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This manual is dedicated to all those working with such passion and dedication, throughout Melanesia.
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Effectiveness in Research teams XE "Research teams" 
Dave Askin

How do I use this manual?

You could read every word, from start to finish, but that isn’t the way this manual was designed to be used. The topics stand alone, with links to other topics. 

Whatever you do, the main aim is to provide resources from various places that will help you to be more effective and enjoy your work more. There may be other topics you think should be included, or changes that would improve this. Let me know. 

Please look at the ‘Learning together’ sections. They are designed to be used in small groups, for lecture discussions and seminars. Learning together is better than reading alone.

Introduction

As a member of a research or extension office, you are part of an organisation that aims to benefit the people of your nation - especially those living in remote rural places often a long way from markets with limited access to power, shops, telephones and medicine.

Your station achieves this goal through applied research which takes into account the human side of agriculture. In other words, research must be people focussed, initiated by people and managed in partnership between NARI
 staff working in effective teams and village families.

This chapter encourages you to think about personal issues that will help determine your effectiveness. Each of us experiences the same amount of time each day, and yet we all know people who live their lives effectively and we know others who seem to drift day by day without making any significant contribution. 

Choose now to be one of those who are effective and efficient! It’s largely up to you. We start by setting goalsxe "goals" for our lives- both in work and outside of it.
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How can I set worthwhile goalsxe "goals"?

Setting goalsxe "goals" starts with you as an individual, but must reflect who you are in terms of your family and friends.  Ask yourself what you want to give, become and achieve. What do you want from your life?  Only you can answer that, but the steps below will help you focus on what is really important to you. 

Take 10 small pieces of paperxe "paper" and write down one “I am” statement on each piece of paper. These could include statements like “I am a scientist, I am a mother, I am a gardener, I am a fisherman, I am a wood-worker etc.” You can also include statements like ‘I am a hard worker’.  Complete about 10 of these statements.

Now on the other side of the paperxe "paper" write down the ‘because’ statements that go with the ‘I am’ statements. Now lay all of the pieces of paper on a table in front of you, and number them in order of priority.  I have found it useful to take 6 more pieces of paper and write down the goalsxe "goals" you have under the following 6 headings:-

	Goals XE "Goals" 

	Personal growth goalsxe "goals"

	Personal relationship goalsxe "goals"

	Career goalsxe "goals"

	Recreational goalsxe "goals"

	Prestige goalsxe "goals"

	Material goalsxe "goals"


Having identified your goalsxe "goals" you will be able to write objectives.  These can be broken into the tasks that you will do on a daily basis to achieve your objectives.  With this structure you will see your goals being met. 

Having done this you will be able to see more clearly 

· who you are, 

· what your priorities are/could be,

· where to invest your time and energy.  

In other words you should be able to see your goalsxe "goals", objectives and priorities. 

Your work in NARI needs to be considered now. Take another look at the NARI corporate plan. Consider the importance of remembering that research isn’t done for research sake. It is done because the needs of rural PNG are important and worthwhile. Keep an eye on your use of time in your work- are you keeping important things in the forefront of your mind and actions? 

You may like to keep track of your use of time over a five day period, breaking it into a series of main blocks as shown in the section on Using Time Wisely   

You may want to put other categories in to personalise this evaluation.  You could photocopy the next page and work through this exercise with some of your colleagues.

Perhaps this task has shown you that you are tending to do all kinds of little jobs, and achieving very little of the important but not urgent tasks.  Perhaps some of your goalsxe "goals" are never going to be achieved if you keep spending time the way you currently do.  A journalxe "journal" can help you to evaluate progress towards these goals.
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Tracking my use of time over a weekxe "week"
Table 1 Keeping track of your use of time over a 5 day period

Name:________________________  Date weekxe "week" started:_____________________

	Hour
	Mon
	Tue
	Wed
	Thu
	Fri
	Hour
	Mon
	Tue
	Wed
	Thu
	Fri

	0800
	
	
	
	
	
	1300
	
	
	
	
	

	0815
	
	
	
	
	
	1315
	
	
	
	
	

	0830
	
	
	
	
	
	1330
	
	
	
	
	

	0845
	
	
	
	
	
	1345
	
	
	
	
	

	0900
	
	
	
	
	
	1400
	
	
	
	
	

	0915
	
	
	
	
	
	1415
	
	
	
	
	

	0930
	
	
	
	
	
	1430
	
	
	
	
	

	0945
	
	
	
	
	
	1445
	
	
	
	
	

	1000
	
	
	
	
	
	1500
	
	
	
	
	

	1015
	
	
	
	
	
	1515
	
	
	
	
	

	1030
	
	
	
	
	
	1530
	
	
	
	
	

	1045
	
	
	
	
	
	1545
	
	
	
	
	

	1100
	
	
	
	
	
	1600
	
	
	
	
	

	1115
	
	
	
	
	
	1615
	
	
	
	
	

	1130
	
	
	
	
	
	1630
	
	
	
	
	

	1145
	
	
	
	
	
	1645
	
	
	
	
	

	1200
	
	
	
	
	
	1700
	
	
	
	
	

	1215
	
	
	
	
	
	1715
	
	
	
	
	

	1230
	
	
	
	
	
	1730
	
	
	
	
	

	1245
	
	
	
	
	
	1745
	
	
	
	
	

	1300
	
	
	
	
	
	1800
	
	
	
	
	


	R
	Relaxation, personal discussions with others, lunch, morning tea etc.
	DE
	Work on distance education tasks – eg reading,xe "reading" report writing.xe "writing"

	WI
	Working on research projects- inside- eg library, report writing,xe "writing" offic7e related etc
	FF
	Working directly with farming familiesxe "farming families"

	WO
	Working outside on research tasks
	X
	Dead time, not sure what to do, waiting around for someone to arrive, playing computer games…


Using time wisely

There is an old saying - if you want someone to do something - ask a busy person.  How do they become both efficient and effective?  Perhaps they have learned to use at least some of the tools below. Learn from them! They regularly:-

· Create a daily to do list and keep it in sight. 

· Late each afternoon, they take time to plan the next day. This helps them when someone arrives in the morning with a new urgent task. They can show preparation which helps the supervisor see how their priorities have already been planned. 

· Set priorities and keep going back to that highest priority at every opportunity.

· Remember all tasks have a:-
a)
beginning or planning period when information is discussed or gained from libraries- this can take time, so get onto it before you are ready to move to the next phase
b)
a doing phase when the task is being completed and a 
c)
putting away phase. 
Effective people don’t move to the next task until they have tidied away - in the field or the office - the items/papers used in the last task. They put things into a file for storage- checking through and sorting and throwing away items that are no longer needed. Effective people keep a tidy work environment. This adds to safety and efficiency.

· Learn to say NO in a polite but firm way, when unreasonable demands are placed on them, or when they are tempted to take on too much- whether at work or in other parts of their life.

· Delegate XE "Delegate"  appropriately. Taking some time to train a colleague will pay dividends in the future. Refer to the section on delegation for further ideas .

· Make a decision about each piece of paperxe "paper"- handling it once.

· Practise a do it now approach. They find that doing a task that must be done, now – often results in it being done!! and allowing more important things to get done also. Refer to ‘The personal efficiency program - How to get organized to do more work in less time’ (Gleeson XE "Gleeson" , 2000) for more on the DO IT NOW approach.

· The average office worker spends 6 weeks of their working time, each year, just looking for things. Have places for things and keep returning them after use.

Fundamentals XE "Fundamentals"  on the road to success

· Never bring your supervisor a problem without some kind of suggestion for a  solution.  You are getting paid to think, not to moan.

· Understand XE "Understand"  what finished work looks like and deliver your work only when it is finished. (i.e. set a high personal standard). This doesn’t mean that you can’t discuss work in progress- just provide high quality end products.

· Keep a sense of humour.  

· Understand XE "Understand"  the skills and abilities that set you apart.  Whenever you have an opportunity, don’t fail to use them.

· Keep track of what you do; someone is sure to ask.  

· Long hours don’t mean any thing; results count, not effort.

· Write down ideas; they get lost, like good pens.

· Know when you do your best- morning, night, under pressure, relaxed. Schedule and prioritise your work accordingly.

· When you can choose, always choose to do what you will remember in ten years from now.

· Work to build strong and effective teams.

· Be loyal.

· 
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Seven Habits of Successful people 

(Refer to resources by Steven Covey XE "Covey" )

Steven Covey XE "Covey" ’s writings have formed the basis of this section. His emphasis on understanding important values in life, being focused on large goalsxe "goals" rather than urgent tasks is refreshing personally and can also impact on the effectiveness of NARI. Check them out in your library!

Habit 1:
Be proactivexe "proactive"
This means that we are responsible for our own lives.  We can keep hold of our values as supremely important - helping to rise above our feelings. We have the initiative and the responsibility to make things happen.

Proactive XE "Proactive"  people start blaming the bossxe "boss" less and making their own path in life, making the very best of tough situations.

The proactivexe "proactive" model states that between something that could normally make us cross, upset, or happy or tearful- we have time to choose our response. We need to learn to pause and think before we act. As we pause, we show that we are choosing our response - not being dictated to by friends, wantoks etc.

