear [Name]:

Wouldn’t you love to have just the right words to describe your strengths? Wouldn’t it be great if those you worked with understood your strengths and used them well?  The Kolbe index can make it happen.

In order to accurately assess your natural talent, we need you to complete the Kolbe A, Kolbe B and/or Kolbe C indexes.  It is very important that you leave no fields blank.  Please be assured that all demographic information you supply is kept confidential and used for research purposes only. 

If you have taken other instruments during your career, you will find that the Kolbe index is different.  Have fun; there is no bad or wrong answer...no negative result.  This is why corporations around the world have accepted the instrument.

This is a wonderful opportunity to validate when and why you have been successful, and show each team member how to work most productively with others.

Sincerely,

Inertia, Polarization, Depletion and Meltdown
 Inertia: If the Synergy Report shows twice as much energy (normal is 20%) in the insist/resist zones or more than 60% in the respond or accommodate zone the group has inertia. That means 41% Fact Finder insistence is inertia, as is 61% Implementor accommodation.

Symptoms:

No momentum

Repetition of behavior

Little variance in method

Ganging up on those out of step

Inability to break out of mold

Prescriptions:

Add other instincts by bartering with other groups using consultants, outside contractors, involving customers in process.

Break into project teams
Polarization: If the Synergy Report shows accommodation to be less than 40% in any mode, and there is at least 30% in the insist/resist zones, you have collective Conflict or Polarization.

Symptoms:

Energy turned inward, against each other

Power battles, feuds

On-again, off-again efforts

Self-destructive team

Prescriptions:

Bring in “bridge” people in ways similar to inertia

Break into project teams

Work independently toward shared goals                                                                       

Depletion: Collective strain—Depletion. When more than 15% of the team have strain in any one mode it becomes an organizational problem. 25% is a serious problem; 45% is disastrous. 

Symptoms:

Long hours, hard work, with little sense of accomplishment result 

Lack of job satisfaction

Ill-health

Substance abuse

Absenteeism

Fatigue

Prescriptions:

Team building seminar to validate contributions

Guidance in selecting appropriate methods—conative counseling

Validating equality of talents and providing career advice
Meltdown: Collective tension—Meltdown occurs when 15% or more of the team have tension in any one mode. Same degrees apply as with depletion.
Symptoms:

Employees don’t meet management’s requirements

Disappointment and lack of reaching objectives

Turnover

Labor/management disputes

“Communication” problems

Job dissatisfaction

Bankruptcy, takeover and/or buy-out

Prescriptions:

Redefine roles in more conatively realistic ways

Train management on providing options/choices in methods

Acquire necessary talents

Kolbe WAREwithal® Leadership Reports

Kolbe Spreadsheet of Strengths™ - A complete inventory of talent on your team categorized by name, title, Kolbe index results, Natural Advantage™ and Impact Factors™.
Impact Factors™ - Distribution of instinctive problem-solving processes across the four Action Modes( in one-word capsules.

Kolbe Coaching Solutions - Advice for working with people and getting the most from them based on Kolbe Impact Factors or natural problem-solving talents.


Kolbe Stress Detector–Strain™ - Individualized advice for reducing stress identified by differences between Kolbe A™ and Kolbe B™ index results.

Depletion Indicator™ - This is group Strain.  Determines percentage of team whose natural strengths (Kolbe A index) do not match personal job expectations (Kolbe B index).

Kolbe Stress Detector–Tension™ - Individualized advice for reducing stress identified by differences between Kolbe A™ and Kolbe C™ index results.

Meltdown Probability™ - This is group Tension.  Determines percentage of team whose natural strengths (Kolbe A index) do not match others' job expectations (Kolbe C index).

Kolbe Synergy Report - Identifies the added benefit of working collectively as opposed to the same number of people working independently and assesses productivity of team by reviewing actual vs. ideal synergy using Kolbe index results.
Kolbe Inertia Analysis™ - Determines reduced productivity caused by concentration of similar energies on the team within Action Modes® by using Kolbe index results.

Gap Analysis by Action Mode® - Provides mode-by-mode comparisons of expectations and requirements for the job with the reality of the team's instincts.

Bottom Line - Identifies the probability of sustainable success by summarizing Viability, Goal Attainment, Efficiency and Effectiveness.
Viability - This report measures team synergy based on the distribution of Kolbe A results.
Goal Attainment - This report measures inertia and identifies the degree to which it is an impediment to productivity.
Efficiency - This report identifies the extent to which effort is goal-focused rather than polarized and caught up in internal conflict.
Effectiveness - Identifies the congruency of expectations (B) and requirements (C) compared to the reality of employees’ natural instincts (A).
Executive Guide - A description of the information contained in the WAREwithal reports.
Client Team Seminar Worksheet

To ensure that all questions or concerns are taken care of, Kolbe Corp has established a worksheet for our clients to fill out before their scheduled team seminar.  Please take the time to fill this out and fax back to (602) 952-2706 Attn: ____________________

	Company Name:

	Date and Time of Seminar:

Contact Person:

	Who will be attending the seminar?  (Please attach Org Chart showing Names, Positions and Reporting Relationships).

	What is the size of your total organization by number of employees and total revenues?

	What is the size of your division, department, group by number of employees and total revenues (if broken out and applicable)?

	Who is your biggest competitor(s)?

	What are the competitive issues most affecting your industry?

What are the strategic management issues most affecting your company and/or group?



	At the end of this team session what would you most like to have accomplished?  

	


Kolbe TeamSuccess® Seminar / Speech Worksheet
Complete one form for every seminar or speech.  

Main Information

Company Name: ___________________________Account #:_______________

Address: _______________________________________________________________

                Street                                                         City


 State        Zip

Group Name:___________________________________________________________

Presenter(s): _________________________________           Date: _______________

½ day   FORMCHECKBOX 

 Full Day   FORMCHECKBOX 
   
    Speech   FORMCHECKBOX 



Lunch Included?   Y / N

Contact Person: __________________________________________________

Tel: __________________  Fax: ________________  Email: _____________________

Fee: $_________________  
Down Payment: $__________ 

· Copy of proposal attached 


 FORMCHECKBOX 

· Organizational chart attached 


 FORMCHECKBOX 

· List of all divisions, departments, job titles
 FORMCHECKBOX 

· List of participants




 FORMCHECKBOX 

· Receipt of instructions and indexes

 FORMCHECKBOX 

Expense Billing:

· Flight To/From                
 FORMCHECKBOX 
 Client to Pay   FORMCHECKBOX 
 Client to Reimburse   FORMCHECKBOX 
 Kolbe Expense

· Ground Transportation   
 FORMCHECKBOX 
 Client to Pay   FORMCHECKBOX 
 Client to Reimburse   FORMCHECKBOX 
 Kolbe Expense

· Hotel:


 FORMCHECKBOX 
 Client to Pay   FORMCHECKBOX 
 Client to Reimburse   FORMCHECKBOX 
 Kolbe Expense

· Meals:


 FORMCHECKBOX 
 Client to Pay   FORMCHECKBOX 
 Client to Reimburse   FORMCHECKBOX 
 Kolbe Expense

TRAVEL arranged by whom: _______________________________________________

HOTEL:  _________________________________/_____________________________

       


Name



Address

Tel: ______________________________  Fax: ________________________________

AIRLINE: __________________________________________________


Flight # to:         _        

Flight # from:                 



	Client Checklist
	Y/N
	Ship
	Date

Shipped


	Tracking Number



	Kolbe A™ Index Results


	
	
	
	

	Kolbe B™ Index Results


	
	
	
	

	Kolbe C™ Index Results


	
	
	
	

	Management

Reports / Binder
	
	
	
	

	Overheads/Power Point (verify w/trainer)
	
	
	
	

	Email and/or burned CD (verify w/trainer)
	
	
	
	

	Bottom Lines


	
	
	
	

	Ifs


	
	
	
	

	Conative 

Connection
	
	
	
	

	Marketing Packets


	
	
	
	

	Name Tents


	
	
	
	

	Handouts with 

Note Pages
	
	
	
	


Confirmed that items have arrived: 


Confirmed with: ______________________________________________

Date confirmed:   _______________

Has Trainer contacted client to discuss objectives of seminar/speech?     Y / N

(2-days prior to seminar/speech)

Confirmed with: ______________________________________________

Date confirmed:   _______________

For Speeches:





Date Sent

Date Returned

· Letter of Understanding 


Y/N
__________

__________

· Send biography if requested

Y/N
__________

__________


· Send photograph if requested

Y/N
__________

__________

Are we selling products?  What / Who?

Materials Check List—circle who’s providing each

Audio / Visual Needs





Seating Set up:
____
Overhead Projector 

Kolbe     Client
 
 FORMCHECKBOX 
  U Shape

____ 
Sm Table for Glop Shop
Kolbe     Client

 FORMCHECKBOX 
  Classroom Style

____
Lavaliere Microphone

Kolbe     Client

 FORMCHECKBOX 
  Theater Style

____
VCR



Kolbe     Client

 FORMCHECKBOX 
  Board Room Style

____
External Speakers

Kolbe     Client

____
Laptop



Kolbe     Client

Extras:
​​​____
Infocus



Kolbe     Client

 FORMCHECKBOX 
  VCR Cables

____
TV (Verify Size)

Kolbe     Client

 FORMCHECKBOX 
  Markers

____
Flip Chart


Kolbe     Client

 FORMCHECKBOX 
  Ext Cords _____

____
Tape recorder


Kolbe     Client

 FORMCHECKBOX 
  Power Strip

Materials Checklist:

Verified by: _____________________________  Date: ________________

Printed Materials or Special Needs Please list:

COACHING
Coaching Requirements

Coaching requires applying everything we know about Striving Instincts in order to maximize productive use of them.  For coaching to be effective it has to be integrated into a company’s commitment to building on the instinctive strengths of each employee.

