
Leadership
Excellence

Cost / 
Cash / 
Value

Supply 
Reliability

Quality / 
Compliance / 

Safety

We make difficult choices,
but we never compromise

Quality, Compliance or Safety. 

OWNIT!rezfiP



Leadership Excellence

Table of Contents 
Program Overview 1

Gridlock Simulation 5
Transitions and Passages 7
Passage One: Leading Others 8
Passage Two: Leader of Leaders 9
Passage Three: Functional Leader  10

Our Culture 11
Our Purpose and Strategies 12
Pfizer Global Supply 13
Our Ownership Culture 14

Pfizer Values 15
Objectives 16
The Meaning of “Value” 16
What are “Values”? 17
Why Have Organizational Values? 17
Exercise: Can you identify the Nine Pfizer Values? 18
Integrity 19
Innovation 20
Respect for People 21
Customer Focus 22
Collaboration 23
Leadership 24
Performance 25
Community 26
Quality 27

Head, Heart and Guts Leadership 29



ii

Leadership Excellence

Professional Global Workplace 37
Introduction 39
“Some Meeting…” 58
“You know how the work group is.” 67
“I’ve heard enough brilliant ideas.” 74
“What am I supposed to say?” 83
“No doubt about it.” 97
“I’m not sure…” 102
“What do you expect?” 108
Video Scripts 114

Pfizer People Manager Calendar 125
2018 Annual Calendar –At a Glance 

Pfizer’s Performance Management Philosophy & Process 127
Our Approach to Performance Management is Anchored in Our OWNIT! Culture 128
Why Performance Management is Important to Pfizer Managers 129
Why Performance Management is Important to Pfizer Colleagues 129
Why do we not use Performance Labels? 130
Key Elements of Pfizer’s Performance Management Process  131
Connecting Performance with Career Planning and Individual Development Plans 132

Goal Setting 133

Introduction to and Key Principles of IOC Coaching 135
Alan Fine 137
Inside Out Coaching 138
Getting Started 139



iii

Leadership Excellence

FOUNDATIONAL CONCEPTS
 MODULE 1:  Coaching Drives Results  140
  Activity: Capacity Survey 142
  Outside-In and InsideOut Coaching 143
  The InsideOut Mindset™ 144
  Coaching Opportunities Everywhere 145
  Activity: Your Coaching Conversations 145
  Conversation Compass 147
 MODULE 2:  Nature of Performance  148
  Video: Nature of Performance 149
  The Performance Wheel™ 150
  Fundamentals of High Performance 151
  Video: Getting Stuck 152 
  Interference 153
  Sources of Interference 154
  Interferences in your Working Space 155

COACHING PRACTICE
 MODULE 3:  Coaching for Breakthrough 156
  Coaching Conversation 157
  The GROW® Model 159
  Video: Introduction to GROW® 160
  Decision Velocity® 161
  How to Use GROW® 162
  Video: Coaching for Breakthrough 164 
  Grow Tips® 165
  Activity: Your Grow® Experience 166 
  Activity: Grow® On-The-Go 167 
 MODULE 4:  Coaching Check-Ins & Feedback 167
  Video: Coaching Check-In 171
  Quick-Check Questions 172
  Video: Giving Feedback 173
  Delivering Feedback 174
  Modifying Quick-Check Questions 175
 
 



iv

Leadership Excellence

MODULE 5:  Coaching for Alignment  176
  Prepare, Plan, Practice 179
  GROW® for Alignment 180
  Video: Coaching for Alignment 181
  The Conversation Planner 182
  Activity: Your Prepare, Plan, Practice Experience 183 

COACHING APPLICATION
MODULE 6:  Getting Started 184
  InsideOut Coaching™ At-A-Glance 185
  Coaching Snapshot 186
  Activity: Your Coaching Snapshot 188
  InsideOut CoachingTM Tools 189

Action Steps 191
Reflection & Action planning 192
I’m committed to… 192

Appendix 193
HR on Demand Resource 194
How do I prepare in a performance coaching conversation?  195
How do I participate in a performance coaching conversation?  195
Preparing for a Challenging Conversation  196
Challenging Your Assumptions  197
Year End Performance Review  198 



1

Leadership Excellence

Program Overview

Day One

Welcome and Introductions

Gridlock Simulation

Our Culture

Pfizer Values

Head Heart and Guts Leadership

Professional Global Workplace

Day One Reflections

Day Two

 Pfizer People Manager Calendar

Goal Setting

Coaching for Performance (InsideOut Coaching model)
 – Coaching for breakthrough (IDP)

 – Checking-in and feedback

 – Coaching for alignment

 – Mid-year, Year-end reviews

Action Planning & Close
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Notes:
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Day 1 – Expectations of a Pfizer leader
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Activity: 30 Minutes  

Preparation – 5 Minutes

1.  Please put your name and title on a flip chart (wall)

2.  Write it briefly on the flip chart:

  a. How does the item you selected connect to you?

  b.  What are you most proud of at work and at home?

  c. What are the biggest challenges you are facing at work and at home?