Proactive XE "Proactive"  people focus their time and energy on their circle of influence (things they can control or have an influence over) instead of reacting to or worrying about conditions over which they have little or no control. By doing this, proactivexe "proactive" people use positive energy to influence conditions and increase their circle of influence.
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Habit 2:
Begin with the end in mind

This habit is about being effective.  This can come as we establish who we are, what we want to achieve - sometimes described in a personal mission statement. Beginning with the end in mind is about keeping the goalsxe "goals" you have set for yourself at the top of your priorities. It is based on imagination - the ability to see things ahead, to place priorities ahead of busyness.

Habit 3:
Put first things first

First things are those you have decided are most worthwhile.  They move you in the right direction and help you achieve the purposes you laid out for yourself in your mission statement. Priorities XE "Priorities"  are driven by values, not deadlines!

The time management matrixxe "matrix"
(after Covey XE "Covey" , 1989, The seven habits of highly effective people)

Covey XE "Covey" ’s table below contrasts urgent with important items. Urgent XE "Urgent"  things are those things that are pressing, that require immediate action. Urgent things act on us, often forcing us to react.  Importance however has to do with results, contributing to your mission, goalsxe "goals", objectives. We must think, plan and then act to ensure that we are doing important things.

Table 2: Time management matrixxe "matrix"
	
	Urgent XE "Urgent" 
	Not Urgent XE "Urgent" 

	
	I
	II

	Important
	Activities

Dealing with crises

Pressing Problems

Deadline-driven projects
	Activities

Preventing crises, problems

Developing productive capacity in ourselves and those we delegatexe "delegate" to

Building relationships

Taking time to recognise new opportunities

Planning

Re-creation

	
	III
	IV

	Not Important
	Interruptions XE "Interruptions" , some phone calls

Some of the mail, reports

Some of the meetings we attend

Pressing matters that can appear to be important, just because they are going to happen soon

Some popular activities
	Trivia

Busyness without a focus that grew from understanding values, principles and goalsxe "goals"
Some mail, phone calls

People we know who simply waste our time

Pleasant activities, but add nothing of value to our lives


Living consistently in each of the quadrants results in the following:

	
	Urgent XE "Urgent" 
	Not Urgent XE "Urgent" 

	
	I
	II

	Important
	Stress XE "Stress" 
Burnout

Crisis management

Always putting out fires
	Vision

Perspective

Balance

Control

Leads to fewer crises

	
	III
	IV

	Not Important
	Short term focus

Crisis management

Sees goalsxe "goals" and plans as worthless

Feels victimised, out of control
Shallow or broken relationships
	Total irresponsibility

End up fired from job

Dependent on others for basics of the job- lacking skills to plan and take positive action towards fulfilment of NARI goalsxe "goals"


Habit 4:
Think winxe "win"-win

Covey XE "Covey"  (1990) states bluntly that winxe "win"-win is not a technique- rather it is a total philosophy of human interaction. This means that agreements or solutions are mutually beneficial to all parties. All parties will have developed the solution and be committed to making the plan or solution work. Win XE "Win" -win is based on the foundational thought that there is plenty for everybody and that one person’s success will not detract from my own.

In NARI this may mean that we are willing to work together to achieve successful outcomes in a balsa trial and that my helping the scientist produce a good research paperxe "paper" will not in some way detract from my abilities or credibility. 

When the team is doing well, then I am also doing well.

Imagine for a moment an NGO organisation or a DAL/DPI extension officer doing research or work that is similar to your own. Rather than see them as competitors, by being involved together, working together, sharing experiences and information freely everyone will enjoy the benefits.
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Win XE "Win" -winxe "win" requires at least the following four steps:

1. First see the problem from the other point of view.

2. Identify the key issues and concerns (not positions) involved.

3. Determine what results would constitute a fully acceptable solution.

4. Identify possible new options to achieve those results.

Finally remember that in NARI (and elsewhere too) we can only expect winxe "win"-win solutions when we have used win-win processes to develop the solutions. Partnership and effectiveness in NARI research teams requires that we think seriously about these issues. This leads us appropriately to Habit 5.

Habit 5:
Seek first to understandxe "understand", then to be understood

NARI sees its effectiveness as being greatest when individuals work well together in teams, and when those teams are outward looking, involved in the community and with other organisations. For this team approach to work well, we must first seek to understandxe "understand" other perspectives, before we ensure people understand our own position.
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This means when we visit farming familiesxe "farming families" we listen. Really listen. Encourage discussion and more listening. Listening without forming the answers in our minds! As Covey XE "Covey"  (1989) states “(we) …must build the skills of empathetic listening on a base of character on a basis of openness and trust”. Empathetic listening means that we are listening with a view to understanding. This means we will see the world they way they see the world.

It is from these starting points that our research work with clients will have relevance and be truly a partnership between the clients and ourselves as researchers.

Habit 6:
Synergise XE "Synergise" 
Synergy means that the whole is greater than the sum of the parts. Where we are putting the other habits into practice in our lives, synergy will occur. We are challenged to put into practice principles of creative co-operation in our social interactions.

When we communicate synergistically, we open ourselves to new possibilities. This is what we as researchers need to do. We need to consider new frameworks, not just the technical framework of a piece of scientific learning or understanding, but rather this is put into the context of people, who are able to develop our technical knowledge into something that is new and uniquely theirs. We become partners in their development, rather than owners or directors.

It means we will not only think of one group of people in a community, but all - young and old, men and women.

Habit 7:
Sharpen XE "Sharpen"  your saw

Suppose you came across a man in the bush chopping down a tree. He is hot and tired. You ask how long he has been chopping and he says ‘all day’. You take a look at his axe and it is so blunt you can’t believe he is a Papua New Guinean villager. It looks like the kind of axe a man in the city might have. Blunt and useless. You ask why he hasn’t stopped to sharpenxe "sharpen" it… and he replies he is too busy chopping down the tree.

Aren’t we like this sometimes? We too need to stop and take time to sharpenxe "sharpen" our skills through creative readingxe "reading", listening and learning. It is not good enough to rely on a past degree or certificate. Any degree, (especially a science-based one), is out of date after 3 years. What is left is the underlying attitude, research skills, and basic knowledge only. It is really important that we appreciate this and continually develop new skills and attitudes.

Habit 7 is personal. It is about the development we put into ourselves. Ensuring that we continue to grow and develop- in all aspects of life. No-one else can do this for us. We must do it for ourselves.

Having learned these principles it is time to consider sharing our learning with others. Encouraging and bringing the best out of them. This is at the heart of mentoring.

The Big Rocks XE "Rocks"  in Life

Objective: To point out the most important matters in effective time management. 

Time: About 10 to 15 minutes.

Instructions: You can either perform the demonstration or discuss the short story below.

Story
One day an expert in time management was speaking to a group of business students and, to drive home a point, he used this illustration. As he stood in front of the group of high-powered overachievers he said,   "Okay, time for a quiz." Then he pulled out a one-gallon, wide-mouthed Mason jar and set it on the table in front of him. Then he produced about a dozen fist-sized rocksxe "rocks" and carefully placed them, one at a time, into the jar. When the jar was filled to the top and no more rocks would fit inside, he asked, "Is this jar full?" Everyone in the class said, "Yes." Then he said, "Really?"  

He reached under the table and pulled out a bucket of gravel. Then he dumped some gravel in and shook the jar causing 20 pieces of gravel to work themselves down into the space between the big rocksxe "rocks". Then he asked the group once more, "Is the jar full?" By this time the class was on to him. "Probably not," one of them answered. "Good!" he replied.

He reached under the table and brought out a bucket of sand. He started dumping the sand in the jar and it went into all of the spaces left between the rocksxe "rocks" and the gravel. Once more he asked the question, "Is this jar full?" No!" the class shouted. Once again he said, "Good." Then he grabbed a pitcher of water and began to pour it in until the jar was filled to the brim. Then he looked at the class and asked, "What is the point of this illustration?"

One eager beaver raised his hand and said, "The point is, no matter how full your schedule is, if you try really hard you can always fit some more things in it!" "No," the speaker replied, "that's not the point.  

The truth this illustration teaches us is: If you don't put the big rocksxe "rocks" in first, you'll never get them in at all." What are the 'big rocks' in your life? Your children; Your loved ones; Your education; Your dreams; A worthy cause; Teaching or mentoring others; Doing things that you love; Time for yourself; Your health; Your mate (or significant other). Remember to put these BIG ROCKS in first or you'll never get them in at all. If you sweat about the little stuff (the gravel, sand, and water) then you'll fill your life with little things you worry about that don't really matter, and you'll never have the real quality time you need to spend on the big, important stuff (the big rocks).

So, tonight, or in the morning, when you are reflecting on this short story, ask yourself this question: What are the 'big rocksxe "rocks"' in my life? Then, put those in your jar first.
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How to keep a reflective journalxe "journal"
Writing XE "Writing"  a reflective journalxe "journal" is a useful tool for researchers. Researchers make progress through thinking, readingxe "reading", discussion (with farmers and other stakeholders), action and reflection. The journal is the place where your reflections are stored. 

Journal XE "Journal"  writingxe "writing" is a very personal activity, and there is no "right" way to go about it. However, the following suggestions are a guideline for making your journalxe "journal" writing experiences more valuable. 

· First, practice free-writingxe "writing". Write your thoughts freely, without editing along the way. Disregard errors in syntax, spelling, or punctuation. Write your thoughts exactly as they come into your mind, without censoring. You may edit later, if you wish — the point is not to stop the flow of your thoughts. 

· Secondly, use your observation skills to tap into your emotions and your senses. Your writingxe "writing" will become more interesting, and your experiences will be enhanced as well. 