Coaching people to change is a waste of time.  A coach enables people to apply knowledge in specific situations.  Coaching needs to engage the instinctive energy of participants, as well as gain their committed effort.

What Coaching Can and Cannot Accomplish
· It can assist people in putting their knowledge to work.

· It cannot be burdened with educating employees.  If a person doesn’t have the basic knowledge, such as a reading level necessary for a job, he needs further education and may not be ready for job coaching.

· It can establish performance criteria and help each participant achieve at measurable levels of accomplishment.
· It cannot have vague purposes or unmeasurable standards of performance for accomplishing the skills they are demonstrating.
· It can model acceptable methods of performing tasks.

· It cannot demand conformity to a method of operation that is unsuited to participants.

· It can help participants understand their own instinctive needs and the different needs of people with whom they interact.

· It cannot take leadership responsibility for influencing work-group cooperation, establishment of goals, or assignment of roles.

· It can help participants find alternate paths for accomplishing tasks.
· It cannot absolve participants of responsibility.
· It can increase participant’s self confidence in trusting their instincts and can encourage commitment to tasks.

· It cannot change the way participants naturally perform or make them productive in jobs for which they are conatively suited.

Instinct is the missing link that joins knowledge or understanding of information with the motivation to use it.  It adds the energy force that leads to action.  Without it, coaching can bring participants to the brink of success-they can be fully informed and ready to go-but they won’t do what needs to be done.  By showing people the ways they can perform a task most effectively, that knowledge and desire are put to productive use.  People can accomplish what they set out to achieve.  This entails helping trainees understand their own instinctive character and when and how to use it for specific tasks.

One of the myths in coaching is that a good coach can coach anything.

People often associate learning styles with gender and race stereotypes.  But the lack of bias in Kolbe results indicates that differences in how people react to training or education is not because of innate differences by gender, age and race.

The greatest reward a person receives from effective coaching is the joy that comes with higher levels of accomplishment.  Along the way, trainers and managers can increase motivation and commitment to use trained skills by providing conatively appropriate rewards.

Coaching that includes the conative dimension helps managers and employees recognize the need to reward the process and not just the result.

Coaching Creative Problem Solving

You will always solve problems with instinctive energy. Problem solving requires instinct because it requires action. The most effective way to solve a problem is by using the four methods of creative problem solving that are your instinctive strengths.


You use these methods to initiate solutions to prevent actions that might make the problem worse or which started the problem in the first place, and to respond to the very nature of the problem.


Always begin the creative problem-solving process by initiating action through your most insistent mode. If you have used up that energy then you kick into your second insistent mode. If there are no more modes in which you insist, you move on to the modes in which you prevent. If you have no energy in the modes in which you prevent (or you are a facilitator) you go to those modes in which you accommodate. Use the following questions to “kick-start” your problem-solving abilities according to your MO:

If you Initiate in:

o
Fact Finder

Begin by asking: What are the pros and cons? What are the most important Do’s and Don’ts. What are the known facts? Where can you go for expertise? What’s the top priority? What’s the greatest error you could make? What does research show?

o
Follow Thru

Begin by asking: What’s the worst-case scenario? What are the time frames? What has to be done before you can feel you have finished? How does this fit in the big picture? How can you integrate the solution into what is already happening? What would be most efficient? Is this consistent with other goals? Does it fit the budget? Can I make a check list and do one thing at a time?

o
Quick Start

Begin by asking: How many different ways are there to do it? What is the bottom line? How can you do it differently than you have ever done it before? What will happen if I experiment? What’s your guess or “guesstimate?” What hunch should I try playing? What will get people’s attention?

o
Implementor
Begin by asking: Do I have the right tools? Are there other materials that would help? What’s going to make this a long-lasting solution? Can I build in better quality? What can I do to show somebody how this works? How can I keep this from breaking? What can I do to demonstrate how this works? How can I protect this from harm? How would I transport this safely?

If you Prevent in:


Fact Finder

Begin by asking: How can we cut through the confusion? How can we avoid the particulars? Is there a way to summarize? What’s the overview? In general terms, what are the issues? Can I highlight the key points?

o
Follow Thru

Begin by asking: Can I try coming at it a different way? Can I try a different path? What is the shortest route? How can I take short cuts? What can I skip and still get it done? Is there a point where I can move on and leave the rest to someone else? Can I do something else and come back to it?

o
Quick Start

Begin by asking: Am I trying to do too many things at once? Am I biting off too many things to chew? Am I trying to do it too fast? What would happen if I waited until later? Will the solution be easier if I eliminate some of the variables? Is this too bizarre? Will my solution cause turmoil? Is this too risky? Might we win the battle and lose the war?

o
Implementor

Begin by asking: Do we need to go to the trouble to build it? Can we just get the idea without seeing it in person? Can we do it by phone? What would happen if we did it with less expensive materials? So what if it only lasts a little while? Does it have to be just perfect? Would it work to “jury-rig” a solution? Does it have to fit together just so?

If you Respond in:


If the only energy you have left is in a responding mode (or modes) or you are a Facilitator/Mediator, you can identify the nature of the problem to determine which Mode you can respond in, or find other people with talents to solve the problem. In this situation you are able to use a little of “this and that” and can mix and match.


A Facilitator/Mediator responds to a problem, offers solutions and is the last one to create a problem. A Facilitator responds depending on how the problem presents itself, determining whether the problem requires Fact Finder, Follow Thru, Quick Start or Implementor.


Explain each operating zone in a prescriptive sense:

o
prevention is the need to avoid;

o
accommodation is the need to respond; and

o
insistence is the need to initiate.


Preventions are not negatives or weaknesses. They are, in fact, important to the wholeness of the person. They are natural inhibitors that keep us focused so we don't dissipate our energy. Ignoring the need to avoid them causes us to limit our productivity.
COMMUNICATION AND CONATION

Your MO determines your pattern of communication
	Action Modes
	
	Communication Method

	
	
	

	Fact Finder
	
	Written words

	
	
	

	Follow Thru
	
	Charts, graphs

	
	
	

	Quick Start
	
	Spoken words

	
	
	

	Implementor
	
	Props, demonstrations


Coaching by MO
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Provides limitless options with 

lots of room for restructuring 

goals

Won’t require regular 

meetings, practice sessions, or 

programs

Has a strong project 

orientation

diversity

new approach

alternatives

open-ended

Won’t:

be rigid with plans

stay boxed in

get stuck in routines

function by rote
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repeat patterns

go through the motions

act sequentially

get caught up in 
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guarantee

neat
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schedule
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Avoids reliance on time-

honored alternatives if not 

useful or appropriate to the 

situation

summarize

bottom-line

too much detail

generalize
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require documentation

offer justification

get bogged down in 

minutiae

need ongoing evaluation

choose the obvious 
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be tied to tradition
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need exact comparisons

require written proof
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Coaching by MO

	Action Modes®
	Wills and Won’ts
	Keywords
	Leadership Clues

	Quick Start

Initiation
	Will:
· be bottom-line

· take risks

· promote experimentation

· seek challenges

· be deadline driven

· be open-ended, flexible

· act on intuition

· discover alternatives

· originate options, ad-lib
	· refine, improve

· promote

· change, enhance

· new directions

· invent, improvise

· alternatives

· take risks

· brainstorm

· challenge

· bottom-line

· originate
	· Drives toward growth and 

   development of new directions   

   with unending possibilities

· Pushes the team toward 

    visionary goals that demand 

    experimentation

· Remains negotiable as better deals come 

	Quick Start

Prevention
	Won’t:
· go off half-cocked

· be impulsive

· be ambiguous

· try to do too many things 

      at once

· create chaos

· cause distractions

· need deadlines

· go against the odds

· force change and 
· disruption
	· regulate

· staying the same

· avoiding crisis

· too risky
	· Keeps growth from getting out of hand

· Protects team members from being pulled off task by distracting flavor-of-the-month options

· Fights to identify the unalterable “givens”

	Implementor

Initiation
	Will:
· require quality materials

· use space effectively

· be hands-on

· demonstrate solutions

· create tangible goods

· build handcrafted models

· develop prototypes

· master mechanical devices

· provide physical protection
	· form

· fix

· practice

· craft

· repair

· build

· shape

· demonstrate

· construct

· put together
	· Sees to it that goals are 

   carried out with more than a    

    once-over-lightly

· Transforms abstract notions into concrete, readily demonstrable objectives with the use of technology

· Forces the quality issue

	Implementor

Prevention
	Won’t:
· require concreteness

· need to physically demonstrate

· rely on mechanical things

· object to abstractions

· force tangible solutions

· require top-grade tools

· have to build to last

· have to see a prototype

· rely on spatial relationships
	· abstract

· conceptualize

· visualize
	· Pushes past the day-to-day realities toward unseen possibilities

· Doesn’t get bottled up with a need for literal translation of goals into tangible goods

· Makes moves based upon intangible perceptions


Conative Stress
Factors limiting personal performance

Strain


Difference of four or more in any one mode between your natural talents and how you are trying to do your job.