Introductions – 25 Minutes

1.  Walk up to your chart

2.  Intro self, title, share with the group your answers to the questions

3.  60 seconds total (no kidding!)

4.  NAP
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Gridlock Simulation
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Table Discussion: 15 Minutes
 

Please reflect on the Gridlock exercise, and think more about your role as a 
Leader @ Pfizer:

•  What is especially challenging about adding value to the organization while being in the middle 
of the management hierarchy? 

• What mindset shifts would it take to make progress in overcoming those challenges?

Each table grab a flip chart and note best comments for each of above 
questions.
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New
Skills

What You Value

Where
You 

Spend Time 
success through
      others 

leadership vs.
    technical work 

leading &
coaching
LEADERSHIP
work 

Vision/
Strategy

Clear Goals
& Objectives

Building
Connections 
Across the Org. 

Functional Leader 

Leader of Leaders

Leader of Others

Leader of Self

PASSAGE TWO

PASSAGE ONE

PASSAGE THREE

Transitions and Passages

Adapted from The Leadership Pipeline, Charan, et al
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Passage One: Leading Others

Leading Others

Leading self

PASSAGE ONEWorking Through Team

Must Do’s Pitfalls

• Define and assign work and standards

•  Enable direct reports to do the work by 
communicating, monitoring, coaching, 
providing feedback, acquiring resources and 
removing barriers

•  Build social contracts through establishing 
relationships with direct reports, direct 
manager and support groups that facilitate 
open dialogues and trust

•  Make self available to team members

•  Interest remains hands-on manager and 
performer—not leader

•  Poor communication … isolates self

•  View questions from team members as 
interruptions

•  Fix their mistakes rather than teaching them to 
do the work properly

•  Have difficulty delegating or delegate too much 
w/o control system

Adapted from The Leadership Pipeline, Charan, et al
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Passage Two: Leader of Leaders

Leader of Leaders

Leader of Others

PASSAGE TWO Coaching Coaches

Bottom Line Must Do’s Pitfalls

At Your Level

Empowering
Your

Leaders

• Select AND train leaders

•  Hold leaders accountable for 
leadership work

•  Deploy and redeploy 
resources among units

•  Manage boundaries that 
separate units and with 
other parts of the business

• Difficulty delegating

•  Poor performance 
management

•  Failure to build a strong 
team

•  Single-minded focus on 
getting work done

•  Choosing clones over 
contributors

Adapted from The Leadership Pipeline, Charan, et al
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Passage Three: Functional Leader

Functional Leaders

Leader of Leaders

PASSAGE THREELeadership Maturity

Must Do’s Pitfalls

•  Think about the function from multiple 
perspectives

• Think like a businessperson

• Value what you don’t know

•  Shift from functional support of operating 
plans to creating strategy:

 – Longer term thinking
 – State-of-the-art awareness
 – Business model mastery
 – Fitting all aspects into strategy
 – Making trade-offs for biz strategy

• Can’t shift from operational to strategic
 – Weak sense of how business operates
 – Lacks long-term thinking
 – Can’t tie functional activity to biz goals
 – Ignores corp. standards / requirements

• Immaturity as leader
 –  Overvalue former area and undervalue the 

unknown
 –  Doesn’t trust others, esp. members in unfamiliar 

functions
 –  Poor communication skills, isolates self
 –  Delegates too little or too much

Adapted from The Leadership Pipeline, Charan, et al



11

Our Culture
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Our Four Imperatives:

1 2 3 4
Ensure a productive, 

industry-leading 
innovative core

Make capital 
allocation decisions 

that maximize 
patient benefit 
and enhance 

shareholder value

Be a responsible 
corporate citizen

Continually 
strengthen our 

ownership culture

Our Values:

Our Purpose and Strategies

Our Purpose: 
Innovate to bring therapies to patients that significantly improve their lives

Our Mission: 
To be the premier, innovative biopharmaceutical company
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Pfizer Global Supply

Our aspiration
is to be   By:

How will we become “Most Trusted?” 

Our ~30,000 colleagues make decisions based on our PGS 
Fundamental Value Proposition each and every day. 