· Thirdly, try not to use your journalxe "journal" as a work log in which you itemize and record events, tasks, and statistics. Your journal, as a reflective and analytical activity, allows you to grapple with problems and frustration, as well as identify accomplishments and breakthroughs. The journal is your means of charting your growth and development as a member of a research team. Both personal and work related issues are appropriate items to include in your journal. 

Some questions for your journalxe "journal"
· What was the best thing that happened today/this weekxe "week"? Why? 

· What was the most difficult thing that happened today/this weekxe "week"? Why? In what ways do you think you could turn that most difficult thing into just another challenge?

· What do your think was your most valuable contribution today/this weekxe "week"? 

· What did you learn about yourself and/or your abilities? Where do you see room for improvement or growth? 

· How do people treat you? How do they see your role? Is what ways is this different/ the same as your own perceptions of your role? 

· What kind of person does it take to be successful in your work environment for NARI? Are you on the right path do you think? How often have you thought about the NARI corporate plan and the vision and mission statements? Are they relevant to what you do, even shaping your priorities?

· Did you avoid taking risks today/this weekxe "week"? 

· Did you receive any compliments/ criticisms? What did you learn from them? Have you given any compliments or criticisms?

· What makes it difficult for you to perform your job? 

· How does the leadership and/or management style of your supervisor affect you, your co-workers, and NARI stakeholders? 

· How important is communication on the job? Assess yourself in terms of these skills? What other skills are important (ie: conflict resolution, assertiveness, computer skills, speaking another language…). 

· What kind of relationship have you developed with co-workers and your supervisor. What changes would you make if you were the supervisor? One day you might be a supervisor and will be in a position to put your thoughts into practise. 

· Remember that the real value of a journal comes from the time you spend in going back to things you have written some weeks ago. This reflection and any notes you make in the margin are likely to be very helpful. This is at the heart of action and reflection. 

Adapted from http://www.pvc.maricopa.edu/~servlearn/journalxe "journal".html  on 29 April 2002.

How do I build an effective research team?

Introduction 

The moment you start doing anything at all with another person, you've established a team. Begin a conversation, pick up the phone, hunt for kapul, weed a garden, brainstorm an idea and you're in teamwork. Teamwork is what NARI aims to be about- developing teams that include researchers and farmers working together.

Teams work best in organisations that:-

· Have meaningful goals and objectives,
· Have goals that require skill and continuous learning,

· Provide access to technical and human resources,

· Have defined team work areas,

· Have a clear mission,

· Support innovation,

· Expects success,
· Values quality,

· Pays attention to detail,

· Values team members and their ideas,

· Have clear expectations for team results and quality and 

· Reward teamwork, not just individuals.

Here are 10 keys to productive, effective teams

· Vision or goals- Team XE "Team"  members are clear on team vision. Vision means being able to excite the team with large, desired outcomes. The first step in vision is to project such a goal. This goal must be bigger than the number of Kina paid each fortnight. It must contain challenge, appeal to personal pride, and provide an opportunity to make a difference and know it. Then the goal can become a powerful vision. Next, team leaders position the goal by picturing success. Initial questions might be, "What will it look like when we get there?", "What will success be like, feel like?," "How will others know?"

· Roles- Just as in sport- team members need to know they are part of the team and what role they play in the team. 

· Discussion, Decision making, Planning. Team XE "Team"  members need to spend some time at the beginning of a project thinking of how it should be done, discussing ideas for plans, making decisions on the plan and then developing a written plan for the project.

· Effective leaders- All teams need leadership- and the style will depend on the skills of the team. Leadership can be Authoritative, Participative, or Passive

· Team XE "Team"  members stay fit- mentally and physically. They are continually learning and developing new skills. They read widely. They are involved in regular exercise. Looking after their bodies is important enough to spend time on.
· Team XE "Team"  members depend on each other- which means they rely on each other- trusting in the outputs of the other members- expecting that they will be timely and of a high standard.

· Team XE "Team"  members get the task done, but think together about the process- how it was achieved, how it could be done better. They act and reflect. They learn to cope with inadequacies and work to make things better- correcting mistakes as they go along.

· The effective team develops a team culture. When I was working in village extension in Papua New Guinea our team had names for our cars, and each of us was always known by his initials. This became our trademark- our in-house joke and our label that we wore with pride. In NARI our underlying philosophy comes from the NARI corporate plan and its mission statements.

· The team communicates together. They listen to each other- often pausing for a couple of seconds before talking after someone else has finished. This pause ensures that the speaker is truly listened to. They communicate with farmers and other stakeholders- really listening and really involving them as members of the team. Effective teams manage their own conflict. Refer to the section on Conflict for further ideas.

· Effective teams know that the praise for a job well done is something shared among all the team – not just an individual. Someone doing well is a reason for pleasure for all of the team.
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Do we value each member of the team, including the key board operator, the field assistant who weeds 

the crop of Taro, or feeds the trial animals on Saturday and Sunday? If we don’t value people 

appropriately, then w

e had better think again about the food and water the animals are getting…

 

Team members are continually developing. 

 

Share with another member of your team some new skill you are currently learning. 

 

What skill would you like to be learning? 

 

What can you 

do, this week to start the process of learning that skill?

 

 

How well do you rank the team you are part of in terms of sharing ideas together, learning from each 

other. In other words is your team a real team or not? If not, how can you make it better. Good

 teams 

can always improve. How can your good team improve?

 

Are you and members of your team involved in sport or other ways to keep physically fit and healthy?

 

 

Trust building exercise

 

Ask for a volunteer who stands between two people. The volunteer shuts 

their eyes and while keeping 

their arms folded and legs straight allows themselves to fall into the arms of the helpers on each side 

of them. (Or in front and behind).

 

It is crucial that the person being rocked back and forward is always caught. This is no

t a test of 

strength, rather a test of trust and being trustworthy. Don’t let the exercise last too long. Instead use 

the exercise as a starting point for discussion

-

 about trust in your team. What did it feel like to always 

catch the person? What did it f

eel like to allow yourself to fall trusting that someone would catch you, 

without hurting you?

 

 


Other resources are available at © 2001 Learning Center Incorporated • All rights reserved.  http://www.learningcenter.net/lib03.html 

What can we do about conflict?

You can take steps yourself to resolve a dispute in it's early stages. The following tips have mostly been provided by Gaertner, J. (2002) and will help you to contain a conflict, rebuild relationships with those involved, and possibly settle the issue. Remember that there are experts in conflict resolution in PNG- the Peace Foundation is one organisation worth contacting.

If the disagreement is beyond reconciliation, however, or involves anger or possible legal action, it's best to seek professional assistance from a mediator. Particularly if resolving important matters like land, money, property, custody or divorce issues are involved.

Stop - Disputes very quickly take on a life of their own. Very soon those involved aren't in conflict over the original issue, but the hurt, anger and fear that result. Do your best to stop and step back from the fray to calm down, recharge, rethink.

Look - Simply put - What's going on? Does it make sense? Most importantly, are there things that can be done to make it better? If there are, take a deep breath, and give them a try. "Nice" gestures, even little ones, can help.

Listen - In conflict, we often listen to ourselves (hurt, fear, anger) more than to the other party. "Active listening" is a very powerful tool as it builds on Stop and Look. When we listen, we may hear that things aren't as complicated, hurtful or damaging as we thought they were.

Remember – Conflict issues sometimes have history that confuses us. Perhaps something in the past is actually more important than the conflict we are looking at today. Go back to listen, take time to get to the real issues. 

What If - After Stop, Look. Listen, offer suggestions that make sense - for everyone.. And ask for suggestions in return! Recognition that others have their own interests and goals opens the door to discussing everyone's wants and needs. Just because someone is a security officer, or driver, or field labourer don’t undervalue their input. They are sometimes closer to the solution than it first seems.

Obtain Assistance - It's often hard to do the above when you're one of the parties involved in conflict. The techniques are powerful, you just may need some guidance - and support - in putting them to work. Personal guidance and coaching about anger, stress and the causes of conflict can help you get started. Not just for resolving the conflict, but also for preventing it from happening again. 

Consider Mediation - Others involved, however, may be too "stuck" in the conflict mode to respond positively to your efforts. A mediator can often resolve issues that the parties themselves cannot because they are impartial, not-involved personally, and use professional mediation techniques.

Adapted from http://www.coachingexperts.com/mediator.html Retrieved May 2002.

The State, Society and Governance in Melanesia Project in collaboration with the School of Law at the University of the South Pacific convened a conference in Port Vila between 19 and 21 June 2000 on 'Conflict Management and Restorative Justice XE "Justice"  in the Pacific Islands'. refer  http://rspas.anu.edu.au/melanesia/restorativejusticeconference.htm
The MacArthur foundation sponsors work on sustainability, and security. They have interests in conflict resolution. http://www.macfdn.org/programs/gss/gss_guidelines.htm 

http://www.pacificwacc.org/guidelines.htm Gives guidelines for appropriate use of mediation.

Finally Gaertner (2002) in a personal communication reminds us that there is another question to ask. Simple in the extreme but very powerful-

What if?

Simple in the extreme, but so powerful for mediating disputes. What if .... That's it. What if -- we tried a different way, considered different options, put aside our past harsh words? Traim tasol.

When is mediation appropriate?

