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Toolbox 101 for Leaders:  
Understanding Key Roles, 

Responsibilities, and Expectations

Iowa Assisted Living Association

Spring Conference

March 28, 2018: 12:30 – 4:30 p.m.

Brenda Clark Hamilton, MA Ed.

What’s in Your 

Assisted Living Leadership Toolbox?…

I. Laying the 

Foundation

II. A Critical Study                                                               

for Leaders

III.What Successful                                           

Leaders Do

I.  Laying the Foundation

What are the traits 

and behaviors of the 

best and worst

managers you have 

encountered                    

in your career?
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Key thoughts/themes on leadership 

from current research and from            

those “in the trenches”…

“True leadership lies in guiding others to    

success. In ensuring that everyone is                                     

performing at their best,                                        

doing the work they are                           

pledged to do and doing                               

it well.”                                                                                                      

- Bill Owens 

A true leader helps develop others 

to their fullest potential.

A true leader serves his/her team.

“Before you are a 

leader, success is all 

about growing 

yourself.  When you 

become a leader, 

success is all about 

growing others.”

-Jack Welch
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“The important word there is ‘inspire’.                          

The key difference between leaders and managers 

is that managers tell people what to do, while 

leaders inspire them to do it. Inspiration comes 

from three things: clarity of one’s vision, courage 

of their conviction, and the ability to effectively 

communicate both of those things.”

- Jeff Weiner, CEO of LinkedIn

A true leader inspires excellence 

in his/her team members.

A true leader earns the respect 

of those they lead.

“You can buy people’s time; you can buy their 
physical presence at a certain place;                                     
you can even buy a measured                                
number of their muscular                                
motions per hour.  But you                           
cannot buy enthusiasm, you                         
cannot buy loyalty…you                          
cannot buy the devotion of                                
their hearts. You must earn these.”

- Clarence Francis, General Foods Corporation, 1935-1943

Gallup Workplace Study 
(2500 business units;                                  
24 companies):

• Sought the most 
important questions                
you could ask your 
employees to determine 
if you have a strong and 
productive workplace

II.  A Critical Study for Leaders
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• Asked employees a series of questions                                   
(e.g., “At work, do my opinions                                               
seem to count?” and “Are my coworkers                                             
committed to doing quality work?)

• Looked for questions with the strongest links to                        
four key business outcomes:                                          
productivity, retention of good employees,                   
customer satisfaction, and profitability

(Buckingham & Coffman, First, Break All the Rules, Simon & Schuster, 1999)

A Surprising Finding…

“We had discovered that 

the manager—not pay, 

benefits, perks, or a 

charismatic corporate 

leader—was the critical 

player in building a 

strong workplace.  The 

manager was the key.”
--Buckingham & Coffman

“The talented employee may join a company 

because of its charismatic leaders, its 

generous benefits, and its world-class 

training programs, but how long that 

employee stays and how productive he is 

while he is there is determined by his 

relationship with his immediate supervisor.”

--Buckingham & Coffman
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“As a manager, if you 

want to know what you 

should do to build a 

strong and productive 

workplace, securing 5’s 

(i.e., strongly agree) to 

these six questions would 

be an excellent               

place to start.”
--Buckingham & Coffman

12. This last year, have I had opportunities                           
at work to learn and grow?

11. In the last six months, has someone at work 
talked to me about my progress?

10.  Do I have a best friend at work?

9.  Are my co-workers committed to                                
doing quality work?

8.  Does the mission/purpose of my company                   
make me feel my job is important?

7.  At work, do my opinions seem to count?

6. Is there someone at work                                          
who encourages my development?

5. Does my supervisor, or someone at work,                      
seem to care about me as a person?

4. In the last seven days, have I received                   
recognition or praise for doing good work?

3. At work, do I have the opportunity                                  
to do what I do best every day?

2. Do I have the materials and equipment                               
I need to do my work right?

1.  Do I know what is expected of me at work? 
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Five Key Managerial Roles

 Select good people

 Set clear expectations

 Recognize and praise 

excellence

 Show genuine care             

for your people

 Earn others’ respect

III.  What Successful Leaders Do  

Key Behaviors of 

Those Who          

Lead Their            

Health Care Teams 

to Peak 

Performance!