(The difference between the Kolbe A index and Kolbe B index; reality and self-expectation.)

Tension


The variance of four or more in any one mode between your natural talents and your boss’ requirements for how the job is to be accomplished.

(The difference between the Kolbe A index and Kolbe C index; reality and requirements.)

Conflict


Vast differences of four or more in any one mode in how two people try to function in a cooperative effort.

(The difference between two Kolbe A indexes; one person’s methods and another’s.)

Ways to Reduce Self-Induced Stress

o
Redirect talent: Use your insistent mode to reshape how you do the job. Insistent Fact Finder can re-define the role. Insistent Follow Thru can plan more structure. Insistent Quick Start can add alternatives or deadlines. Insistent Implementor can include more tangible methods.

o
Use underutilized talents: Volunteer for special projects that fit your MO. They will be energizing for you, and highlight your strengths to others.

o
Respond rather than initiate or prevent: A valuable response is also an important contribution to an endeavor. If you respond in a mode where you feel you should initiate or prevent in your job, work to draw on the energies of others, responding to support them. 

o
Don’t create false expectations: Don’t promise to function through a natural mode of resistance. If you create a situation where others rely on you to perform contrary to your instincts, not meeting their expectations will multiply the negative effect.

o
Barter: Trade your strengths for input from others in your stressed-out mode. By exchanging your talents with others, everyone benefits.

o
Choose the right competitions: Choose the competitions that use your natural advantage. This improves your odds for standing out from the crowd.

o
Find other creative outlets: Find ways to use your conative talents not directly related to your job, such as in the arts or sports activities.
Employee Tune-Up

Access each team member’s fit with job requirements.

Name of team member: ___________________________________________________

Job Title:  ______________________________________________________________

I.
Cognitive

A. Rate:  Skills Alignment

1. Excellent
    /
Good
   /
Fair
   /
Poor

2.  If less than excellent:





Yes
 No

· Does length of assignment merit training?

   FORMCHECKBOX 

  FORMCHECKBOX 

· Is necessary training cost effective?


   FORMCHECKBOX 

  FORMCHECKBOX 

3.  If both answers are “Yes” arrange for training.  If either answer is “No” rate:

Very
  Somewhat    Mildly

· How vital are skills?


   FORMCHECKBOX 

        FORMCHECKBOX 

   
 FORMCHECKBOX 

· Is this person irreplaceable?

   FORMCHECKBOX 

        FORMCHECKBOX 

    
 FORMCHECKBOX 

· How easily can assignments be 

   FORMCHECKBOX 

        FORMCHECKBOX 

    
 FORMCHECKBOX 

redefined to suit skills?




4. Based on this information, rate skills alignment:

· 1 – if Excellent

· 2 – if Good and training answers are “Yes”

· 3 – if Fair and training answers are “Yes”

· 4 – if Good and training answers “No”, but 2 of 3 variables are “Very”

· 5 – All other circumstances

5. Action:  If 1, reinforce fit with private evaluation.  If 2 or 3, schedule training,

If 4, discuss alternatives together.  If 5, reassign role if possible.

B. Rate:  Impact of Cognitive

1. Cognitive abilities are:

Very Positive    /    Positive    /    OK    /    Marginal    /    Problematic

2.  If less than positive:

· Discuss with person.

· Discuss with HR.

· Discuss with others.

· Plan training.

· Redesign role.

3.  Action:  If positive or very positive:

· Give positive recognition privately.

II.
Conative

C. Rate:  Commitments

1. Is this person making appropriate commitments?

Always    /    Usually    /    Often    /    Sometimes    /    Rarely

2. If always:

· Give public praise

3. If usually:

· Give public praise as appropriate

4. If often:

· Privately praise examples

5. If sometimes:

· Assess conditions when commitments are made appropriately.

· Privately praise those contributions.

· Discuss possibility of over-commitments on job of elsewhere (without being inappropriate regarding personal issues).

· Discuss redefining commitments, attempts and intentions.  

6. If “rarely”:

· Consider cognitive or affective causes.

· List required or expected commitments that have not been met.

· Discuss improved communications regarding commitment.

· Assess probability of improvement.

· If improvement is unlikely, consider altering involvement in activities requiring commitment.

· Does this person have the right MO for the assignment?
· Always give praise according to the MO, see Conative Connection, pages 73-74.

D. If personal strain, but not tension, with evaluator’s requirements:

1. Discuss reasons of self-expectations differ from requirements.  Determine which is more likely accurate.

2. Reinforce possibilities for accomplishing tasks through different processes.

3. Identify areas of personal choice in natural methods vs. imposed methods.

4. Identify role models or potential mentors who can help clarify how job can be less stressful.

5. Re-assess expectations of additional Kolbe B™ index.

6. Redefine role, if necessary, so tasks are better suited to MO.

7. Barter with others to off-load unsuited tasks.

8. Switch tasks / roles.
E. If person has both strain and tension:

· Steps 2 – 8 from B. apply

F. If tension, but not strain:

· Consider whether evaluator Kolbe C™ index was job specific.

· Discuss evaluator’s perception of role with jobholder and/or colleagues.

· Consider accuracy of evaluator’s requirements and have evaluator retake Kolbe C™ index.

G. If evaluator’s requirements are reconfirmed for the role:

· Steps 2 – 8 apply

H. If no strain or tension:

· Reaffirm highly positive fit with role.

· Be aware that significant changes in assignments could alter this highly productive status.

III.
Affective

A.  Rate:  Attitude

1. Is attitude positive?  (Discuss Motivation)

Usually    /    Often    /    Sometimes    /    Rarely    /    Never

2. If less than “often”:
· Discuss attitudes toward personal success.

· Consider with jobholder whether any skills or conative issues are causing negative attitudes.

· Work together to identify ways to provide positive reinforcement when appropriate.

· Ask jobholder what he/she needs from you to improve attitude.

3. If “often” or “usually”
· Provide an on-going public and private praise for positive attitude.

COMMITMENT CONTACT
Commitment Contract

I.  Introduction
The Kolbe Commitment Contract( program is all about managing time and mental energy. This program offers managers a tool that improves communication with other managers, superiors and down line employees.

Each of us has a limited amount of Striving Instincts, or mental energy, that we can commit to tasks. Once that energy is expended, we cannot create more without having some downtime. Therefore, how we allocate that energy is extremely important. We have the skills and attitudes to help determine how our mental energy is used. The challenge is to make a commitment of effective effort. This program outlines a simple, yet highly effective, means of managing time and mental energy.

The Five Ws & H

There are six basic questions that must be answered: 

1. What are the tasks?

2. How must they be done?

3. When must they be done?

4. Who is going to do them?

5. Where will they be done?

6. Why must they be done?

Kolbe A( index results represent HOW actions are taken. Each MO (Mode of Operation) reveals the way an individual uses his or her Striving Instincts to complete tasks or engage in the Creative Problem Solving Process. Every person has a limited amount of energy. How that energy is divided between the four Action Modes( is displayed in the Personal Productivity Pyramid on page 4 of the Kolbe A result. Kolbe Forecast( Alignment reports for each of the modes reveal disparities between the Kolbe A, B and C results in terms of the percentage of actual, perceived and required energy respectively, in each mode.

The Kolbe Commitment Triangle( combines the WHAT and WHEN surrounding tasks. There are two key issues to be addressed regarding tasks in the Commitment Triangle:

1. Do I have the time?

2. Do I have the energy?

The Priority Bull’s-eye is used to edit the Commitment Triangle. It defines the WHO, WHERE and WHY of any task. The time and energy may be available, but the prioritization of the tasks must be done with the input of supervisors and customers.

II. Levels of Effort & Priorities
There are three Levels of Effort you can assign to any action. These determine the amount of instinctive energy you give an action:

1. Commitment is the highest level, causing you to focus energy on assigned tasks. It is a guarantee that you will use your mental energy to accomplish a goal or task. 

2. Attempt is the second level, where you try to accomplish a goal but don’t use your full mental energy. 

3. Intention is the third level, which implies no current allocation of effort.

Realize that Commitments are Guarantees. The expectation is that you will do what you say you are going to do. Implicit with a Commitment is a deadline for completion. Attempts represent an “at-ready” status; they will get done if there is mental energy to spare. Intentions are those tasks that are on the radar screen.

For example, it’s possible to wish something will happen, yet never engage the amount of instinctive energy needed to move toward a goal. An obvious example of the difference between Levels of Effort comes from the following descriptions:

He intended to commit a robbery.

He attempted to commit a robbery.

He committed a robbery.

Each of us has control over the Level of Effort we give to an activity that engages our instincts.  It’s up to each individual to make the commitment to do something, or delegate the task to someone else. You have to make choices because there is a limit to your instinctive energy.

Commitment Triangles are a task-oriented, rather than a goal-oriented program. A goal is affectively driven (what you WANT to happen) while a task is conatively driven (HOW you will make it happen).