Mediation is not an appropriate substitute for therapy or counselling 

When one or several parties to the conflict are emotionally ill, or under so much stress that rational discussion would be impossible, mediation should be avoided or delayed.  Be careful though; parties in conflict are often quick to assume mental illness or evil intent on the part of their adversaries 

This does not preclude mediation as an addition to professional counselling or therapy.  The process of resolving differences with an adversary can contribute to personal healing and emotional well-being.  As Josie Medina has stated, 'Although mediators are not therapists, mediation is therapeutic.'  One factor to weigh:  Are the problems at hand unique to this relationship, or do they appear as a pattern in many other relationships for the individual?  Mediation addresses specific problems well, but handles general patterns poorly. 

Mediation should not be used as a coercive means to an end 

Mediation is a voluntary process (except in criminal cases).  Individuals should generally not be ordered or required to participate in mediation.  Reconciliation happens only by invitation.  However, be clear about the alternatives if a person does not wish to participate in a mediation session.  Threats and coercion, though, are incompatible with the nature of mediation. 

Mediation should not be used as a substitute for the proper exercise of authority 

When laws have been broken and/or individuals victimized, the church and/or society must act to stop the victimization. Action at this stage inevitably produces conflict, as the perpetrator is censured for his or her behaviour.  A rush to mediate would be inadvisable at this stage, although it may become appropriate at later stages.  For example, Victim Offender Reconciliation Programs (VORPs) have successfully mediated restitution between offender and victim.  However, this is only done after the offender has admitted to the wrongdoing. 

Mediation is not appropriate when trained mediators are not available 
Mediation is a specific process which requires training and practice to learn.  A person unskilled in the mediation process may be extremely useful in the roles of supporter, advocate, researcher or even discussion facilitator.  However, such roles should not be confused with that of mediator.  Every person can and should serve as a 'peacemaker' at times, to assist two friends or family members who are in conflict.  Mislabelling the experience, however, is unfair to the process, the parties and the would-be 'mediator'. 

Mediation should be avoided when power should not be balanced 
Mediation is effective in part because it works to balance power differentials at the table, placing the company president, for example, on the same bargaining level as the union organiser.  For the vast majority of disputes, especially in a culture which values democracy, this is appropriate and helpful in the resolution process.  In some situations or cultures it may be highly inappropriate to attempt to balance power. 

Consider, for example, a traditional culture in which a village resident has isolated a strongly-held precept of the village.  According to custom, the village elders will meet to determine how to resolve the problems which have been created.  Instead, a visiting ‘Western/Outsider’ mediator urges the parties to consider mediating the dispute.  The village elders are torn between their desire to please the visitor and their knowledge that they dare not compromise their authority.  To sit down as 'equals' with the offender would demean the elders in the eyes of the village.  It would also wrongly imply that future violations of this nature would be negotiable. 

Mediation is inappropriate if the goal is repression or revolution 

Mediation is an appropriate process for resolving a community conflict if both parties are seeking a middle range of goals, such as redistribution of resources, grievances machinery or tension reduction.  In some instances, mediation simply may assist an establishment group in co-opting the challengers' (Jim Laue) 

Given the effectiveness of mediation in resolving disputes, the process may be contra-indicated if used too early with surface issues that do not resolve the root causes of conflict.  Minority or subordinate groups would be especially prone to misapplied mediation.  John Paul Lederach has suggested that a 'mediator's nightmare' would be someone mediating the dispute between Rosa Parks and the Montgomery bus company which tried to force her to give up her seat in the 1960s.  Without the opportunity to gain recognition through a conflict-producing act of resistance, subordinate groups can be further hampered even by well-meaning mediators. 

These six instances are not intended to be a complete list.  Nor do we suggest that such cautions will serve as complete guidelines in any situation.  Our primary purpose is instead to caution that mediation, like any other process, is not appropriate to all disputes.
Adapted from http://www.pacificwacc.org/guidelines.htm 

How do I stop procrastinatingxe "procrastination" (putting things off)

We need to develop strategies to cure ourselves of procrastinationxe "procrastination". Firstly, take another look at NARI's corporate plan, another look at your own village and the people there. Recognise that their needs and your research results are really valuable and needed. So, get on with tasks that develop answers to real problems. Here are some pointers:-

· Recognize that procrastinationxe "procrastination" stems from habit. New habits will be needed, and these take time and commitment to develop.

· Understand XE "Understand"  the cause for procrastinationxe "procrastination", then develop strategies to fix it. 

· Recognize the difference between an appropriate decision to delay, and an inability to get on with the task and make it happen. That’s procrastinationxe "procrastination".

Unpleasant XE "Unpleasant"  tasks

· Unpleasant XE "Unpleasant"  tasks rarely turn out to be as bad as you think. 

· Complete these tasks first. Schedule them for early in the day. Give yourself a small reward for doing them. 

Complex XE "Complex"  Projects 

· Something looms ahead of you: writingxe "writing" up a paperxe "paper" on balsa, or vanilla or livestock. The paper has many parts, there are data still needing analysed and figures to draw and literature to read… The job is massive, is going to take a lot of time, so- you put it off. 

· Break large jobs into smaller, more manageable tasks. Plan and complete a start-up task, no matter how small. Getting started is the hardest part. Writing XE "Writing"  all the sub tasks on a sheet in front of you- even tiny tasks that can be crossed off will give you a sense of achievement. 

· Plan ahead. If some literature is going to take ages to arrive- request it now so that it is there when you are ready for it.

Indecision XE "Indecision"  

· People delay because they can't make up their minds. 

· Determine a time for making a decision and the criteria for making it. Share your deadline with someone else.

Fear of failurexe "failure" (lack of self confidence)

· People don't want to face the consequences of failurexe "failure", so they delay. 

· Develop a clear mental picture of the completed task and how you will feel at that time. Maintain a focus on the end result, not just the process. Remind yourself how good you'll feel when you're finished. 

· Remind yourself how your supervisor will feel when it comes to Performance Development Review time as well!!

Lack of interest

· You are tired or lazy. You're just not very interested in the task.

· Reward yourself for accomplishments. Go out for lunch with a couple of friends when major projects are completed. If you don't earn the reward, don't take it. 

· Schedule the task for when you will be at your peak.

Perfectionism 

· People delay because they want to get the project perfect.

· Set deadlines for yourself. Tell other people your deadlines and encourage them to check up on you.

· Maintain your high standards, but recognize that lots of time is wasted on perfection… 

Hostility XE "Hostility"  towards a bossxe "boss"
· People delay because they don't like the person who assigned the task. 

· Review with your bossxe "boss" exactly what is needed. Clarify the expectations. Before review have another look at effective delegation.

Distraction XE "Distraction" , lack of focus

· Sometimes losing concentration causes delays.

· Create a to-do list with priorities.

· Block your time for projects.

· As you get distracted from a work project, make a rule that you are not allowed to move out of your chair, make a call, check emails, pick up a book etc. until you have completed some small component of the task. 

· Complete something. Make a very small task for yourself and finish it. Very small. Then, make another one. 

· By readingxe "reading" this, you have shown you are keen to improve. That is great. Now look at the headings again and get started on some part of one of the tasks you have been putting in the too hard basket. Em nau!

Adapted from http://www.getmoredone.com/tips2.html 

Procrastination XE "Procrastination" - Putting things off- Group or individual questions for discussion


[image: image13.wmf]Learning together

-

 how can I stop putting off important work?

 

All of us find it hard to get into the important tasks

-

 things like analysing our data, writing up that 

paper or creating a farmer brochure.

 

In a small group or alone, think about the times whe

n you have put off important work. Now consider the 

times when you have got started on a tough assignment. What made the difference? What tough 

assignment are you going to get started on today?

 

Does breaking the task into small bits and working on those he

lp?

 

Which of the headings in the section above really made sense to you? Talk about that issue with a 

friend. 

 

Choose to change old habits
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Building this house looks daunting- but each step is achievable. The house is getting built. Think about the teamwork that is going into this building. What role do teams have in your work? What role could teams have in your work?

How do I handle a mountain of paperxe "paper" on my desk?

· Create a block of time during non-prime hours to handle paperwork. Schedule this in your planner and stick to it. 

· Sort through and handle the papers in your in-basket no more than twice a day. 

· Never handle a piece of paperxe "paper" more than once. Avoid the "I'll just put this here for now" habit. Make a decision. Do it now. Perhaps the task can be delegated. You may like to remind yourself of issues relating to delegation..

· Throw away previous drafts. They serve no purpose. Actually it is a good idea to keep them ready to re-use in the office printer- as a way of saving paperxe "paper".

· Limit the length of letters, recommendations, responses, meeting requests and other correspondence to one page.

· Don't keep copies of all your requests to others, unless there are legal or personnel reasons to do so. 

· Handle routine requests or tasks immediately whenever you can.

· Use email wisely- it can greatly reduce costs and reduces papers on your desk- Refer to Using email.

· Reduce the number of memos you keep. After all, memos are primarily for short-term information. Record the information you need and toss the memo. Remember to delete unwanted, trivial emails… Set up the archive facility on your email system.

· Don't keep business cards tucked away in a drawer. Enter them on a contact managerxe "manager"

xe "management" database- eg Outlook, or NARI's Information and Outreach database and then throw out the card. Use keywords (n the notes field of Outlook) to help you find the name again in the future.

· Schedule major readingxe "reading" for twice a weekxe "week" during non-priority times. Keeping up to date is really important for all team leaders in NARI. Always have some reading available for when you are kept waiting- airports are a great place to read- if your wantoks haven’t noticed you waiting there!