Our Value Proposition, shown here, confirms that we never 
compromise Quality/Compliance/Safety as we work to achieve 
Supply Reliability and Cost/Cash/Value. Ensuring Quality of our 
products, Compliance of our actions and operations, and Safety of 
our colleagues and communities always comes first.

PGS Facts and Figures

~74
Billion Doses  
in one year

~30,000
Colleagues

25,000+
SKUs

130 
Logistics Centers

30+ 
Legacy  

Companies

Patients in 

125+ 
Countries

~13,000 
Supplier Sites

287 
Contract 

Manufacturers

850+ 
Products

58 
Manufacturing 

Sites

Cost / 
Cash / 
Value

Supply 
Reliability

Quality / 
Compliance / 

Safety

We make difficult choices,
but we never compromise

Quality, Compliance or Safety. 

OWNIT!Pfi
ze
r
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Our Ownership Culture
The required culture traits tied to Pfizer’s business strategy cluster into five psychological constructs. 
Based on the five, a culture model was developed that is easy for colleagues to internalize and embrace 
– “OWNIT!”

Culture  
Traits

Underlying 
Constructs

Pfizer’s  
Culture Model

Behavioral  
Descriptors

• Entrepreneurial
• Risk tolerant

Change  
orientation O own… 

the business

“ Seize opportunities to think 
differently, take risk and be 
accountable, try something 
new.”

• Externally focused
• Mission driven*
• Long term oriented
• Enterprise focused

External Strategic 
orientation W

win… 
in the 

marketplace

“ Advocate and drive long-
term aligned strategies that 
advance our mission and 
shape the industry.”

• People oriented People  
orientation N

no jerks… 
let’s discuss 

behaviors

“ Confront corrosive, self-serving 
and mean-spirited behaviors, 
it’s everyone’s responsibility.”

• Decisive
• Results oriented
•  Having a sense of 

urgency

Action  
orientation I impact… 

results

“ Deliver on commitments 
with speed decisiveness and 
integrity.”

• Open/Transparent*

• Empowering
Relationship 
orientation T

trust… 
in one 

another

“ Invest in candid and 
constructive debate to ensure 
each other’s success, it’s time 
for straight talk.”

* Indicates additional traits identified and validated in SLC/ELT interviews.
 
Pfizer’s Values and a sense of personal accountability are core to our culture and foundational to the way we work. It is 
important that all colleagues demonstrate integrity and maintain high standards in everything we do. 
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Pfizer VALUES

customer focus community respect for people

performance collaboration leadership

integrity quality innovation
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Objectives

• Help you understand the nine Pfizer values at a deeper level.

• Inspire you to implement the values into your roles and responsibilities.

• Help you think about how you can use values as you make decisions and take action.

• Encourage you to influence others to live Pfizer values.

•  Incorporate Pfizer values into your daily work routine and make them a natural part of doing 
business.

• Understand the benefits of living and working with Pfizer values.

The Meaning of “Value”

The word “value” can mean many things:

1. Monetary worth.

2. The importance of something (doing an appraisal).

3. The degree of excellence of performance.

4. A numerical quantity.

5. The duration of a musical note.

6. Relative lightness or darkness of the colors in a picture.

7. A principle or quality in people that is “intrinsically” desirable.
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What Are “Values?”

At a personal level we all have values. They are formed early in life. Our values help guide our behaviors. 
They influence our decisions, actions, feelings, and how we relate and interact with others.

Values are a key part of our personality. They are subtle and often operate at a subconscious level. We 
don’t realize how much they impact our behavior. Values operate on an ongoing, continual basis to 
govern our behavior. 

Our values are formed from our interactions in the family, at school, and at work. Values are shaped by 
sports, technology, politics, government, movies, war, pace of life, poverty, and abundance. They help us 
determine what is important, what is right, and what is wrong. Values form our beliefs and assumptions 
about how the world works.

Values can change and evolve over time as we experience significant events and form new relationships. 
If we try hard and work at it, we can grow and continually adopt new values that can help us succeed in 
life. 

Why Have Organizational Values?

Just as most people have a set of personal values that guide decision making in personal lives, 
organizational values should be used to guide decision making at Pfizer.

Besides guiding decision making, values provide a rationale for actions taken by Pfizer and its members.

Values are needed to insure ethical behaviors and compliance within our regulated industry. Sound 
organizational values help support fair and equitable treatment of people. Communities where we 
operate also benefit from employees who are concerned and care about their neighborhoods and cities.

With teamwork we can grow and develop high performance teams. Individuals will perform at their 
highest level of their capability with an emphasis on performance. With integrity we can become the 
standard in the industry for ethical behavior. With a focus on leadership, people will be empowered and 
grow with new opportunities. With innovation, we can continue to be on the leading edge of beneficial 
ideas. With a customer focus, we can become partners with those we serve.
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Exercise: Can you identify the Nine Pfizer values?