The Commitment Triangle is a tool to help you prioritize your commitments, determine the amount of energy you want to expend on any one task, and compare your expectations with those of others. It requires you to:

· Determine the Level of Effort

· Define the time frame

· Recognize the need to sacrifice other opportunities

Communication of whether something is a committed act requires a time definition and the use of your limited mental energy. This means giving up some things in order to accomplish others. This opportunity cost must be recognized and evaluated relative to other tasks.
A complementary tool, which helps in determining the opportunity costs inherent in a Commitment Triangle, is the Priority Bull’s-eye. The Priority Bull’s-eye is a series of concentric circles that help set priorities. At the center is the “primary customer,” the person or group of people who most directly influence your success or failure. Often, this is whoever can hire or fire you based upon your performance.

The center of the Bull’s-eye represents what drives the tasks and prioritizes the rest of the circles. Commitments should satisfy the primary customer first and then the subsequent circles in descending order. Who your primary target audience is will influence where on the triangle a task falls.
III.  Zones of Operation and the Commitment Triangle
Your Striving Instincts in the initiating zone should be used to initiate solutions and get things done. Modes of accommodation can be used to make the attempts at tasks on this level. Often tasks which require you to act in ways which you naturally prevent wind up at the bottom. Facilitators often make commitments by responding to the needs of others rather than by initiating problem solving.

You may want to make things work, but the key is how you are doing it. Tasks need to be done in your natural way. You will initiate solutions when you are free to use your instinctive talents instead of being forced to use someone else’s methods.

Often the Attempts and Intentions are less clearly defined than the Commitments. One of the benefits of this process is realizing that intended tasks may not get done -- and that it’s O.K. There is freedom from a sense of guilt about a task not being completed immediately.

Remember the task-oriented nature of the process. Try to define for employees what steps need to be taken, what things absolutely need to get done. The important thing is that individuals are committed to working on something and making progress on a task, not necessarily to finish it completely.

IV.  Procrastination, Depletion and Recharging
Often we procrastinate on tasks because we have to work against our grain in order to complete them. In such cases, it is helpful to determine alternative ways of accomplishing a task using your insistent striving instincts rather than your preventative instincts.

You can’t expect employees to give time and effort outside of work and then come in refreshed. It can be hard to distinguish between emotional and instinct depletion.  Often we do not see the mental energy part of fatigue or burnout the same way we do the physical manifestations.

You will not be as effective if you try to do everything at the commitment level. The quality of work suffers – once you hit your mental wall you are not making productive efforts. Everyone in the organization must allocate mental energy efficiently in order to succeed.

Re-charging your mental energy requires nourishing your senses. By observing, touching, smelling, listening and tasting we renew our stores of instinctive energy. The senses cannot replace misappropriated energy, however. To work at full power, we all need to have taken time to smell the proverbial roses, to have truly listened to the sounds of the city or the fields. The more deeply people take in through their senses, the more they seem able to sustain striving activity.

V.  How to Complete a Commitment Triangle
1. Use the Commitment Triangle provided with this package or simply draw a big triangle.



2. Define the time period in which the tasks need to be completed. This could be a day, a week, a few weeks, but no longer than a month.
3. At the top write everything you are doing in the defined time period. These are items on your “to-do” list – the specific tasks that you will do to reach your goals. Start with the highest priorities. Draw a line under what you are committed to doing within the defined time frame.

4. Draw a line under what you will attempt to do within the defined time frame.

5. The remainder will be what you intend to do within the defined time frame.
[image: image2.wmf]
VI. How to Complete a Priority Bull’s-eye
1. Use the Priority Bull’s-eye provided with this document in Appendix B  or simply draw a series of concentric circles on a page. 

2. In the center circle write down your primary customer or to whom you are responsible for results. 
3. In each successive circle, write down the second, third and fourth customer or manager.
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VII.   How to Use a Commitment Triangle & Priority Bull’s-eye
Step 1.  Edit by Priorities
ANALYSIS
Use the Priority Bull’s-eye to evaluate whether or not an item is really a Commitment, Attempt or Intention. Assign the task a number according to its location in the Bull’s-eye. If the majority of your commitments are not to your number 1 or 2 customers you need to rethink your priorities.
ACTIONS
Rework your Commitment Triangle to better reflect the Priority Bull’s-eye. It may help to more clearly define the real customer for a task. If you are in a matrixed organization, then it is possible that there will be conflicts between the priorities of primary customers. Determine which customer has the greatest influence on you during the given time frame and place the tasks which meet those goals at the top of your Commitment Triangle. If you are on a team, everyone else should know what your Commitments are as well.
COACHING TIPS
The Commitment Triangle should never be used as a cop-out for not getting things done. It should be used with direct reports and down-line employees as a communication tool for what is important. A Commitment communicates that a person will do what they promise to do. Commitments raise expectations. Therefore, the question for managers is: “Are the tasks my employees have on their triangles what I think they should be?”

Not only should it be used between supervisors and direct reports, but also between leaders and divisions. Problems can arise when a task is dependent upon another person’s or another department’s Commitment Triangle and time frame. The interdependent nature of some Commitments means that a system of accountability needs to be developed.

Sometimes organizational or team Commitments can be longer range than an individual’s. Organizational Commitments must be communicated and fit into personal Commitment Triangles. The smaller tasks of an individual must be placed into the larger framework of the department, division or company.

Often there are conflicts between divisions’ Commitments. For example, another manager may come to you needing help. In order to maintain that “partnership” or “team” feeling and enhance cross-department trust, you try to be all things to all people, preserving your reputation by responding to the needs of others. Be aware of who is at the center of your Priority Bull’s-eye. If you do respond to the needs of others, you must communicate that change in priorities and ensure that it is an appropriate use of your or your department’s time and mental energy.

Step 2.  Edit by Time
[image: image4.wmf]no time


ANALYSIS

 Circle everything in the commitment portion you don’t have time to do in the given time frame. Be realistic. You must confront the limitations on your time. You cannot do more than is humanly possible. Remember, a Commitment is an obligation to do something.
ACTIONS
If you circled items in your triangle, you have two choices: either move the tasks down to Attempt or Intent, or off the triangle to someone else. These are really false Commitments. Determine what constraints you are under and what you can control. (Sometimes you even need to consider outside personal commitments to determine your ability to meet job requirements). 
COACHING TIPS
Another tactic to keep in mind is that you should always hold some mental energy and time in reserve to handle those unknowns. At times you will be required to respond to or accommodate crises. The role that you are in will determine the percentage of your energy and time to use in response.

Step 3.  Edit by Energy
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ANALYSIS
Draw a line through everything that you are unlikely to do, either because you are not instinctively suited to it, or because it will cause you stress.
ACTION
Either move these crossed-out items down to Attempt or Intent, or take them off the triangle if they can be delegated to someone else. If you can, barter your talents with others or swap for tasks that maximize your MO. Be sure to communicate to others what you do not have the energy to accomplish. Perhaps tasks can be altered, delegated or replaced. It may be that another task suited to your MO will accomplish the same goal.

EXAMPLE: You are a resistant Fact Finder and you need to communicate a detailed proposal to a client. If the goal is to get the buy-in from the other party, it may be possible to provide the details via the phone. Or you may be able to have someone else draft the proposal while you do the editing.
ANALYSIS
Next, using the Action Descriptors chart, identify a key insistent phrase or two which best describes how you view each task needs to be done. Through the chart determine what modes are most needed for each task. Estimate the percentage of time for each commitment in the given time period by mode.
Compare the percentages from the Commitment Triangle with those displayed in your Productivity Pyramid in your Kolbe A result. 
ACTION
If there is great discrepancy, return to the triangle and decide if there are tasks which would be better completed by others, if there are other ways that you could complete the task using your instinctive talents, or if the priorities can be adjusted. Do not work against your grain task by task.
COACHING TIPS
Here it is important to know if people have the instincts to fulfill the Commitments that have been made. If they do not then:

· Who else can do what needs to get done?

· How can you negotiate time frames, alternative solutions, different ways of completing tasks, etc.?

Management’s job is to help people make sure their Alignment Reports are in sync and if they are not, help make the adjustments in belief (Kolbe B index) and expectation (Kolbe C index) such that they are in line with each other. 

Step 4.  Negotiating Tasks in the Triangle
Give the triangle to your manager or a co-worker and have that person provide you with feedback concerning areas where the Commitments are perceived differently. 

Management is in the role of managing employees’ Commitment Triangles. It is a manager’s job to negotiate the commitment back and forth to free employees to do what is important to the manager. The manager must help employees re-prioritize Commitments when resources are limited.

Leaders must care about the individuals they direct. They must know what is on the Commitment Triangles of their employees. Effective managers communicate additions to triangles and how that affects existing items. The negotiation process must continue.

Employees should feel empowered to participate in the process, approach the manager with a Commitment Triangle and get the feedback necessary to make adjustments to it. Give employees the freedom to do this, encourage them to be active participants and communicate effectively what is in the triangle and why. Remember, this process gives employees the absolute freedom to do it their way – as long as it can be communicated effectively.

Step 5.  Completing Tasks

As you complete a task, remove it from the triangle and shift the remaining items up from Attempts and Intentions to Commitments and Attempts. (If an item remains an intention indefinitely, consider removing it altogether. Tasks should be moving up and out of your Commitment Triangle; if they aren’t, they might not belong there.)

Supervisors need to clarify that Attempts are time-restricted Commitments – they must move up the Commitment Triangle when time allows. It is important to be aware of what is in the “on-deck” circle, and what mental energy is ready to be sent into the game.