1.  Successful leaders carefully 

select good people. 

How do you hire 

people who are a 

great match for                 

the open position?

Look for the              

‘natural fit’!
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Suggestions from 

Buckingham and Coffman…

• Hire for what is hard to 

train; Learn from the 

nurses giving shots!

• Use behavioral interview 

questions

• Listen for Top-of-Mind 

Specificity

• Study your best

• A true measure of a 

manager…

• Ask questions that give 

clues to their long-term 

satisfaction in the 

position

• Most powerful question:

Do I know what is expected of me at work?

• What happens when people do not know what is 

expected of them at work?

• Research shows that fewer than                                        

50% of employees say they know                                

what is expected of them at work!                            
(Buckingham, The One Thing You Need to Know about                                                                      

Great Managing, Great Leading, and Sustained Individual Success, New York: 2005)

• Thorough, initial training is key, plus ongoing feedback!

2.  Successful leaders set clear 

expectations for their employees.

Provide thorough employee training and coaching…                            

• Be ultra-clear.

• Realize that most employees need                                     

several explanations or practices.

• Beware of jargon.

• Ask their preferred learning style.

• Demonstrate step-by-step. Ask them to repeat 

back/demonstrate steps.

• Use the water-wings approach.

• Be clear on how much or little leeway there is.  

Explain why it is important to do it that way.
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• Make sure that the employee is ready and comfortable

before cutting them loose!

• If there are multiple trainers, make sure you are on            

the same page.

• Do not ‘diss’ other departments,                                        

employees, or supervisors.

• Be patient and empathetic; Tell them there are no 

stupid questions, and that you want them to ask.

• Make sure the employee knows who to go to.

• Watch your body language and tone of voice!

 What are some of your key                                               

expectations for your employees? 

 How clearly have you                                                        

communicated those expectations?

 If it’s important to you and                                                           

your organization, hit it often!                                                           
(e.g., Health Care Huddles;                                                                                  

Tail Gate Talks)

If you finish your work, 

offer to help out.

Be present when residents are eating, 

so if they need anything, you are readily accessible.

3.  Successful leaders keep employees

on track with regular feedback.  

• Realize that most employees crave feedback.

• Think of every encounter with the employee as an 
opportunity to clarify your expectations.

• Give such regular feedback that there                                           
are no performance review surprises.

• Send consistent messages about                                                   
your expectations. Walk the talk!  

• Your feedback must be specific.
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A few notes about giving corrective 

feedback to employees…

• Care enough about the individual, the team,        

and the organization to address needs for 

improvement.

• If you don’t deal                                                 

with employee issues,                                       

other employees get frustrated, the problem gets                                      

worse, and you lose your team’s respect. 

• Avoid the Global Address.

“The employees you hold accountable for poor 
performance never cause you as much trouble 

as those you don’t hold accountable but should.  
If you don’t deal forthrightly with incompetent 

or uncooperative employees, you are giving tacit 
approval for their unacceptable behavior to 

continue.  Your valuable employees will begin  
to wonder, ‘Why should I put in a full day’s 

work for an honest day’s pay when this             
co-worker is demonstrating laziness, 

incompetence and rudeness?’”

--Michael Henry Cohen, What You Accept Is What You Teach:                                     
Setting Standards for Employee Accountability, 2009

• In giving corrective feedback, plan! Think about 

the best time, location, and who should be present.  

• Have notes with specific                                                  

examples (dates, times, incidents).  

• Think about how you will begin.                                       

Plan to strike a tone of  assertiveness, caring,               

and respect.  
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DESK:  Low-Performer Conversations
(Quint Studer, in Hardwiring Excellence, 2003;

101 Answers to Questions Leaders Ask, 2005; Results That Last, 2008)

Describe their current performance

Evaluate their performance and share how it 

affects the team and organization as a whole

Show the employee                                              

what is expected                                                                   
of them

Know and share the                                                   

consequences of not improving performance

4.  Successful leaders make expression 

of genuine appreciation a habit.  

Think of a time when you 

felt your work was 

genuinely appreciated.  

How did you know that?  

How did you feel?