· When you find items you keep putting off readingxe "reading", ask "How likely am I to read this and how valuable is this information?" Throwing it out is probably the best option.

· Put all claimable receipts in a small envelope. Sort through them every month or so.

How to reduce stressxe "stress" in others

Some stressxe "stress" is good, but too much kills. Each of us can think of PNG leaders who have died young – at least some of them from stress related illnesses. We need to care for ourselves, keeping balance in our lives and care for those around us. Remind yourself of some of the values and goalsxe "goals" to keep in mind by going back to the section on setting goals.

· Build in variety. Help staff to find new challenges and variety that will add interest and enjoyment to their lives. Learning new skills is often enjoyable, but can be stressful in the early stages. Look and listen to see that the  learning process is going well for your staff.

· Promote self esteem. Employees XE "Employees"  need encouragement, knowing that what they are doing is worthwhile. Support excellence publicly.

· Ensure staff are in effective mentoring relationships.

· Communicate with each staff member. Seek out employeesxe "employees" and talk with them, even a simple walk to the market is time away from phone and other distractions where you can gauge their feelings and things that are causing stressxe "stress". Act on promises you make.

· Involve staff in decision making. 

· Keep yourself fit and healthy. Foster outside interests and encourage these in your staff.

· Release the pressure. Know when to celebrate work well done.

· Push for personal growth. No-one likes to stagnate.

The role of a personal assistant (PA)

· Firstly, a PA is much more than a secretary.

· A PA is there to serve you- but that doesn’t make them your slave. Good PA’s are part of the team, very useful and greatly valued. Value yours, encourage often…

· A good PA can protect you from people who were just going to waste your time.

· Many tasks- identified by your time log could be carried out by someone else, freeing you to do the really important- Click here to review a method to look at your use of time over a weekxe "week".

· Train your PA by having them sit in with you as you go through your in tray. They take notes, learn the filing systems etc as you process items. (Process paperwork out loud so assistant understands your methods).

· You will need to learn the art of delegation. Poor delegation will kill your PA’s effectiveness.

· For items that will reach you, ask your PA to a) sort it according to urgency, b) highlight important aspects, such as magazine articles and c) attach relevant files or information. 

The art of management

Much of this manual is actually about management – personal and group. This small section summarises some key concepts.

Surround yourself with high quality employeesxe "employees"
Just as a chef needs fresh fish and good ingredients to create a great meal, so NARI needs quality people to fulfil its vision. Do your employeesxe "employees" believe in the vision and want to be part of fulfilling the vision? 

Ask subordinates to submit recommendations along with important reports. Nothing should be sent to you without a summaryxe "summary" or indicated action.

Don’t micromanagexe "micromanage"
Let employeesxe "employees" know what needs to be done and then get out of their way. Micromanagers should expect micro-progress!

Think about reports. Perhaps they are never read or acted upon. Maybe subordinates should prepare reports when necessary rather than as part of a regular routine.

Understand XE "Understand"  that all motivation stems from self-interest

People put real effort into things that make sense for them, where there are some kinds of tangible rewards. Money isn’t the only reward that people respond to. See other suggestions in this section.

Issue instructions in a respectfulxe "respectful" manner

All of us need to have self respect. The way we ask people to do things has a big effect on those people and their willingness to work hard. 

Treat employeesxe "employees" the way you would like to be treated. Common sense really.

Listen to employeesxe "employees"
Communication is healthy for any relationship, and it is especially important for managers and employeesxe "employees". How easy is it for your employees to ask questions, challenge your ideas? Do you expect them to challenge, ask, comment or would you be shocked and annoyed?

Use praisexe "praise" instead of criticismxe "criticism"
Praise XE "Praise"  is like putting water on a plant in the middle of the dry season in the NCD. Criticism XE "Criticism"  is like putting acid on a plant… It causes plants to wilt and die. Think about it! 

(Adapted from Blencoe G., 2001) 

How can we reward staff who do well?

Staff look for more than money as rewards for work well done. Money is important, but this section is designed to look at some of the other ways managers have to ensure that valued employees know that their work is truly valued.

An overseas study showed that the following four actions were really helpful in encouraging and motivating staff:-

· Manager XE "Manager" 

 XE "Management"  personally congratulates employees who do a good job. 

· Manager XE "Manager" 

 XE "Management"  writes personal notes for good performance. 

· Manager XE "Manager" 

 XE "Management"  publicly recognizes employees for good performance. 

· Manager XE "Manager" 

 XE "Management"  holds morale-building meetings to celebrate successes.

Why are these important? Because they come back to principles of positive reinforcement. Desired behaviour increases where an employee sees a positive relationship between good performance and rewards. 

Informal rewards need to be:-

· Directly reinforce desired behaviour.

· Immediate in their use. Don’t wait ages to thank the employee for good work, well done. Do it now.

· You deliver the reward. If you are a boss, then you have amazing power. Look back on your own life. You remember the down feeling that followed public criticism, and you remember the great feeling that came with positive words from your boss. Now, today, look for people that you can reward in simple ways that says- I noticed, I appreciated, and I want to say thank you.

· Remember that each employee is different- try to provide rewards that are appropriate to each person. That means you need to get to know your employees.

You may be saying – hey all my employees need is more money. Well research has shown it isn’t that simple. Follow these guidelines and see what you can add to them- encourage your members- be a team player. Next time you watch the rugby or cricket- see how often the team members congratulate each other on play well done. We can learn these principles too.

Adapted from www.p-management.com/articles/9902.htm 

How can I delegatexe "delegate" more effectively?

	
	Effective Delegator
	
	Ineffective Delegator

	1
	Identifies the correct person to do the job- ensuring they have they the right skills and attitudes, knowledge.
	1
	Distributes workload arbitrarily.

	2
	Delegates now, giving adequate time for completion-

This can only happen if we have planned ahead- refer operational plan- monthly, weekly.
	2
	Delegates just before deadline, thereby creating crisis.

	3
	Clearly states the objectives.
	3
	Does not clearly communicate expectations. (What should the completed work look like).

	4
	Provides all information needed to complete the task- and where needed shows/ works with staff to ensure that the task is being done properly.
	4
	Issues minimal, hurried instructions.

	5
	Makes sure staff understands tasks before taking action by getting the employee to repeat key information back to the person delegating.
	5
	Delegates in a way that creates misunderstanding.

	6
	Makes sure staff understandxe "understand" limits to spending money.
	6
	Doesn’t care about money until something is bought and then – ‘Bilong wanem yu go long stua na tromoi moni nating…?’

	7
	Provides the resources to do the task, even if has to beg, borrow, make do…

Requires planning ahead, esp. where resources are limited.
	7
	Expects unrealistic progress, given limited tools or labour.

	8
	Ensures staff understands their authority. Has the employee repeat back to you their understanding of authority regarding the task. Resolves misunderstandings now!
	8
	Doesn’t worry about lines of communication, authority- until problems arise, then severely reprimands employee.

	9
	Sets deadline for completion.
	9
	Asks for everything as soon as possible.

	10
	Encourages written project plan.
	10
	Hopes staff develop an effective approach to task.

	11
	Regularly monitors progress- so that further resources can be made available if necessary.

Provides encouragement.
	11
	Establishes no formal review process. Only provides criticsm… when things are going wrong…

	12
	Is accessible for clarification (tok save/explanation) and advice.
	12
	Interferes with how job is being done.

	13
	Assumes responsibility, but gives credit to the person who did the job.
	13
	Assigns blame to others if results not achieved, but takes credit if achieved.


Adapted from (Gleeson XE "Gleeson" , K. 2000. The Personal Efficiency Program. Wiley and Sons)

Refer also Smith G.  http://www.refresher.com/!delegation
Effective delegation is an important tool that some managers hesitate to use. This may result from inexperience with delegation particularly for a novice managerxe "manager"

xe "management", a reluctance to release work one personally enjoys doing, or even an adherence to the old adage, “If you want something done right, do it yourself.
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“Managers delegate

 work not to just relieve their workload, but to allow the employees

 they supervise 

to grow professionally. Effective delegation is a two

-

way discussion and understanding. Be clear 

about 

the delegated task, give employee(s) an opportunity to ask questions, monitor progress and offer 

assistance as needed. Use effective delegation to benefit both yourself and the person to whom you 

delegate.”

 

 


Delegation- Group or individual tasks for discussion
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-

 how well do I delegate?

 

Over the next week or so, think about issues issues relating to delegation. 

 

Consider the way you have delegated tasks to those working in your team. Think about three separate 

tasks that you have delegated. Now 

look again at effective and ineffective delegation Ask yourself:

-

 

·

 

How well do I delegate tasks?

 

·

 

Out of 10, how do you rank yourself? (if 1 is very poor and 10 is ‘I delegate really well’)

 

·

 

What about some tasks on your desk? Are there tasks that you would l

ike to delegate, but 

can’t? Why not? What can you do about that? If the team need some training, what is stopping 

you providing it, so that in the future they can do the task that currently only you can do?

 

·

 

What am I going to work on this week to help me d

elegate better? 

 

·

 

What would happen if I asked my team members to provide me with two suggestions

-

 relating 

to improving my delegation?

 

 

Consider the way supervisors have delegated tasks to you. Ask yourself:

-

 

·

 

What 3 changes would I most like to see in my s

upervisor when they delegate tasks to me?