D R I B P L N I Y T W Q Z X F G T Y B H J I 
V N D I H Y T I N U M M O C K S A V T G P L 
Q T U I P O G N V S L T F X Z M L W E P H J 
K U Y D E I C L H L S Y U E I T V N X M Z N 
I A O I U N D R E U I V C N B X L D P R O Y 
N A T Y I N O E X A N N O V A M W T C O C H 
T E A M W O R K O C D H I T A X O B I G L T 
E A S F G V E G V K P E C C S I T H E G I K 
G S L B B A S D J M R B R U E T H I N A C A 
R I W P F T P I W T D T W S A C A L Y T A S 
I S K G B I E M K O W R Y T H T X K O D F S 
T P L N J O C A Q W R U V O N I X K L P T N 
Y A S L K N T D F E I Y T M C V P B N Z L O 
Q S D B K L F L F T I V N E J G R U S B N I 
W O Y F N F O S C N H F K R D Y R I F H N T 
X J D L R U R R I T B C M F D L D E K U T R 
S A B X P O P F Y E U R T O Y N C N C X H O 
E D S H K F E S L K C N F C R E W I G M C B 
A L F G Y R O R H C M B V U M D W R U T D A 
U D K Y C H P D U T E K H S L X N B S H T L 
A H Q I Y J L D J D Y L N X V N D J G S A L 
A W E R O I E P F K H F V M N X N B D K E O 
S G J L C M B E U P D J P L S J V C M G S C 
A L P E R F O R M A N C E A G N M R U O P L 
S V W U H D M T D K H C M C L D J R I O T D 
O S G E U T B M C K S L Z U K W P T R J K C 
P L M O K Y H B T F C R D X E A Z W D X T H 
S C G Y N M X R T Y Y T I L A U Q V B J L A 

 
1.      

2.      

3.      

4.      

5.      

6.      

7.      

8.      

9.      
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Integrity

Definition
“We demand of ourselves and others the highest ethical standards, and our products and processes will 
be of the highest quality. Our conduct as a company, and as individuals within it, will always reflect the 
highest standards of integrity. We will demonstrate open, honest, and ethical behavior in all dealings 
with customers, clients, colleagues, suppliers, partners, the public, and governments. The Pfizer name is 
a source of pride to us and should inspire trust in all with whom we come in contact. We must do more 
than simply do things right – we must also do the right thing.”

Key Points
• High ethical standards.
• Open, honest, and ethical behavior.
•  Ethical behavior with customers, clients, colleagues, suppliers, partners, the public, and 

governments.
• Pride for the Pfizer name, which should inspire trust.
• Do the right thing.

Task
How can integrity impact your own behavior as a Pfizer team member?

How does a Pfizer employee demonstrate integrity?

What are the long-term benefits of integrity?

customer focus community respect for people performance collaboration leadership integrity quality innovation
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Innovation

Definition
“Innovation is the key to both improving health and sustaining Pfizer growth and profitability. The quest 
for innovative solutions should invigorate all of our core businesses and pervade the Pfizer community 
worldwide. In our drive to innovate, we support well-conceived risk-taking and understand that it will not 
always lead to success. We embrace creativity and consistently pursue new opportunities. We look for 
ways to [enhance] our research and development capabilities, our products and services more useful to 
our customers, and our business practices, processes, and systems more efficient and effective. We listen 
to and collaborate with our customers to identify and make widely available potential new products.” 

We look for new ways to do a job better and improve our process. Innovation is critical to our 
competitiveness.

Key Points
• The key to improved health and sustained growth and profitability.
• Invigorating and permeating in the organization.
• Embraces creativity.
• Supports well conceived risk taking.
• Encouragement to pursue new opportunities.
• Promotes change and new challenges.
• Improves business practices and processes.

Task
In your current role, how can you be more innovative?

What stands in the way of your creativity?

What can you do to eliminate these barriers?

Do you have an innovative idea that you could share with others and try to implement?

customer focus community respect for people performance collaboration leadership integrity quality innovation
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Respect for People

Definition
“We recognize that people are the cornerstone of Pfizer’s success. We come from many different 
countries and cultures, and we speak many languages. We value our diversity as a source of strength. 
We are proud of Pfizer’s history of treating employees with respect and dignity and are committed to 
building upon this tradition. We listen to the ideas of our colleagues and respond appropriately. We seek 
a business environment that fosters personal and professional growth and achievement. We recognize 
that communication must be frequent and candid and that we must support others with the tools, 
training, and authority they need to succeed in achieving their responsibilities, goals, and objectives.”