Now, think of a time when 

you felt your work was 

simply not appreciated. 

How did you feel,               

and what made you          

feel that way?

S2T2 Praise and 

Recognition

• Everyone needs 

genuine praise and 

recognition. It is a 

huge motivator for 

most/all of us.

• Give more praise          

and thanks than              

you think they need.

Specific

Sincere

Timely

Tailored
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Examples of Varying 

Employee Motivational ‘Languages’

• Pay raises; Bonuses

• An excellent 

performance review

• A promotion or choice 

of preferred work

• Time off; Flex. time

• Public recognition

• Written thank you note

• Event/Party; Food

• A fun group activity

• Being chosen a mentor

• Being chosen to attend 

a conference/class 

• A gift certificate

• A meaningful plaque

• Choosing from a 

catalogue of gifts

• A choice of work space 

5.  Successful leaders use words that  

are motivating to their people.

• According to Daniel 
Goleman, in the ideal 
employee/supervisor 
coaching relationship,  
how much of the feedback 
given to the employee 
should be positive?  
______%

• According to Shawn 
Achor, what is the 6:1 
work team ratio?

• These types of words are 
motivating to those you 
work with:

– Good job.

– You’re right.

– I’m sorry.

– That’s a great idea.

– What are your thoughts 
on how we handle this?

– I appreciate your input.  
Tell me more of what 
you’re thinking.

– I appreciate you working 
hard and staying late. 

– I appreciate your 
flexibility.

– Let me know if you need 
any help with that.

– I know you’ll do a  
terrific job on that;              
you always do.

– I read in the paper about 
your son’s scholarship; 
congratulations!

– Is Emma feeling better 
today?

– Thank you for offering to 
cover Jon’s shift this 
week.

– You                                    
guys                                         
are doing                                       
a great job.
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6.  Successful leaders

use great listening skills.

• Strong correlation 
between your 
listening skills and 
people’s perception of 
your level of respect 
and caring for them

• Do you recognize any 
of these poor 
listeners?

• The Faker

• The Interrupter

• The Intellectual 
Listener

• The One-Upper

• The Rebuttal Maker

• The Advice Giver

How do you 

effectively listen?

• Be committed to 
wanting to understand 
what the speaker is 
saying; Temporarily 
suspend judgments       
and agendas

• Create a physical 
environment conducive  
to conversation

• Encourage them to talk

• Ask questions for 

clarification

• Use paraphrasing and 

statements of empathy 

• Realize that you may 

have to sift past anger

7.  Successful leaders utilize the 

93% of communication.

“I like your shirt!”

7% Words

38% Tone of Voice

55% Body Language

(Albert Mehrabian, UCLA) 
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Do you want to be                                              

well-received by others?

• Consistent eye contact

• Smiling

• Upright posture

• Expressive face

• Uncrossed arms

• Open hands

• Nodding head 

• Head held high

• Avoiding eye contact

• Frowning, squinting

• Slouched, hunched posture

• Lack of expression

• Crossed arms 

• Hands clenched

• Shaking head

• Looking down

Tone Considerations

• Do you sound awake, alert, enthusiastic, 
and energetic…or bored, grumpy, and 
half-asleep?

• Do you avoid a monotone voice?

• Has anyone ever told you                                                      
that your tone can be harsh?

• Do you utilize the power                                        
of Voice Match?

Avoid Closed-Off or 

Dismissive Body Language

• Arms crossed

• Arms akimbo 

• The regal stance

• The thigh block

• The thigh brush
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8.  Successful leaders demonstrate 

caring for their people.

• Dr. McCarville

and the                             

First-Year Teacher

• What stories 

will/do your 

employees tell 

about you?

Employees who feel cared                                                    
about at work are…

• More productive

• Less likely to miss work days

• Less likely to have accidents                                                  
on the job

• Less likely to file workers’ compensation claims

• Less likely to steal

• Less likely to quit

• More likely to advocate the company to friends 
and family

--Buckingham, The One Thing You Need to Know about Great Managing, 

Great Leading, and Sustained Individual Success, New York:  Free Press, 2005

How do you demonstrate care 

for your employees?

• Set the example for your team.  Listen, be kind, considerate, 

and respectful.