Finally, in an effort to maintain morale, recognize accomplished Commitments and encourage re-energizing activities. Some accomplishments may seem very obvious, but recognition of regular events allows for consistent performance. Those mundane tasks don’t seem so trivial when there are exceptions or when things go wrong. Therefore, those “grist in the mill” milestones should be celebrated and recognized.

When there is a long-term project with no seeming end in sight, look at time-defined tasks within the broader goals and set milestones that can be reached. This can be particularly helpful in evaluations and in generating a sense of accomplishment. Sometimes the customer just needs to say “Thank You.”

Problems often arise when employees or managers borrow Commitment energy from their personal triangles. The only way to re-energize our depleted mental energy is through leisure, rest or the five senses. Create an environment where downtime is regular. Make it clear to employees that it’s okay to do what they need to do in order to re-charge. Doing this will increase effectiveness and reduce employee stress.

VIII.   Conclusion
Remember, the Kolbe Commitment Contract program is a valuable management tool. You need to have everyone on board, making a commitment to the process and using the language. As detailed above, it gives managers the ability to:

· negotiate and barter talents to operate more effectively and efficiently

· compare with the priorities of others

· celebrate accomplishments

Revisit the Commitment Triangles at the end of the defined time frame. Create another one with new Commitments, Attempts and Intentions. The goal is to accomplish agreed-upon Commitments. Quantity is not more important than quality. It is not a competition. Getting the tasks completed and goals met are the objective.

There is a direct connection between the Kolbe Commitment Contract and the Kolbe Creative Process described in the Appendix. The three parts of the mind correspond with the following aspects of this program:

· Affect - goal setting and motivation

· Conative - tasks and Level of Commitment

· Cognitive - time frames and evaluations

If motivation is absent, a person will not engage in creative problem-solving and thus be less productive. If a Commitment is not made, the tasks will not get done. Finally, there must be an intellectual evaluation of the tasks for an effective allocation of mental energy to occur.

The most motivated managers are often those who are over-committed. Turn unmet Commitments into problem solving challenges. Use them as opportunities to improve communication and make adjustments. Give yourself and your employees the Freedom to be Yourselves.
Appendix A
The Kolbe Creative Process explains the interactions of the three parts of the mind in producing and creating. This process integrates otherwise separate elements of the mind’s capacity: the abilities to act with motivation, determination and reason.

Motivation

Motivation is the first essential ingredient in the Creative Process. Motivation is the catalyst for creative power, much as turning on a car’s engine is the first step in getting it to move.

Motivations act as “on” switches for your achievements. They spark the energy that comes from your Striving Instincts, the limited, but rechargeable force of your creative power. Without Motivation as a starting mechanism, the striving resources of the mind will simply languish as unused potential. With Motivation, Striving Instincts can propel all of us toward our many goals.

Motivations are defined as…


(
values
(
beliefs
(
preferences


(
social style
(
attitudes
(
interests


(
personality
(
desires
(
emotions

Without targeted Motivation, nothing happens. Your affective individuality provides your motivation for taking action.

Striving Instincts

Each of us gets energy from our Striving Instincts. Instinctive urges are like units of fuel that add specific character to our energy.

No matter how far you try to go or what direction you take, instinctive energy will help you arrive at your destination. And it will do so within certain parameters. If you try to go faster than your instincts allow, you will exhaust your resources and experience mental fatigue. If you are motivated to act contrary to your natural abilities, you’ll be frustrated and operate with undue stress. 

Striving Instincts are defined as…


(
drive
(
urges
(
innate power


(
talents
(
necessities
(
mental energy


(
universal
(
unchanging

Getting where you want to go is possible with the equipment given, but you must learn how to operate it effectively.
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Will
The third element of the Creative Process is your Will, the bridge that links your instinct-based power to your actions. This is the point where you take control over the level of effort you apply to particular acts. You have the choice - or free will - to allocate your instinctive powers with varying degrees of self-determination.

Will is defined as…


(
self-determination
(
attempt


(
level of effort
(
intention


(
commitment

The will focuses the subconscious force of instincts, assigns it and then turns it into conscious effort. Much like the gears for your car’s transmission, the will controls the amount of available power you use at different times.

There are three Levels of Effort you can assign to any action, and these determine the amount of instinctive energy you give an action.

Commitment is the highest level, causing you to focus energy on assigned tasks.

Attempt is the second level, where you try to accomplish a goal, but don’t use your full mental energy.

Intention is the third level, which implies no current allocation of effort.

Each of us has control over the Level of Effort we give to an activity that engages our instincts.  It’s up to each individual to make the commitment to do something, or delegate the task to someone else. You have to make choices because there is a limit to your instinctive energy or fuel. At this stage reason steps in to play an important role.

Reason
Reason, or thought, is an integral part of the Creative Process. Reason appears and acts as a warning sign. Ignoring your skills, experience and wisdom would be like not paying attention to hazard signs along the road.

If you didn’t use reason in the Creative Process, you would strive in illogical ways. This would deplete your energy and diminish your results.

Reason is defined as…


(
education
(
thought process
(
knowledge


(
intelligence
(
skills
(
life experience


(
training
(
job experience
(
IQ

The Creative Process, unlike a creative event, can benefit from being stopped mid-course, often at the point of reason, because we’re smart enough to reject potentially negative results and put on the brakes rather than mover further.

Reason is the critical point where editing occurs and keeps us from putting too much energy into misguided efforts. The process can then be regenerated with more suitable results.
Conative Actions
The first four elements of the Creative Process result in observable behavior; the conative actions which represent our talents.

Action is defined as…

(
observable results
(
method of operation (MO)

(
talent
(
mental energy

(
necessities

A person’s conative talent is the observable part of the process. From its characteristics we can make assumptions about the source of power and how well it is being used. Some people get maximum mileage out of their creative capabilities, and others drive them into the ground. Those who understand how their minds operate are the ones who will most likely reach their destinations.

Summary

If we had only our Striving Instincts to guide our motivations, we would be boxed into ways of creating that were imprinted at birth. Our instincts would be oppressive forces. But our will – tempered by our reason – gives us choice in how we use our instinctive energy. With that freedom we have no fear of tapping the innate power within us.

Appendix B
Sample Kolbe Commitment Triangle
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· Commitment (the top of your triangle) is the highest level of effort, causing you to focus energy on assigned tasks.

· Attempt (in the middle) is the second level, where you try to accomplish a goal, but don’t use your full mental energy.

· Intention (at the bottom) is the third level, which implies no current allocation of effort.

Sample Kolbe Priority Bull’s-eye
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KOLBE CHANGE MANAGEMENT

   The People Part of the Change Process

Change Management

Despite the best efforts of hundreds of the world’s top managers and consultants, creating an effective, repeatable roadmap for navigating major organizational change has been elusive.

There have been successes, but they appear driven by the individual, intangible genius of a few business superstars. These leaders not only drive change, but also successfully manage the process of change to solve problems of physical infrastructure, strategic planning, and the riddle of how to adapt and optimize the human capital of their organizations. What do these leaders use to produce results and how can their successes be translated and taught to others? The answer lies in understanding the part of individual, team, and organizational behavior that remains a constant before, during, and after the change process.

Little has been done to quantify the problems caused by change, much less the solutions. Most advice on the subject appropriately revolves around the need to operate in the dynamic environment of teams. Virtual teams — those constantly formed and reformed — were supposed to be the answer. They were supposed to be more nimble than the traditional military command and control structure with clear, and unbreakable, lines of authority. Yet, teams proved a drain on resources when they involved many people getting bogged down in the rehashing of problems. People more often than not seemed to produce more working on their own than when asked to work cooperatively. 

A problem for teams as big as the lack of improved productivity was managers’ inability to predict whether a team would succeed. Was it the right group of people? Would they work well together? What kind of conflicts would they have? Would they end up in analysis paralysis? Might they form splinter groups? Would team members obsess on some problems and overlook others? There was no telling what would happen. Managers were forced to leave people in roles that were comfortable and predictable or run the risk of shuffling the deck and perhaps being dealt a worse hand.

The United States Department of the Navy reported in 1998 that goal attainment depends increasingly on the effectiveness of teams, but it noted, “A specific problem in improving team effectiveness is the lack of diagnostic tools to determine which team characteristics need improvement to make the team more effective.” (Office of Naval Research, November 1998)

Retreating to individual cubbyholes is not the answer when we are waging a war with the massive force of change. We must build strength around it and recognize the magnitude that we are attempting to withstand. Marketplace victories simply require figuring out how to make teams work.

The longest tradition in team building has been to put people together because they have the skills or experiences necessary to get the job done. Specialization allowed for success and efficiency. If you were climbing a mountain, it’s been understood that you need at least one person who knows about weather conditions, one who manages supplies, someone to do the cooking, and an expert on climbing who knows the terrain as well. But teams put together with great regard for such learned or cognitive abilities alone often still failed. So the conventional wisdom began to include recognition of the importance of attitude. Organizations spent untold sums on what came to be known as feel-good seminars. If you were going to risk your futures together, the message was that you should try to like and trust team members. Programs sprouted up that engaged work groups in everything from walking on coals together to painting pots that symbolized their unity of purpose.
Still, if we do not know how well a group of people is likely to perform without these interventions, how do we know if the dollars spent will improve the odds of success? With few diagnostic tools available to measure team effectiveness, the common sense approach has been to query team members on their satisfaction with the results. Did they get more done working together than they would have accomplished on their own? (They usually say team meetings were a burden and team issues a distraction.) 