 

·

 

How can I relate these thoughts to my supervisor in a positive way?

 

 

Discuss these issues with your colleagues

 

 



EMBED Word.Document.8 \s[image: image17.wmf]Effectively delegating to others leads to real effectiveness.

 

If we concentrate only on  ‘personal efficiency’ We limit ourselves. However efficient we are, there is a 

limit to what we can do.

 

Taking the time to train and encourage others so that effective

 delegation occurs will pay dividends for 

all stakeholders.

 

This is putting first things first

 

 


How to say No
In this section we consider times when we should say NO. Keep in mind, though, that our no and our yes must be guided by a big picture, which has been outlined in the NARI corproate plan. Part of the big picture for you is also your annual work plan. Don’t forget these when readingxe "reading" this section.

· We say "yes" to others because we want to please them. But when eventually we can't continue, we let them down and we feel guilty. Both parties suffer. Recognize that a desire to please often prevents us from saying no. 

· Make sure you understandxe "understand" exactly what is being asked of you before you respond. Perhaps the task is more time consuming than you thought. On the other hand, it may not take much effort at all.

· Excel at just a few things, rather than being just average at many. Don't try to do everything.

· You have a right to say no. Remember that others may take you for granted and even lose respect for you if you don't.

· Be polite, but firm in saying no. You only build false hopes with wishy-washy responses. Be clear with your yes and your no. It is far better to be truthful and say no, rather than yes, and then show by your actions that NO was actually what you meant. Supervisors really dislike that.

· When a superior asks you to do a new urgent task; 

Remind them that you are working on other projects that have already been identified as top priorities

Ask for help in deciding where the new task should fall on the list of priorities- but make sure you are managing your days so that the priorities can be shown immeadiately.

Ask "What you like to give up in order for me to do this?"

Point out that you might be able to do everything, but not to the usual high standards that are expected. 

· Some experts recommend keeping your answer short. This way, you can say no without feeling the need for a lengthy justification. ("I'm sorry, I'm not available that day.") On the other hand, others say that giving a longer answer with reasons reinforces your credibility. Let the situation decide.

· Provide suggestions or alternatives to the person who is asking. ("I can't do that task today, but how about next weekxe "week"," or "How about asking John instead?")

· When in doubt, it's easier to say no now, then change your mind to a yes later, rather than the other way around.

When You Have to Say Yes

Sometimes, saying no is simply unavoidable. Here are some techniques to use:

· Tell the person you can agree to their request this time, but ask how the two of you might plan better for the next time.

· Tell them yes, but remind them they owe you one. For example, they might cover you for a shift next time you need time off.

· Tell them yes, but take control by saying you'll come back to them with a timetable. For instance, say, "I expect I'll be able to do that for you by the end of the weekxe "week"."

· Put a tough condition on your agreement. "If it would only take an hour, I'd be able to help, but I can't give you more than that."

Adapted from:- http://www.getmoredone.com/tips6.html
How can I discipline more effectively?

As in all companies discipline in NARI needs to be handled carefully and sensitively. Refer to the NARI management standards. Here are some additional pointers to help you build effective research teams. By the way, discipliine isn’t the same as punishment. Disciplinexe "Discipline" aims to bring about the right kind of behaviour in our staff. Consider also the skills of mentoring which can also help to develop the right kind of behaviour.

The following suggestions are adapted from Management in a minute.

· Make sure all staff know the rules. That means you need to learn them first.

· Get the facts. Before you can act properly you need to know the background to a situation. Take time to listen. Never make a hasty decision and find out if necessary how similar situations were handled in the past. Have policies changed recently?

· Explain your actions. You have a problem with behaviour, not the employee.

· Think first about how much of this problem has been caused by me- my poor planning or delegation or management skills? Did I really make things clear? In other words are we looking at a problem or discipline or inadequate instructions and supervision?

· Nip problems in the bud. ie. If you are bothered about a staff member coming to work late- talk with them today. Don’t put it off, but don’t make a big deal of it. (However, in your diary write down the content of the discussion so that you have a ‘paperxe "paper" trail’ later).

· We must positively, sensitively confront the issue. (We can’t just hope the issue goes away). Confront the issue not the person. We need to act when calm not cross.

· Listen first. Remember that problems at work could be a function of family, resources, other issues- eg inadequate water, maintenance, power etc.

· Be calm. Never lose control of the situation. If necessary make sure all parties have cooled off before discussing the issue. 

· Use one to one discussion without lots of people listening, so as to reduce shame. At other times there may need to be a third person involved. This is particularly the case where an employee is angry and showing no signs of cooling off.

· Act decisively. Gather the facts, discuss then decide and act. If you fail to take action, your authority will be undermined.

· Look to the future- maintain the employee’s dignity. Treat the employee as an adult not a child. Don’t put people down. Remember, again- it is behaviour at stake here, not the person.

· Do your best to end the session on a positive note, finding some things to offer praisexe "praise" for in the past, looking forwards to a brighter future.

· Follow-up. Do all you can to ensure that the employee is successful and that appropriate rewards and checks are in place for assessing future behaviour. An informal chat is likely to be all that is needed- on the way to the market to get those supplies of corn and kaukau!

Where there are clear breaches and disobedience- seek advice from those above you and ensure that key issues are written down and letters to the person who is being reprimanded are handed to them in person. Remember that discipline must be progressive. A dismissal doesn’t just happen- it is the end of a road that has sought to bring about the right kind of behaviour through verbal encouragement and written warnings.

Disciplinexe "Discipline" issues should become less frequent if planning, management and delegation skills are improved.

Look at the way things tend to the positive if discipline is handled well and likewise where management fails in various areas, things can spiral downwards. It is up to all of us, senior and junior to ensure that the circle is a positive one.
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But see the problems that occur with ineffective management.
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(Adapted from Knippen and Green, 2002)

How can I manage interruptionsxe "interruptions"?

General

· Prevent interruptionsxe "interruptions" from walk-in visitors by isolating yourself. Close your door. Put up a sign. Work in a conference room. If you work in an office, take a day to work on important projects at home or in the library if necessary. 

· Don't feel obliged to have "an open door policy." This allows people to manage your time on their terms, not on yours. "Open door" means you're generally available for honest communication from any level. It doesn't mean "always" available. 

· If you have an assistant, establish clear guidelines as to what kinds of interruptionsxe "interruptions" are appropriate, so they can screen visitors. Your assistant should have the authority to schedule a subsequent meeting, or divert the inquiry to someone else. 

· Block off your time for priorities. Handle larger, important projects early in the morning, BEFORE you read your e-mail and before interruptionsxe "interruptions" are likely to occur. Schedule a quiet hour to create essential private time. 

· If you're storing materials or files that people have to access frequently, move them to another area. 

Managing in sharedxe "shared" areas

Many in NARI work in sharedxe "shared" areas- sometimes with 3-4 desks in an area. Here are some pointers for your effectiveness and the effectiveness of those you work close to. Discuss these with those you share space with.

· Change the layout of your desk so that you're not facing people. Otherwise, you encourage interruptionsxe "interruptions". 

· Agree together on a particular time each day when you will work by yourself- don’t interrupt others. If you are stuck- move onto another task so that others in the team can get on and be effective with their work. Be consistent and expect others in your team to set similar strategies for effectiveness. 

What do I do when colleagues and wantoks just walk in? 

· When someone asks for a few minutes of your time, respond with "Sure, how about if I come by at 2 o'clock this afternoon?" This gives you more control. 

· If they insist that it's urgent, ask them how many minutes they need, then agree to that time (or tell them how much time you can give them). 

· Stop people from telling stories. Interrupt them and say, "Can you summarize how I can help you in one sentence?" If they ramble on, say "OK, so how can you sum up what you need from me?" 

· If they're asking for help, ask them what solution they propose? 

· Agree to help them with their request, but schedule a specific time to do it. 

How to stop visitors from becoming over-stayersxe "over-stayers"! 

NARI exists for farmers. But even farmers need to know limits to their visit. After all, if you spend all your time talking, you won’t have much energy or time left for developing answers to those farmers problems (the heart of research). Here are some thoughts. It is up to you to figure which of these will work well for you.

· When someone walks into your office or cubicle, immediately stand up. That way, your visitor is less likely to sit down and get comfortable. 

· It may be appropriate to go out and take a break, knowing that your visitor is the kind that can’t be dealt with in just a few minutes. Taking a break may be good for you as well as the visitor- allowing them to talk with your undivided attention. Keep an eye on your watch- Look at the next suggestion. 

· Set a time limit to a discussion. When the time is up- check the time in an obvious way, and make sure to announce the end of the allotted time when it occurs.

· If you must, place a binder or a briefcase on visitors' chairs, to discourage people from sitting down if they happen to drop in. (Or remove chairs altogether.) 

· Ask subordinates to "save up" items of importance and deal with them in a bunch at an appointed time.

· Be careful that your tactics to avoid interruptionsxe "interruptions" don’t harm NARI's effectiveness.  What may benefit you as an individual may be detrimental to the team. Isolating yourself might frustrate others, or cause them to waste their own time because you weren't available for help. This is especially the case if you have a special key that is hidden away with you.

These suggestions are just that. Suggestions. It is up to you to make them – or other ideas work. Think about effectiveness and discuss with your team members.

There are more thoughts at http://www.getmoredone.com/tips10.html 

Interruptions XE "Interruptions" - Group or Individual tasks for discussion
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-

 how do we handle interruptions?