Key Points
• People are the cornerstone to success.
• Diversity is a source of strength to the team and the organization.
• A commitment to building on the Pfizer history.
• Encourage personal and professional growth and achievement.
• People are motivated by positive intentions.
• People should be treated fairly and with respect.

Task
Why do you think Pfizer respects and values people?

What are the benefits of treating co-workers with respect?

What kind of behaviors and actions would indicate that you show respect to others?

customer focus community respect for people performance collaboration leadership integrity quality innovation
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Customer Focus

Definition
“We are deeply committed to meeting the needs of our customers and constantly focus on customer 
satisfaction. We take genuine interest in the welfare of our customers, whether internal or external. 
We recognize that we can prosper only if we anticipate and meet customer needs, respond quickly to 
changing conditions, and fulfill customer expectations better than our competitors. We seek long-term 
relationships based on our comprehensive understanding of all our customers’ needs and on the value 
we provide through superior products and services.”

Key Points
• A deep commitment to meet customer needs.
• Constant focus on customer satisfaction.
• Genuine interest in the welfare and needs of customers.
• Continuously serve the customer better than the competition.
• Long-term relationships with customers.
• Confidence in superior products and services. 
• Adaptability in responding to changing customer needs.

Task
What can you do to improve your relationships with your internal and/or external customers?

How could your team, department, or district serve customers more effectively (try to be innovative)?

What are the benefits to you, your team, and your customer by being focused on the customer’s needs?

customer focus community respect for people performance collaboration leadership integrity quality innovation



23

Leadership Excellence

Collaboration

Definition

“We know that to be a successful company we must work together, frequently transcending 
organizational and geographic boundaries to meet the changing needs of our customers. We want 
all of our colleagues to contribute to the best of their abilities, individually and in teams. Collaboration 
improves the quality of decisions and increases the likelihood that good decisions will be acted upon. 
Collaboration sustains a spirit of excitement, fulfillment, pride, and passion for our business, enabling us 
to succeed in all of our endeavors and continually learn as individuals and as a corporation.”

Key Points
• Improves the quality of decisions.
• Sustains the spirit of excitement and passion for the business.
• Enhances the success and continual learning of team members and the organization.
• Promotes flexibility to meet the customer’s needs.
• Encourages a shared learning environment.
• Supports our need to “belong” and be a part of a group.
• Sustains job satisfaction for many people.
• Encourages trust and support.
• Allows for mutually effective solutions to differences.

Task
How can an employee promote teamwork? 

How can a leader promote teamwork?

What are the key ingredients of a high performance team?

What are the obstacles and barriers to effective teamwork in your group?

customer focus community respect for people performance collaboration leadership integrity quality innovation
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Leadership

Definition
“Leaders advance teamwork by imparting a clarity of purpose, a shared sense of goals, and a joint 
commitment to excellence. Leaders empower those around them by sharing knowledge and authority, 
and by recognizing and rewarding outstanding individual effort. We are dedicated to providing 
opportunities for leadership at all levels in our organization. Leaders are those who step forward to 
achieve difficult goals, envisioning what needs to happen and motivating others. They utilize the 
particular talents of every individual and resolve conflict by helping others to focus on common goals. 
Leaders build relationships with others throughout the company to share ideas, provide support, and 
help assure that the best practices prevail throughout Pfizer.”

Key Points
• Impart clarity of purpose, shared sense of goals, and a joint commitment to excellence.
•  Empower others by sharing knowledge and authority, and recognizing and rewarding individual 

team member effort.
• Provide opportunities for leadership at all levels of the organization.
• Willing to step forward to achieve difficult goals.
• Willing to develop leadership capabilities.
• Confidence in being assertive and sharing one’s perspective.

Task
Think of an effective leader you know. What makes them a good leader?

How can you demonstrate leadership in your team?

Why do you want to be a leader?

customer focus community respect for people performance collaboration leadership integrity quality innovation
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Performance

Definition
“We strive for continuous improvement in our performance. When we commit to doing something, we 
will do it in the best, most complete, most efficient, and most timely way possible. Then we will try to 
think of ways to do it better the next time. We will measure our performance carefully, ensuring that 
integrity and respect for people are never compromised. We will compete aggressively, establishing 
challenging but achievable targets and rewarding performance against those targets. We wish to attract 
the highest caliber employees, providing them with opportunities to develop to their full potential and to 
share in the success that comes from winning in the marketplace.”