• Show appropriate interest in, and                                                   

concern for, your team members                                                      

as people.

• Be trustworthy and open-minded.

• As far as is appropriate, be willing to accommodate the 

challenges in their personal lives.

• Because you do care for everyone’s well-being, deal swiftly 

with poorly performing employees.
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“I’ve learned that 
people will forget 
what you’ve said, 
people will forget 
what you did, but 
people will never 
forget how you   
made them feel.”

--Maya Angelou

9.  Successful leaders earn

the respect of their people.

 R-E-S-P-E-C-T!  
Not the “Radio 

Baby” standard…

10 Ways…

1. Maintain a stable, 

upbeat, mood.

2. Gossip and breaches 

of confidentiality—

don’t go there.

3. Follow through.

4. Be highly professional—in your appearance, 

attitude, language, and actions, on and off the job.

5. Deal with issues that need dealt with.

6. Don’t play favorites, or give that                         

impression. 

7. Be a model of integrity. Walk the talk.

8. Work hard, and do your own job with excellence.

9. When you do mess up—and you will—apologize.

10. Show the utmost of respect/value for your 

employees, co-workers, supervisors, customers, 

other stakeholders, and the company as a whole.
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20 Ways to Lose Your Employees’ 

Loyalty and Respect

1. Winning too much.

2. Adding too much value.

3. Passing judgment.

4. Making destructive comments.

5. Starting with “No,” “But,” or “However.”

6. Telling the world how smart we are.

7. Speaking when angry.

8. Negativity, or “Let me explain why that won’t work.”

9. Withholding information.

10. Failing to give proper recognition.

11. Claiming credit that we don’t deserve.

12. Making excuses.

13. Clinging to the past.

14. Playing favorites.

15. Refusing to express regret.

16. Not listening.

17. Failing to express gratitude.

18. Punishing the messenger.

19. Passing the buck.

20. An excessive need to be “me”.
(20 Common Managerial Mistakes from Marshall Goldsmith,

in What Got You Here Won’t Get You There, 2007)

10.  Successful leaders set a tone 

of Mojo for their team.

 The Life Can Be Annoying Quiz 

 Sounds like life to me!

 Reality: People are                                                

drawn to happy people.
(Diener & Biswas-Diener, Happiness:                                                          

Unlocking the Mysteries of Psychological                                                                                     

Wealth, 2008)

 Are you modeling                                                       

Mojo or Nojo for your team?
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Mojo vs. Nojo
(Marshall Goldsmith, Mojo:  How to Get It, How to Keep It, 

How to Get It Back If You Lose It, 2009)

 Take responsibility

 Move forward

 Run the extra mile

 Love doing it

 Appreciate opportunities

 Make the best of it

 Inspirational

 Grateful

 Curious

 Caring

 Zest for life

 Awake

 Play the victim

 March in place

 Satisfied with the minimum

 Feel obligated to do it

 Tolerate requirements

 Endure it

 Painful to be around

 Resentful

 Uninterested

 Indifferent

 Zombie-like

 Asleep

• Your mood and  

attitude are 

contagious to               

your team:  

• Three in a Circle 

• Yale School of 

Management

(Goleman, Working with 

Emotional Intelligence, 2000)

• Beverly Showers 

study on teachers’ 

attitudes:

• Gourmet Omnivores

• Passive Consumers

• Reticents

• What tone are you 

setting for your team, 

in terms of work 

ethic, teamwork (with 

other departments, too!), 

attitude, and ability 

to stay upbeat 

despite irritations?
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What’s In Your Assisted Living 

Leadership Toolbox?

What is one             

‘tool’ that you  

will take with         

you when you 

leave this room?

They will notice whether                 

your heart is in it.

“Enthusiasm is one of the most powerful engines             

of  success. When you                                                      

do a thing, do it with all                                                                

your might.  Put your                                                      

whole soul into it.                                                          

Stamp it with your own personality. Be active, be 

energetic and faithful, and you will accomplish                                   

your object. Nothing great was ever achieved 

without enthusiasm.”

--Ralph Waldo Emerson

www.facebook.com/BrendaClarkHamilton

LinkedIn:  Brenda Clark Hamilton