Skills are essential. Attitudes matter. But the only way we will ever be able to make teams more effective is by putting teams together with the right mix of natural abilities. Managing by instinct makes it possible to predict whether a team will reach it goals. People strive in natural patterns, or MOs. The modus operandi of the individual is ingrained; it’s an innate ability. Therefore, you can trust it. Because it doesn’t change, it is both predictable and reliable. You know what each team is going to do, regardless of the changes that come about.

Since team members will perform true to form there is at least one constant leaders can depend upon. Just as teams require differing skills (the cognitive domain), and shared values (the affective domain), so do they need a diversity of instinctive approaches (the conative domain). Conative actions are those derived from instincts. Striving instincts are subconscious and therefore immeasurable, but the conative actions derived from them are now quantifiable.

Conative assessment allows us to ensure a team has an appropriate balance between inclinations to innovate and to stabilize, between those who will justify and those who will simplify, between contributions of organized systems and of the ability to adapt systems to change, of tangible and intangible solutions.

Changes, without recognition of the importance of instincts for dealing with them, can mean a constant churning of roles with such negative effect that retention becomes a pervasive problem. Keeping a team together — viability — relies on leaders being able to assign specific, though changing tasks, that fit the person’s MO. Skills can be taught as required, but instincts don’t change. Teach people the best ways to utilize their natural abilities and training dollars will be more effectively spent, people will have a greater joy of accomplishment, and productivity rates will improve as much as 200%.

Instinct-based management is not a vision for the future. Over 500,000 case studies prove it is a capability on which leaders of today can be trained. Leaders of the teams that will take advantage of opportunities for the future will not fear change. Successful leaders control change by giving people the freedom to operate according to their instinctive strengths.

I.

Basis of Assessing Natural Abilities

A. Dynamynd™ Kolbe Decision Ladder

1. Three distinct parts of the human mind.

Cognitive

Affective

Conative
2. Hierarchy of levels.

There is a hierarchy of levels at which people operate in all three parts of the mind. The level makes a difference in productivity, commitment, and atmosphere. The influencers who get the most done operate at higher levels — four and five. The goal is to make sure all employees are operating at least at level three. They must be given the chance to go through levels one and two as they socialize into the company or learn more about a project to which they are assigned, but leaders should move employees up the hierarchy at a pace satisfactory to both.

Dynamynd™

Level
Affective
Conative
Cognitive
5. Social responsibility
Compassion
Mission
Vision
4. Self-actualization
Passion
Purpose
Persuasion
3. Self-control
Conviction
Commitment
Evaluation
2. Self-esteem
Attitude
Intention
Analysis
1. Self-awareness
Values
Instincts
Knowledge

II.
Conative Assessment

Skills can be learned, personalities can change, but instincts are hardwired into every individual. Capitalizing on natural strengths increases personal satisfaction and productivity, reduces stress, and allows for accurate, objective performance forecasting. Our instincts are not affected by genetics, or social or environmental surroundings; they are unchangeable. Every individual has 100% mental energy and is endowed with some degree of intensity in each mode. Individual uniqueness comes from differing degrees of intensity in a mode.
A. Kolbe Action Modes®
Each striving instinct triggers observable behavior, Action Modes, through which individuals perform. The degree — the corresponding number from 1 to 10 on the index — to which individuals demonstrate effort through each Action Mode determines their modus operandi, or MO.

Fact Finder - The gathering of information is dealt with in this mode—people within this mode range from specialist to generalist.
Follow Thru
This mode focuses on the organization of information. Within this mode, people range from being structured and organized to adaptive.
Quick Start
How you deal with the unknowns of the information is the focus of this mode. People range from stabilizers to improvisers. 
Implementor
This mode deals with the tangibles of the information. They will imagine, renovate, or construct what’s needed.

B. Kolbe Impact Factors™

Problem solving requires instinct because it requires action. The twelve universal approaches to creative problem solving are the Kolbe Impact Factors. Everyone instinctively uses four (one within each mode depending upon your zones of operation) to reach peak performance. 

	Fact Finder
	Follow Thru
	Quick Start
	Implementor

	Simplify
	Adapt
	Stabilize
	Imagine

	Refine
	Rearrange
	Revise
	Renovate

	Justify
	Organize
	Improvise
	Construct


III.
       Kolbe as Part of Your Change Management Process

A. Listen: Goals & Objectives

1. Why do they need change?

2. What are expected outcomes?
If they have a culture which will be operating differently, the people are going to have to function differently.


3. How significant is the change?

Which roles, thus which people, will be affected?

To what degree will they be affected?
4. What is the timeframe to accomplish this?

B. Ask: What are the current key roles which have to come through and be influencing roles at outcome?

1. Start with people in influencing roles currently.

Current key roles compare talents to expectations.

a) People whose Kolbe A index and Kolbe B index results match right now may need coaching because they’re worried they may not have a role in the future.

b) Those whose Kolbe A index and Kolbe B index results don’t match need coaching because right now they are in stress.  They may find their talents fit the expected outcomes better.

2.  Management determines influencers needed at outcome.

If some of the current influencers are needed during the change process, but won’t be needed at the outcome, you must work with and coach them, i.e. as consultants or in outplacement.

C. What will the roles be for the outcome talent?


Influencers identified in II., B., determine outcome roles.

D. Given those roles and goals, do we have the right talent for where we will be at the end of the process?

1. Different than the people needed during change process.

2. If not right talent, determine what we do about it and when.

E. Determine: How do we get from current to outcome?

1. Establish a leadership team for change process.

Need current change process core influencers’ team to have synergy. These are not necessarily the same people who will lead at outcome.

2. Cognitive

Download/knowledge transfer in a down line chain/stream. People at top gain new knowledge without losing their past knowledge.

3. Affective

Need change process team buy-in to guarantee motivation and commitment.

4. Conative

Place and empower talents in a change cycle based on MO. 
F. Requirements for and resistances to change

1. Cognitive requirements

Cognitively, to allow for change and move forward, employees must be brought up to the evaluation level of the issues. It is not enough for them to just have knowledge of the issues; they must be allowed an analysis, synthesis, and evaluation of the solutions. This includes giving them the freedom to:

 draw independent conclusions and possibilities

 develop opinions regarding the ideas for change

 think of reasons for improving (changing) or maintaining status quo

2. Cognitive resistance

Resistance to change in this domain can come as lack of agreement on either need for change or type of change needed.

1. Affective requirements

For employees to “buy in” to change affectively, they must be at a point where they believe strongly enough in an idea to sacrifice for it. This might mean sacrifice of: 

 time

 personal energy

 sleep

 even the job they’re used to doing

They must care so much about the idea that their emotions are apparent to others and they are clearly identified with the cause by taking an outward stand. They must move from attitude and preference to a shared conviction (and eventually to a shared passion). For this to happen, you must allow the group to “wallow in attitude” for a while, giving them freedom of expression.

2. Affective resistance

Resistance to change in this domain can come:

 from those who fear loss of “face” or status

 from those that are not willing to “step up to the plate and be counted” 

The biggest obstacles to change are ambiguity, anonymity, and animosity. The “three As” are an amorphous negative and are impossible to do battle with. Only when objections are forced into the open can they be dealt with. 

1. Conative Requirements

For change to happen conatively, there must be a decision to take action to reach a goal, the definition of commitment. Employees must be willing to direct personal time and energy to assure determined effort is taken. They must be committed to participate in the process and determined to make a guaranteed effort. Most important, they must be willing to expend resources to accomplish goals to the exclusion of other objectives and opportunities.

2. Conative Resistance

Conative resistance to change can come into play when:

 employees work against their grain

 mental energy has been depleted

G. Copout language

Hear these from employees if they’re not at appropriate level.

1. Cognitive

Need employees to be at evaluation level.

 “Whatever you say…”

 “If that’s the consensus…”

 “It’ll never work…”

 “It makes me tired thinking about it…”
2. Affective

Need employees to have a shared conviction.

 “It doesn’t matter either way…”

 “I’ll be happy to do whatever you want…”

 “It’s not worth the effort…”

3. Conative

Need employees to make the commitment.

 “There’s no use trying to change people’s minds…”

 “Nothing I do will make much difference…”

 “I intend to help when I can…”

IV.       Leadership Pitfalls
In attempting to bring about change, leaders must be aware of these pitfalls and avoid them by operating at the higher levels of persuasion, purpose, and passion:
1. Providing the ideas without allowing for evaluation.

The leader:

· must allow for disagreement and accept that he/she may not be the authority

· must not ask questions if he/she already knows the answers or his/her mind is already made up
Crises arise when time is not afforded for the evaluation process. In these cases, getting “the troops” to understand the immediacy of the situation is the issue.

2. Assuming shared values when employees do not yet hold a shared conviction.

Values which must be shared should be openly stated, without standing in judgement of others. In the absence of immediate consensus, the leader must rely on affective trust from the group and “just do it.”

3. Requiring methods for which individuals aren’t suited.

All the diverse individual methods of contribution must be respected, encouraged, and rewarded.

The Kolbe Concept®

The Basis of the Kolbe Process
Striving Instincts
Every individual has four instincts which define creative abilities.

 Instinct to probe

 Instinct to organize

 Instinct to improvise

 Instinct to construct

The Power of Will

The force behind creative effort is the Power of Will. This is the drive which propels individuals to act on abilities.