 

Over the next week or so, look at the way interruptions occur in your work. Consider ways you have 

handled the situations, by thinking about and talking with colleagues about five interruptions that you 

k

ept some notes about. Now think about the following questions:

-

 

·

 

How often do youexperience interruptions during a normal day?

 

·

 

How long do interruptions last normally?

 

·

 

Discuss one of your interruptions? How did you feel

-

 relieved that there was a break in y

our 

work, or ‘Oh, NO, not another interruption!’ What kind of person caused the interruption? 

 

·

 

How often were you able to shorten the interruption

-

 by suggesting a lunch time catch up, 

meeting later when major tasks for you both were completed?

 

·

 

In other wo

rds, out of 10, how do you rank yourself 

 

(if 1 is very poor and 10 is I handle interruptions very well)

 

·

 

What are you going to work on this week to help you handle interruptions better?

 

 


How can I make meetings more effective?

We all know that too many meetings can be a real pain. However meetings that are run well are enjoyable and will form part of the work of research teams- at all levels. Meetings can be a great way to further the goalsxe "goals" and vision of NARI. The effectiveness of meetings you run is largely up to you. Read the following suggestions, many of which have come from http://www.meetingwizard.org/meetings/3_0.cfm  (used with permission) and  http://www.getmoredone.com/tips3.html 

Do we really need a meeting?

· Are there other ways of completing this task, that maintain democratic, inclusive processes with staff?

· What about a discussion via a chat group on the internet? Perhaps this isn’t available in PNG yet because of slow internet access, but these technologies are becoming more and more useable. They are very cost effective- especially so where travel takes so much time and cost of airfares is exorbitant. Traim dispela nupela rot tasol.

· Maybe some people don’t need to be there for the whole time. Let them present information and then leave. Don’t waste their time, even if they are happy to do so.

Before The Meeting 


· Define the purpose of the meeting. 

· Develop an agenda in cooperation with key participants. 

· Distribute the agenda and circulate background material, lengthy documents or articles prior to the meeting so members will be prepared and feel involved and up-to-date. 

· Choose an appropriate meeting time. Set a time limit and stick to it, if possible. Remember, members have other commitments. They will be more likely to attend meetings if you make them productive, predictable and as short as possible. 

· If possible, arrange the room so that members face each other, i.e., a circle or semi-circle. For large groups, try U-shaped rows. 

· Choose a location suitable to your group's size. Small rooms with too many people get stuffy and create tension. A larger room is more comfortable and encourages individual expression. 

· Use visual aids for interest (e.g., posters, diagrams, etc.). Post a large agenda up front to which members can refer. 

· Vary meeting places if possible to accommodate different members. Be sure everyone knows where and when the next meeting will be held. Decide that at the current meeting so as many as possible can attend. Remind people in advance of the next meeting. 

· If someone else is preparing the agenda, approach them beforehand to make sure your items are on the list for discussion.

· Schedule a meeting for late in the day if you want it to be short. Business has a tendency to move quickly as it approaches five o'clock!

· If you are new to the organisation- look the part. Come dressed appropriately, with a notebook and pen. Your input is important, and you are letting supervisors know that you are taking this seriously. Have the file of previous minutes to hand.

Inviting the right people

· Make a formal invitation, usually in person or by telephone at least two weeks in advance. If people are having to travel from outlying resaerch stations at least a months notice is needed to allow them to make the most of that trip. This will pay real dividends in terms of effectiveness and the budget will stay healthy!

· Send a follow-up confirmation note – by email and agenda after attendance has been confirmed.

· Try for a reminder. Have an assistant call to remind attendees about the meeting, or mention it to them yourself, in conversation.

· Put simple announcements at the beginning of the meeting, to warm up the group.

During The Meeting 

· Greet members and make them feel welcome, even late members when appropriate. Your enthusiasm can be contagious and set the scene for a positive meeting. 

· Be willing to vary your style depending on need. Sometimes you will need to be quiet and self-effacing and at other times you will need to be tough and fast talking.

· If possible, serve light refreshments; they are good icebreakers and make your members feel special and comfortable. 

· Start on time. End on time. Don’t penalise those on time by starting late.

· Review the agenda and set priorities for the meeting. Focus attention on outcomes. At intervals during the meeting restate the agreed outcomes and refocus discussion by summarising where the meeting has got to.

· Stick to the agenda. 

· Encourage group discussion to get all points of view and ideas. You will have better quality decisions as well as highly motivated members; they will feel that attending meetings is worth their while. Don’t allow interruptionsxe "interruptions". Set high standards. Help people to listen to others.

· Encourage feedback. Ideas, activities and commitment to NARI improve when members see their impact on the decision making process. 

· Keep minutes of the meeting for future reference in case a question or problem arises.  If possible, use a notebook computer and multimedia projector to show the group the minutes as they are being kept. Who is to do what by when? Who is to communicate with a staff member a decision and by when? This keeps people alert!

· As a leader, be a role model by listening, showing interest, appreciation and confidence in members. Admit mistakes. 

· Summarize agreements reached and end the meeting on a unifying or positive note. For example, have members volunteer thoughts of things they feel have been good or successful or reiterate the organization's mission. 

· Set a date, time and place for the next meeting.  Ensure, as much as possible that you are not asking people to attend too many meetings. Remember, just as you feel busy, the people attending are busy and may have to spend a day or two travelling to the meeting. 

· Start and finish the meeting with positive items.

What do we do if serious argument breaks out?

Here are some suggestions-

· Stand, move to the front of the room- turn off computer or overhead projector and call the meeting to order. Then-

· Propose that points discussed to that stage be summarised- an action that allows tempers to be cooled.

· Regain control by suggesting that the particular aspect being debated be dropped for the time being and that another line of discussion be followed. Do this in a way that indicates the topic can be reopened, but only when discussion can be reasoned and quiet.

· Call firmly for order, stating that progress is being hindered through lack of reasoned or objective discussion.

· Call for a short break and ensure that one or two key leaders you trust engage those feeling the most upset in a quiet discussion.

How to present a submission to a meeting

Management in a minute states that there is an art in being able to present a case successfully to a meeting or committee.

Here are some steps.

· Prepare your case thoroughly- accuracy is essential and background readingxe "reading" is going to be necessary. 

· Prepare your presentation carefully. If you are going to rely on technology- check it out first, and have backup for when the technology fails of the power dies.

· Secure your place on the agenda

· Prepare the case of the opposition to your idea, present this and help the audience see why it won’t work. Do this carefully, not in an argumentative way.

· Enlist support before the meeting.

· Circulate your proposal so that people have the detail and background in front of them.

· Make your presentation. Be flexible. Don’t preach. Be willing to incorporate others ideas that add to the situation.

Taking Meeting Minutes

These days, many of us find ourselves in the position of taking meeting minutes without a clue of how to go about it. The following is a guide for making this task easier: 

· Make sure that all of the essential elements are noted, such as type of meeting, name of the organization, date and time, name of the chair or facilitator, main topics and the time of adjournment. 

· Prepare an outline based on the agenda ahead of time. By having the topics already written down, you can jump right on to a new topic without pause. 

· Prepare a list of expected attendees and check off the names as people enter the room. Or, you can pass around an attendance sheet for everyone to sign as the meeting starts. 

· Don't make the mistake of recording every single comment, but concentrate on getting the gist of the discussion and taking enough notes to summarize it later. Remember that minutes are the official record of what happened, not what was said, at a meeting. 

· Be prepared! Study the issues to be discussed and ask a lot of questions ahead of time. If you have to fumble for understanding while you are making your notes, they won't make any sense to you later. 

· Don't wait too long to type up the minutes, and be sure to have them approved by the chair before distributing them to the attendees. 

· Don't be intimidated, you may be called upon many times to write meeting minutes, and the ability to produce concise, coherent minutes is widely admired and valued. 

Example of Minutes Form 

	Name of Organization:
Purpose of Meeting:
Date/Time:
Chair:

	Topic
	Discussion
	Action (by date?)
	Person
Responsible

	1.   

  
	  
	  
	  

	2.   

  
	  
	  
	  

	3.   

  
	  
	  
	  


After The Meeting 

· Write up and distribute minutes within 3 or 4 days. Quick action reinforces importance of meeting and reduces errors of memory. Note above that sometimes we can generate the minutes during the meeting.

· Discuss any problems during the meeting with other officers; come up with ways improvements can be made. 

· Follow-up on delegation decisions. See that all members understandxe "understand" and carry-out their responsibilities. 

· Give recognition and appreciation to excellent and timely progress. 

· Put unfinished business on the agenda for the next meeting. 

· Conduct a periodic evaluation of the meetings. Note any areas that can be analyzed and improved for more productive meetings. If a committee has completed the work it was set up for, thank everyone and disband the group.

Adapted from http://www.getmoredone.com/tips3.html 

and http://www.meetingwizard.org/meetings/3_0.cfm . Note http://www.meetingwizard.com has software available also.
Meetings- Group or Individual tasks for discussion
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 how well do I manage meetings?

 

Over the next week or so, think about issues issues relating to meetings. 

 

Consider the way you have managed meetings. Ask yourself:

-

 

·

 

How well was the meeting run?

 

·

 

Did we get sidetracked needlessly?

 

·

 

Did we

 actually decide who was to action what, and when by?

 

·

 

What would happen if I asked my team members to provide me with two suggestions

-

 relating 

to improving my managing of meetings?