Key Points
• Strive for and be an example of continuous improvement.
•  Understand what drives performance success (business unit goals, business plan, and mission).
• Not just meet, but exceed expectations.
• Compete aggressively while maintaining ethical standards.
• Develop and coach employees.
• Look for ways to complete difficult tasks rather than excuses or ways to avoid them.

Task
How can leaders encourage and support continuous performance improvement efforts of others?

What can you do to take your performance to the next level?

What gets in the way of moving to the next level of performance?

How can you work through or around these barriers?

customer focus community respect for people performance collaboration leadership integrity quality innovation
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Community

Definition
“We play an active role in making every country and community in which we operate a better place to 
live and work. We know that the ongoing vitality of our host nations and localities has a direct impact on 
the long-term health of our business. As a company and as individuals, we give of ourselves to serve the 
needs of communities and people in need throughout the world.”

Key Points
• An active role in making communities better places.
• Encourage and support others who are involved in the community.
• Participation in associations and societies.
• Contribution of resources to the community.
• Ensuring the vitality of nations that impact the business.
• Serving the needs of communities and people around the world.

Task
Why do you think it is important to value community?

What are the benefits to you, your team, and your customers if we make our communities a priority?

 

customer focus community respect for people performance collaboration leadership integrity quality innovation
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Quality
Is ingrained in the work of our colleagues and all our Values. We are dedicated to the delivery of quality 
health care around the world. Our business practices and processes are designed to achieve quality 
results that exceed the expectations of all of our stakeholders.

Begin and finish every project by asking:

•  What are we doing to make everything we do better?

•    Would we be confident if our parents, children, friends or neighbors were taking our 
medicine?

We demonstrate quality when…
 
•  We live ALL of the Pfizer values.
 
•  We realize that improvement is a continuous process.
 
•  We meet and exceed our customers needs.
 
•  We strive to produce ideas, products, and relationship that last.
 
•  We hold all Pfizer colleagues accountable to the highest standards.

customer focus community respect for people performance collaboration leadership integrity quality innovation
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Activity: 20 Minutes  

• Each table is assigned 2 values.

•  Answer the questions in the PW relevant to your assigned values  
on the flip chart – 5 minutes

• Share with the whole group.
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Head, Heart and Guts  
Leadership

“Get me more leaders who are smart, have good people skills, 
and have the courage of their convictions.”

– Fortune 500 CEO
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We are evolving how we think about leadership

V
 U

 C
 A Volatile

The environment demands you react 
quickly to ongoing changes that are 
unpredictable and out of your control

Uncertain The environment requires you to take 
action without certainty

Complex The environment is dynamic with many 
interdependencies

Ambiguous The environment is unfamiliar, outside 
of your expertise
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Leadership @ Every Level includes simple, clear behaviors applicable 
to all colleagues and organized by Head, Heart and Guts 

HEAD HEART GUTS

Decisive
Manage complexity to make 

timely, informed decisions

Connected
Collaborate with others to 
accomplish shared goals

Courageous
Consistently demonstrate 

accountability and integrity 
in the face of challenges

Focused
Develop impactful  

short and long term 
solutions for our customers 

and patients

Inspiring
Motivate and develop self 

and others to move the 
business forward

Resilient
Respond to change with 

agility, optimism and 
innovation

Functional Behaviors
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Head Heart & Guts is a holistic leadership framework that can 
be leveraged by leaders at all levels to reinforce our culture and 
accelerate our performance

HEAD
Deliver innovative & 
strategic solutions

• Rethinking the way things are done

• Reframing boundaries when necessary

•  Understanding the complexities of a global world

•  Thinking strategically without losing site of  
short term goals

HEART
Engage, collaborate 
and develop others

• Balancing people and business needs

• Creating trust

•  Developing true compassion in a diverse workplace

•  Creating environments in which people can  
be truly committed

GUTS
Do the right thing

• Taking risks with incomplete data

• Balancing risk and reward

•  Acting with unyielding integrity in spite of  
the difficulty

• Persevering in the face of adversity



33

Leadership Excellence

Activity: 10 Minutes  

Please reflect per table on the assigned Leadership Behaviors

•  In a creative way (drawing, role play ,…) describe what these Leadership Behaviors mean for you 
(ex. Being decisive for us is…)

•  Find also a famous figure, character,… representing each of the Leadership Behaviors

•  As a team be ready to share with the big group

HEAD Decisive and Focused

HEART Connected and Inspiring

GUTS Courageous and Resilient
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Pfizer Managers demonstrate Head, Heart and Guts as follows:

HEAD HEART GUTS
Decisive: Manage complexity to 
make timely, informed decisions

Connected: Collaborate with 
others to accomplish shared goals

Courageous: Consistently 
demonstrate accountability and 
integrity in the face of challenges

•  Is an agile learner who synthesizes 
complex information to determine 
the best course of action.