When the Will is engaged, a person strives toward goals and acts toward bringing into being those things which otherwise would be mere thoughts or desires.

Action Modes®
Each striving instinct triggers observable behavior, or Action Modes, through which the individual performs.

	Fact Finder
	The Instinct to Probe results in performance which is practical, judicious, realistic, specific, objective, detailed and appropriate.

	Follow Thru
	The Instinct to Organize results in performance which is designed, coordinated, methodical, systematic, efficient and meticulous.

	Quick Start
	The Instinct to Improvise results in performance which is risk-taking, spontaneous, intuitive, flexible, fluent and open-ended.

	Implementor
	The Instinct to Construct results in performance which is tangible, tactile, craftsman-like, skill-oriented and hands-on in nature.


The degree to which individuals demonstrate effort through each Action Mode determines their MO (modus operandi).
Exercises for Change Management 
Requirements for and Resistance to Change

Cognitive Requirements

Cognitively, to allow for change and to move forward, employees must be brought up to the evaluation level of the issues. It is not enough for them to just have knowledge of the issues; they must be allowed an analysis, synthesis, and evaluation of the solutions. This includes giving them the freedom to:

 draw independent conclusions and possibilities

 develop opinions regarding the ideas for change

 think of reasons for improving (changing) or maintaining the status quo

Cognitive Resistance

Resistance to change in this domain can come as lack of agreement on either the need for change or the type of change needed.

Exercise:  Change from Above

You are a salesperson for a large insurance company in the United States. You have been on the job for five years and are a top producer. You love your job. Consider the following memo from your new CEO:
To:
All Sales Personnel

From:

Joan McCallahan

Re:  
Procedure Changes

Our goal for 2003 is a ten percent increase in profits. To accomplish this, we must:

1)  Accurately predict sales volume in order to make strategic decisions quickly

2)  Carefully track expenses associated with the Sales Division

3)  Streamline operations by improving communications between Sales personnel and the home office in Omaha

Therefore, effective January 1, 2004, the following procedure changes will be in effect:

 All sales projections must include estimates for the coming six months instead of three months

 All expense accounts must be balanced daily and reports e-mailed to the home office

 All communication from the field to the home office is to be via e-mail, to provide a detailed record of communications

Thank you in advance for your cooperation.
What is your initial reaction? Do you agree with the steps being taken based on cognitive arguments? Affectively, are you pleased with the new changes? How could the same changes have been communicated in a more palatable way?  Will any of these changes force you to work against your grain?

Affective Requirements
For employees to “buy in” to change affectively, they must be at a point where they believe strongly enough in an idea to sacrifice for it. This might mean sacrifice of: 

 time

 personal energy

 sleep

 even the job they’re used to doing

They must care so much about the idea that their emotions are apparent to others and they are clearly identified with the cause by taking an outward stand. 

They must move from attitude and preference to a shared conviction (and eventually to a shared passion). For this to happen, you must allow the group to “wallow in attitude” for a while, giving them freedom of expression.
Affective Resistance
Resistance to change in this domain can come:

 from those who fear loss of “face” or status

 from those that are not willing to “step up to the plate and be counted” 

The biggest obstacles to change are ambiguity, anonymity, and animosity. The “three As” are an amorphous negative and are impossible to do battle with. Only when objections are forced into the open can they be dealt with. 

Exercise:  Battling the Amorphous “A’s”

How do you bring ambiguity, anonymity, and animosity out into the open where they can be battled? Discuss the following scenarios:

· After the roll-out of a bold new marketing strategy, you keep hearing comments such as “It should work as well as the last one” and “I don’t see any major problems with it.”

· Three months after a new royalty schedule has gone into effect, one of your direct reports mentions, “Drake’s not the first one to leave the organization because of dissatisfaction with the royalties.” This is the first you’ve heard of any such dissatisfaction.

· “This is just ridiculous. Whoever came up with this plan needs to go back to Business 101.” This is a comment overheard in the hallway.

Conative Requirements
For change to happen conatively, there must be a decision to take action to reach a goal, the definition of commitment. Employees must be willing to direct personal time and energy to assure determined effort is taken. They must be committed to participate in the process and 
determined to make a guaranteed effort. Most important, they must be willing to expend resources to accomplish goals to the exclusion of other objectives and opportunities.

Conative Resistance
· Conative resistance to change can come into play when:

· employees work against their grain

· mental energy has been depleted

Exercise:  The Commitment Triangle™

The Kolbe Commitment Triangle™ prioritizes tasks according to three different conative levels:
 Commitments (guarantee will be completed within given time frame)

 Attempts (will attempt to complete, but not allocate your full mental energy)

 Intentions—will only apply energy if all Commitments & Attempts have  been completed
1. On the back of this page, draw a big triangle.

2. Define the time period in which tasks need to be completed.  This could be a day, a week, a few weeks, but no longer than a month.

3. At the top of the triangle write everything you are doing in the defined time period.  These are items on your “to-do” list ( the specific tasks that you will do to reach your goals.  Start with the highest priorities.

4. Draw a line under what you are absolutely committed to doing within the defined time frame.

5. Draw a line under what you will attempt to do within the defined time frame.

6. Beneath that line are your intentions for the time frame.

7. Edit your triangle.  Make sure your commitments are to your primary customer or customers.  Move anything that you know you will not have time to do out of the commitment section (remember, commitments are guarantees).  Move anything that will cause you undue stress or that you are conatively unsuited for out of your commitments.  That doesn’t have to mean they won’t ever get done; see if you can barter tasks with others so that throughout the organization, people end up with commitments to which they are instinctively suited.
 Exercise: Danger Ahead!

Objective: Management may face some dangers when leading employees up through the hierarchical levels. Choose the dangers that apply to the domain your team has been assigned.

Time: 15 minutes

Instructions:

1. The moderator groups you into three teams.

2. Each team is assigned a domain/part-of-the-mind’s hierarchical level.

	Cognitive
	Affective
	Conative

	Evaluation
	Conviction
	Commitment


3. From the following list of dangers, check which ones belong under your domain. You have 15 minutes to go through this list.

4. Elect one person from your team to go to the board when it is your turn.

5. One at a time, the elected person from each team takes from the left side of the board the circles their team believes belong under their domain, and moves them to their section of the board.

6. The moderator will lead discussion about the dangers for each domain.

My team’s assigned domain is ________________________________


As a manager, a danger I might face when bringing employees to the evaluation/conviction/commitment level is:


 They may disagree with me.

 It may lead to discomfort because of conflicting values.

 They may fail despite their concentrated effort.

 It may remove my intellectual “authority” in the hierarchy.

 They may be working against their grain.

 There may not be an immediate consensus.

 It may become “personal” and I may get my feelings hurt.

 I may open myself up to ridicule.

 They may use up too much energy, get too involved, invest too much.

 They may prove me wrong. 

KOLBE RIGHTFIT™
Kolbe RightFitTM

Kolbe RightFit is the program that makes finding the "right" person for the right job easier and less expensive. Statistically proven, it assists companies in screening and selecting the best job applicants by determining who has the necessary instincts.


We provide a simple method for selection by analyzing your requirements to create a Range of SuccessTM specific to the job opening.  


RightFit ends the headache of guessing how well a prospective employee will perform, by rating each candidate on a scale from "A" to "F," and providing information on how the applicant will take action according to job requirements.

5 Steps to using Kolbe RightFit:

o
Identify Instinctive Strengths of employees and supervisors: The supervisors and employees who will interact with the position being recruited, need to complete the Kolbe A™ index.

o
Define Job Requirements: Supervisors complete the Kolbe CTM index.

o
Create a Range of Success: We create a Range of Success based on the supervisor’s Kolbe A and C results as well as employees who are/were successful in that position and those employees working closely with that position. 

o
Screen Your Applicants: Applicants who have the necessary work experience, technical skills and personality take the Kolbe A index. We recommend that you interview only those applicants who are graded a B- or above on the Candidate Report.

o
Select the Best Candidate: Select from the remaining candidates who have the right instincts. Most of our clients use an interview process to make this final determination.  You can purchase an upgrade to a Kolbe A index once you decide which applicant to hire.


In order to use our Kolbe WAREwithal online software we need a form filled out with supervisor, job title and credit card information. Once we receive completed forms in our office, the turnaround time is one business day. 

Recommended Hiring Process

(screen in this order)

Cognitive: 

Does the candidate have the education and acquired skills needed for this position? Will additional skills be easily learned?
Their resume will determine whether or not they qualify cognitively.

Conative:

Do they have the Instincts needed to do the job?

The Range of Success™ Candidate report will tell you this.

Affective:

Will their personality be a good addition? Do they appear to have the level of motivation and shared values needed for the position?
You can determine this during the interview.

Kolbe RightFit™ Program

Kolbe’s Approach to Recruitment


The Kolbe System is an integrated recruiting and selection program designed to fit within the framework of a company’s existing methods of screening candidates for the necessary skills, experience, and attitude necessary for a particular position. The centerpiece of the Kolbe System are diagnostic instruments that identify an applicant’s inherent methods of creative problem solving (the Kolbe A™ index or Kolbe S index) the requirements of a position as determined by immediate supervisors and/or other evaluators (the Kolbe C™ index), and the fit between the job requirements and the applicant’s talents. This system provides organizations with a recruiting and hiring tool that is tailored to each job, quantifiably predictive of successful job performance, non-discriminatory, easy to administer and cost effective.