 

 

Consider the way others have managed meetings that I have attended. Ask y

ourself:

-

 

·

 

What 3 changes would I most like to see in the way those meetings were run?

 

·

 

How can I relate these thoughts to the people running meetings

-

 in a positive way?

 

 

Discuss these issues with your colleagues.

 

 


How can we evaluate the effectiveness of meetings in our organisation?

Evaluating meetings is a complexxe "complex" process. Evaluating your meetings can help you learn whether you have met your goalsxe "goals", but only if you decide up front what you want to evaluate and how you will go about doing so. 

This checklist may be helpful: 

· Take attendance. At the beginning of every meeting, make note of who is there, who came in late, and who said they would be there but didn't show up. This can be done formally, as a teacher records attendance in a notebook, or informally by passing around a sign-in sheet. Assess your records after a few meetings to see who comes regularly and who is always late. These observations can tell you who is committed to the task. But it may also tell you something about how difficult it is to get to the place you have chosen to hold the meeting. don’t underestimate how hard it is to get to meetings- schedule them carefully to allow busy people to manage their lives effectively.

· Did the meeting start and end on time? If not, why? Did the group have too much business scheduled? Were discussions unfocused? What needs to happen at the next meeting to enable you to begin and end as promised?

· Was there an agenda that was understandable to all? Did people have the opportunity to add to the agenda? Was the agenda followed? If not, was the agenda too ambitious, or was there some other reason? If so, what helped you stay on track and reach decisions?

· Were the logistics appropriate and helpful? Think about room temperature, physical setup, refreshments, and the site's accessibility to members.

· Did the discussion leading to a decision provide enough time for pros and cons to be aired? Were issues thoughtfully reviewed or was the decision rushed? Was too much time spent talking about issues rather than making decisions?

· What decisions were made at the meeting and whose work or interests do they affect? Do these people know about and understandxe "understand" the implications and any new commitments or responsibilities they have as a result?

· Pay attention to the responsiveness of the participants. Did any one person dominate the discussion? Were there people who should have spoken but did not?

· Was the chair or president's facilitation of the meeting smooth and constructive? Do members feel that everyone understood what was happening and what had happened? Do members believe they had reasonable opportunities to state their views? Do they feel that everyone was treated fairly?

· What was the best thing about the meeting? What was the worst thing? What should be repeated and what should be improved?

Each of these questions can help you spot problems and may suggest corrective action. The checklist can also identify strengths of your meetings, which you can build on in future meetings. 

Learning to evaluate the things you do is a good skill, one you can apply to all aspects of your life. Good luck with the next meeting. Make it a good one!

Adapted from http://www.ncjrs.org/html/ojjdp/yb9909-1/mtg-5.html Used with permission and from http://www.meetingwizard.org/meetings/3_0.cfm permission requested.
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 how well do we evaluate the effectiveness of our meetings?

 

Refer to the questions in this section. Think also about the following suggestion.

 

Evaluation may include thoughtful discussions with individual group members about your leaders

hip style in 

meetings and how you can improve it. This can be a sensitive subject and one that may be hard on your ego. 

Consider carefully whether you are comfortable inviting and receiving direct criticism. If you are, honest and 

constructive criticism ma

y help you improve your skills.
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� The manual was written first for NARI staff- please modify statements to suit your unique situation.





_1083492135.doc
		“The successful person has the habit of doing the things failures don’t like to do.  They don’t like doing them either necessarily, but their disliking is subordinated to the strength of their purpose.”






_1083492139.doc
		The greater danger for most of us is not that our aim is too high 


and we miss it, 


but, 


that our aim is too low and we reach it.

Michelangelo






_1083651043.doc
		Learning together- how well do I delegate?



		Over the next week or so, think about issues issues relating to delegation. 


Consider the way you have delegated tasks to those working in your team. Think about three separate tasks that you have delegated. Now look again at effective and ineffective delegation Ask yourself:-


· How well do I delegate tasks?


· Out of 10, how do you rank yourself? (if 1 is very poor and 10 is ‘I delegate really well’)


· What about some tasks on your desk? Are there tasks that you would like to delegate, but can’t? Why not? What can you do about that? If the team need some training, what is stopping you providing it, so that in the future they can do the task that currently only you can do?


· What am I going to work on this week to help me delegate better? 


· What would happen if I asked my team members to provide me with two suggestions- relating to improving my delegation?


Consider the way supervisors have delegated tasks to you. Ask yourself:-


· What 3 changes would I most like to see in my supervisor when they delegate tasks to me?


· How can I relate these thoughts to my supervisor in a positive way?


Discuss these issues with your colleagues
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		Effectively delegating to others leads to real effectiveness.


If we concentrate only on  ‘personal efficiency’ We limit ourselves. However efficient we are, there is a limit to what we can do.


Taking the time to train and encourage others so that effective delegation occurs will pay dividends for all stakeholders.


This is putting first things first
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		Learning together- how do we handle interruptions?



		Over the next week or so, look at the way interruptions occur in your work. Consider ways you have handled the situations, by thinking about and talking with colleagues about five interruptions that you kept some notes about. Now think about the following questions:-


· How often do youexperience interruptions during a normal day?


· How long do interruptions last normally?


· Discuss one of your interruptions? How did you feel- relieved that there was a break in your work, or ‘Oh, NO, not another interruption!’ What kind of person caused the interruption? 


· How often were you able to shorten the interruption- by suggesting a lunch time catch up, meeting later when major tasks for you both were completed?


· In other words, out of 10, how do you rank yourself 
(if 1 is very poor and 10 is I handle interruptions very well)


· What are you going to work on this week to help you handle interruptions better?
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		Remember:


Setting priorities means you will keep working on your most important task.


Interruptions happen to us all. After an interruption, 


continue on that most important task
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		Smith (2002) states 


“Managers delegate XE "delegate"  work not to just relieve their workload, but to allow the employees XE "employees"  they supervise to grow professionally. Effective delegation is a two-way discussion and understanding. Be clear about the delegated task, give employee(s) an opportunity to ask questions, monitor progress and offer assistance as needed. Use effective delegation to benefit both yourself and the person to whom you delegate.”
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		Organise and act around priorities
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		We should all be both mentoring someone else and also be being mentored by someone
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		An example of win:win-


During the 1990’s when the domestic rabbit was being introduced to Papua New Guinean villagers the University of Technology chose to work with many other teams and organisations. This did not somehow harm the Unitech team or its effectiveness. Rather the team effort of missionaries, villagers, government people and Unitech researchers saw a dramatic rise in both number of animals and farming families involved. This was win-win in operation. The Unitech rabbit program was much more successful and had a much larger impact than would have been the case if it had stayed just within the confines of Unitech.
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		Learning together about building teams



		Do we value each member of the team, including the key board operator, the field assistant who weeds the crop of Taro, or feeds the trial animals on Saturday and Sunday? If we don’t value people appropriately, then we had better think again about the food and water the animals are getting…


Team members are continually developing. 


Share with another member of your team some new skill you are currently learning. 


What skill would you like to be learning? 


What can you do, this week to start the process of learning that skill?


How well do you rank the team you are part of in terms of sharing ideas together, learning from each other. In other words is your team a real team or not? If not, how can you make it better. Good teams can always improve. How can your good team improve?


Are you and members of your team involved in sport or other ways to keep physically fit and healthy?


Trust building exercise


Ask for a volunteer who stands between two people. The volunteer shuts their eyes and while keeping their arms folded and legs straight allows themselves to fall into the arms of the helpers on each side of them. (Or in front and behind).


It is crucial that the person being rocked back and forward is always caught. This is not a test of strength, rather a test of trust and being trustworthy. Don’t let the exercise last too long. Instead use the exercise as a starting point for discussion- about trust in your team. What did it feel like to always catch the person? What did it feel like to allow yourself to fall trusting that someone would catch you, without hurting you?
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		What do you think the ‘big rocks XE "rocks" ’ are in your life?


Can you have big rocks XE "rocks"  in your working life and big rocks in your personal/family life?
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		Learning together- how well do I manage meetings?



		Over the next week or so, think about issues issues relating to meetings. 


Consider the way you have managed meetings. Ask yourself:-


· How well was the meeting run?


· Did we get sidetracked needlessly?


· Did we actually decide who was to action what, and when by?


· What would happen if I asked my team members to provide me with two suggestions- relating to improving my managing of meetings?


Consider the way others have managed meetings that I have attended. Ask yourself:-


· What 3 changes would I most like to see in the way those meetings were run?


· How can I relate these thoughts to the people running meetings- in a positive way?


Discuss these issues with your colleagues.
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		Learning together- how can I stop putting off important work?



		All of us find it hard to get into the important tasks- things like analysing our data, writing up that paper or creating a farmer brochure.


In a small group or alone, think about the times when you have put off important work. Now consider the times when you have got started on a tough assignment. What made the difference? What tough assignment are you going to get started on today?


Does breaking the task into small bits and working on those help?


Which of the headings in the section above really made sense to you? Talk about that issue with a friend. 


Choose to change old habits
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		Learning together- how well do we evaluate the effectiveness of our meetings?



		Refer to the questions in this section. Think also about the following suggestion.


Evaluation may include thoughtful discussions with individual group members about your leadership style in meetings and how you can improve it. This can be a sensitive subject and one that may be hard on your ego. Consider carefully whether you are comfortable inviting and receiving direct criticism. If you are, honest and constructive criticism may help you improve your skills.