•  Holds self and others accountable 
for making decisions based on 
appropriate data and sound 
reasoning.

•  Drives decisions forward with a 
sense of urgency.

•  Solicits multiple stakeholder 
perspectives and approaches to find 
optimal solutions.

•  Determines appropriately when to 
delegate decisions to others.

•  Connects with colleagues of all 
backgrounds by taking a genuine 
interest in their needs and concerns.

•  Promotes healthy debate by 
encouraging others to seek, stay 
open to, and learn from diverse 
perspectives.

•  Articulates and emphasizes the 
team’s shared goals and purpose. 

•  Collaborates with the right 
colleagues across boundaries to 
accomplish shared goals.

•  Builds effective professional 
relationships with internal and 
external stakeholders and decision 
makers.

•  Shows consistency between words 
and actions, gaining people’s trust 
and respect. 

•  Models reliability and holds others 
accountable for their agreements.

•  Addresses difficult issues directly 
with courage and candor.

•  Demonstrates conviction in 
own ideas, even when they are 
unpopular.

•  Demonstrates self-awareness by 
discussing vulnerabilities, limitations 
or mistakes.

Focused: Develop impactful  
short and long term solutions for 
our customers and patients

Inspiring: Motivate and develop 
self and others to move the 
business forward

Resilient: Respond to change 
with agility, optimism and 
innovation

•  Holds self and others accountable 
for consistently meeting needs of 
customers and stakeholders.

•  Demonstrates understanding of and 
acts to promote the long-term, big 
picture view of the business. 

•  Develops and pursues strategies that 
will create sustainable value.

•  Translates Pfizer’s vision and 
strategy into individual and team 
goals. 

•  Challenges self and others to 
identify and develop alternative 
solutions. 

•  Challenges self and others to 
achieve results and consistently raise 
the bar of expectations.

•  Inspires others to find meaning 
in the work by sharing passion for 
Pfizer’s mission and contributions to 
society. 

•  Provides praise, recognition, and 
visibility for strong performance.

•  Provides constructive real-time 
coaching to colleagues.

•  Encourages and enables others to 
build skills and develop their careers.

•  Finds solutions and makes decisions 
despite incomplete information.

•  Inspires others to support change 
efforts by explaining the purpose 
and helping others navigate through 
it.

•  Demonstrates optimism and guides 
the team forward during transitions 
or difficult circumstances. 

•  Adapts or shifts priorities in response 
to the needs of clients, constituents, 
or the organization.

•  Role models an openness to learning 
from mistakes and taking well-
reasoned risks. 
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Activity: 10 Minutes  

Please consider at your tables the below questions and be ready to share 

• How can we as a leadership team demonstrate whole Leadership at IKKT site? 

•  Specify which actions you will take to support the behaviors that will make the transformation a 
success?

• Please share concrete examples!

HEAD Decisive and Focused

HEART Connected and Inspiring

GUTS Courageous and Resilient
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PARTICIPANT’S MANUAL

Important Notice
The information contained in this manual deals with general suggestions 
for handling employment-related problems; however, it does not consist of 
legal advice or services. As particular problems develop, employers and their 
representatives should contact counsel for advice as indicated throughout 
the Professional Global Workplace™ for Leaders program.

This manual is protected by the copyright laws of the United States; its 
contents may not be duplicated, copied, or extracted in any manner or in any 
part by any person and/or any organization unless written permission has 
been first obtained from an officer of Employment Learning Innovations, Inc., 
of Atlanta, Georgia.

Employment Learning Innovations, Inc.
770-319-7999
www.eliinc.com

PROFESSIONAL GLOBAL WORKPLACE™ FOR LEADERS
Table of Contents



© Copyright 2011 •  All rights reserved.   |   Employment Learning Innovations, Inc., Atlanta Georgia

39

Leadership Excellence

FOR LEADERS

pg

Introduction 



40

Leadership Excellence

© Copyright 2011 •  All rights reserved.   |   Employement Learning Innovations, Inc., Atlanta Georgia

FOR LEADERS

pg
FOR LEADERS

pg

BY THE CONCLUSION OF THIS COURSE, YOU 
SHOULD LEARN THESE SKILLS:

Understand how professional, fair conduct relates 
to and furthers the mission of the organization and 
affects business performance.

1
Define when and how conduct, behavior, and 
performance are governed by organizational 
policy, the code of conduct, and the organization’s 
global standards.