Kolbe RightFit complements the efforts already undertaken by a company in its recruiting and selection process. It is clear that your company already expends considerable effort to determine whether an applicant has the skills and intelligence to succeed. Kolbe RightFit adds another dimension. It measures the methods of problem solving the position requires and the innate problem-solving styles through which individual applicants will succeed. When a person’s instinctive problem-solving methods mesh with the demands of the job, he or she will work more productively and more successfully. When talents aren’t matched to task, productivity lags, turnover, absenteeism and healthcare costs rise, and a company’s performance suffers.


The first step in the Kolbe RightFit program is the identification of a job’s requirements.  This step is crucial because it allows the organization to customize the recruiting criteria, instead of having an outside consultant come in and try to impose a one-size-fits-all approach. To accomplish this task, the people who will work with the potential hire complete Kolbe C 

indexes that identifies the job requirements. Each completed Kolbe C index results in a profile of what the job requires in four categories of observable behavior patterns. In addition, where a position is replicated throughout an organization, Kolbe RightFit also takes into account the profile of people who have been high performers in the job in the past. Kolbe RightFit then analyzes the data collected from these various sources and computes a range in each category that corresponds to the necessary attributes as identified by the people who are most familiar with the requirements of the position (weighted toward the views of the direct supervisor). The resulting profile, or more precisely range of profiles, reflects the requisites for successful performance in the particular job, and is not the result of preconceived but unsupported notions of what qualities might be good in an applicant.


The next step in the Kolbe RightFit program is to identify the talents of the job applicants.  This is accomplished through the administration of a simple written instrument, the Kolbe A index or Kolbe S (Selection) index, which can be scored with Kolbe WAREwithal software.  Once the instrument is scored, the Kolbe RightFit program compares the applicant’s instinctive talents to those required by the job and provides a letter grade for each applicant on a sliding scale from ‘A’ through ‘F.’


Kolbe RightFit is a software-based program that can be administered anywhere in the world with access to a fax or computer, and scored either within your company or through Kolbe Corp.   Its ease of Administration, which is discussed in greater detail below, allows it to be used efficiently in high or low-volume hiring situations.

Benefits of Using Kolbe


The Kolbe System provides a critical core benefit to its users:  accurate performance forecasting. Because the system addresses this task from both an applicant focus and a job focus, the resulting benefits to the users are significantly greater than traditional programs that focus only on one or the other side of the equation or that consider only skills or personality traits. By identifying what methods of problem solving a job requires, as well as the problem-solving styles a person will naturally use, the Kolbe System identifies not who can succeed, but who will succeed.


The first benefit to applying the Kolbe System to the recruiting and hiring process is reducing the cost of hiring. The Kolbe System identifies which applicants will succeed in the positions for which they are being recruited, and does so inexpensively. More accurate forecasting of successful job performance among potential hires leads to fewer new hires needing to be replaced. One of our client companies has estimated that it achieved annual savings of more than $10 million dollars between interviewing, retraining, and down time due to improved hiring through its use of the Kolbe System.


Your company is not the only stakeholder that directly benefits from use of the Kolbe System. The System identifies applicants with the innate talents the position demands, and if used wisely, results in placement of applicants into roles for which they are well suited. Matching talent to task means new hires who will not only do their job well, but will also have a greater sense of accomplishment as they are allowed to use their natural talents. Greater job satisfaction leads to higher retention rates. Another of our clients experienced an increase in retention of managers from a 60% average over the previous ten years to 100% following its implementation of the Kolbe System in its placement program. Additionally, a major department store chain found that 11.7% of employees hired using other selections methods left the company for job-related reasons, but that 0% of the group hired using Kolbe RightFit who had a good “fit” for the job left for job-related reasons.


A similar benefit is the ability to predict which employees are likely to have high rates of absenteeism. In one study, more than 50% of employees identified by their employer as having high absentee rates were in jobs that required significantly different methods of problem solving than the employees would naturally use. In contrast, fewer than 20% of the low absentee 

employees suffered the same talent-task mismatch.


All of the benefits mentioned above are achieved with a test that exhibits no statistically significant bias along gender, race, age or national origin. That is, the distribution of results for randomly selected samples of each relevant group are the same. A young person is just as likely to have a particular result as an old person, and an Anglo applicant is just as likely to have a particular result as a Hispanic applicant. The Kolbe Process meets and exceeds federal fair employment standards, both by being non-biased, and by being a predictor of successful job performance. 

To appreciate the benefits of using Kolbe one need only consider the costs associated with using less effective tools. Insurance companies put the price of turnover for one sales agent at between $50,000 and $80,000, which includes the outlay for hiring, training and replacing the person. A national accounting firm estimates the turnover of one clerical-staff employee can cost as much as $15,000. The greatest hidden costs to turnover include lost productivity during the several months it usually takes to hire, train and bring a new employee up to speed.

Administering Kolbe’s Program


The first step with the Kolbe RightFit procedure is to identify successful employees in the job position based on an objective measure of success. This could include past and present successful employees. When selecting factors associated with success, the selection strategy must focus on selecting only those that can be measured reliably and practically. With the Kolbe RightFit procedure, this part of the process is simple. The natural method for accomplishing tasks, solving problems, and making decisions is significantly related to success in any job position. Conative style, as measured by the Kolbe A index, provides that information, and the Kolbe A index is reliable and simple to administer.


With the Kolbe RightFit procedure, the profile is referred to as the “Range of Success.” The Range of Success is empirically derived from the Kolbe A index results of the identified successful employees in the job position, as well as the conative requirements for the job as defined by Supervisors completing Kolbe C indexes. The Range of Success defines a Kolbe A index profile with the greatest potential for success in the job. Candidates with Kolbe profiles that match the Range of Success will perform in a manner most likely to result in success.


The Kolbe A or S index can be completed by an applicant in approximately 20-30 minutes. The same is true of Kolbe C indexes, which are completed by supervisors and peers. All of the indexes can be scored online on our business website. Depending on the software configuration, applicants could complete the index on a computer at the interview site or at home.


The Kolbe RightFit selection system assigns letter grade ratings (ranging from “A” to “F”) to each candidate to signify the probability of performing successfully in the job. A candidate with an “A” rating matches the Range of Success exactly. This person will perform job functions in a manner consistent with the methods of high performers and in accord with the requirements of job supervisors. Conversely, a candidate with a “D” or “F” rating will employ a conative methodology that significantly differs with either proven methods or supervisory requirements.


The exact cut score utilized in the Kolbe RightFit procedure will vary on a case-by-case basis. It is essential to understand that the Kolbe RightFit rating should never be the only factor considered in personnel selection. Your company should also use the methods for assessing cognitive and affective factors associated with job success that it has used in the past. For example, a candidate may receive a Kolbe RightFit letter grade of “A”, yet not have the requisite skill set, experiences or interpersonal skills as to be successful in the job as revealed by a resume or interview.


The reliability of using the Kolbe RightFit System is ensured through standard Kolbe index administration and scoring. Kolbe WAREwithal software is the tool for calculation of the Range of Success, as well as the candidate ratings. This completely eliminates the threat of rating bias. Additionally, the Kolbe A index has been demonstrated to be free from any gender, age, or racial bias. With Kolbe RightFit, you have selection methodology that is reliable, valid, and meets EEOC guidelines.


With extensive online software packages for scoring and interpreting Kolbe results, combined with an extensive training program, users of the Kolbe System do not have to remain dependent on Kolbe Corp. The system is designed to allow clients to develop internal expertise and scoring capability, with Kolbe Corp providing updated training and technical support where necessary. Kolbe also provides a three day certification seminar for training on the Kolbe Concept®, interpreting Kolbe results, and working with Kolbe WAREwithal software.

Reliability & Viability

Reliability, validity, criterion and cut score are four important aspects of evaluating any assessment tool. A brief summary and examples of Kolbe’s approach to these issues is included here. 


Reliability—the degree of stability, consistency, and accuracy of the procedure.  A reliable selection procedure would produce the same result if a candidate were to go through the procedure on different occasions. In personnel selection, reliability is most often connected to the standardization of the procedure. The selection procedure must therefore be applied in a consistent manner across time and candidates. Reliability ensures the results are equally meaningful for all candidates and for any time period.  The Kolbe RightFit selection procedure is based on the Kolbe A index. The test-retest reliability of the Kolbe A index ranges from .69 to .85. More importantly, 90% of test takers show no changes in modes of insistence on retest. Additional tests comparing group means have consistently found no significant differences between groups at subsequent testing sessions.



Validity—the degree to which the procedure accurately measures what it is intended to measure. Selection procedures must yield results that accurately relate to the probability of success in a given job position. While there are many types of validity (e.g., content, construct, conceptual), personnel selection involves criterion or predictive validity. A valid selection procedure must accurately predict success on the job. The validity of the Kolbe RightFit selection procedure is based on the empirically derived Range of Success. This range is based on the Kolbe A index scores for the successful performers in the job position, as well as the Kolbe C index of job requirements as specified by direct supervisors and evaluators. RightFit has continuously exceeded the Equal Opportunity Commission’s validation requirements.



Criterion—what you are trying to predict. This is typically success in a job. The actual criterion definition will vary by job position because success will be defined differently for different jobs.



Cut Score—the probability level chosen for the procedure, above which candidates are selected and below are rejected. An example within the Kolbe RightFit selection system might involve an employer deciding to fully consider candidat