2
 Identify when you have a responsibility to take 
action to address workplace issues.3
Apply the Professional Global Workplace™ models to 
ensure professional treatment in the workplace.4
 Incorporate the concepts of Professional Global 
Workplace™ into the activities of your team, unit, 
and/or department.

5

PROFESSIONAL GLOBAL WORKPLACE™ FOR LEADERS
Course Objectives
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A Workplace Meeting

In this scenario, were there any behaviors that concerned you? If so, list them below.

MelikCamille
(manager)

Conrad
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Unprofessional Behavior Triangle

UNPROFESSIONAL BEHAVIOR IN 
TODAY’S WORKPLACE 

OUTCOMES OF UNPROFESSIONAL BEHAVIOR
• Decreased Efficiency
• Low Morale
• Brand Damage
• Low Productivity
• Reduced Engagement
• Decreased Performance

• Turnover
• Distrust
• Increased Disruption
•  Accidents or Safety Concerns
• Decline in Quality
• Lawsuits and Claims

BULLYING/MOBBING

ILLEGAL

UNJUST

UNWELCOMINGRUDE

DISRESPECTFUL

VIOLATING THE CODE
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Harassment and Discrimination

Harassment occurs when one or more workers or managers 
are repeatedly and deliberately abused, threatened, and/or 
humiliated in circumstances relating to work.

Harassment and violence may be carried out by one or more 
managers or workers with the purpose or effect of violating a 
manager’s or worker’s dignity, affecting his/her health, and/or 
creating a hostile work environment.

Discrimination exists when, based on personal characteristics, 
employees are treated differently in regard to any term, 
condition, or privilege of employment than co-workers who 
hold a similar position.

WHAT IS HARASSMENT?

WHAT IS DISCRIMINATION 
(UNFAIR TREATMENT)?



44

Leadership Excellence

© Copyright 2011 •  All rights reserved.   |   Employement Learning Innovations, Inc., Atlanta Georgia

FOR LEADERS

pg
FOR LEADERS

pg INTRODUCTION 
Global Leader Actions

GLOBAL LEADER ACTIONS

BENEFITS OF GLOBAL LEADER ACTIONS

Increase trust
Build teamwork

Increase retention
Increase productivity

Create brand ambassadors

MODEL
THE

VALUES

COMMUNICATE
AND

INTEGRATE

HOLD
ACCOUNTABLE

BUILD
AN OPEN
CULTURE

FOLLOW UP
AND

REINFORCE



© Copyright 2011 •  All rights reserved.   |   Employment Learning Innovations, Inc., Atlanta Georgia

45

Leadership Excellence

FOR LEADERS

pg
FOR LEADERS

pg INTRODUCTION 
Global Management Guidelines

Though Professional Global Workplace™ for Leaders covers a wide range of 
issues, you only need to remember a few simple rules to manage fairly and 
professionally. 

PGWL0917GUIDEPOST

1  Be Careful with Words 
and Actions

2 Document

3 Get Help

4  Be Consistent and
Professional

5 Welcome Concerns

© Copyright 2011 • All Rights Reserved • Employment Learning Innovations, Inc. • Atlanta, Georgia

GLOBAL LEADER GUIDELINES
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Be Careful with Words and Actions

 Monitor comments, jokes, and behavior in the workplace. 
They should never contain any references to personal 
characteristics. The following are a few examples of personal 
characteristics: race, sex, religion, national origin, and 
disability. Pointing out personal characteristics can be divisive 
and create a hostile work environment. Instead, you should 
create a professional environment where everyone feels that 
he/she is treated with respect and dignity.

 Do not humiliate any employee. Avoid yelling, making 
threats, or physical violence in any business situation.

 Treat your employees like you treat your customers. The 
same standards of business behavior you use in developing 
and maintaining relationships with valued clients should be 
used with your employees.

 Do not engage in offensive or unwelcome behavior. Words 
and actions apply not only to verbal statements but also to 
all forms of workplace communication, including e-mails, 
Internet material, posters, calendars, etc.

 Understand, follow, and enforce organizational policies 
and codes of conduct at all times. These policies provide the 
guidelines for the way you should conduct yourself at work.

HOW CAN I BE CAREFUL WITH WORDS 
AND ACTIONS?
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 Inappropriate comments and related behaviors may have the 
following results:

 Damage employee trust in your capabilities as a 
manager and divide the workforce

Destroy your credibility

 Create an uncomfortable work environment

 Damage the organization’s reputation in the industry 
and impact its ability to retain and attract the best 
talent

 In some instances, establish liability for unlawful 
behavior

GLOBAL MANAGEMENT GUIDELINES
Be Careful with Words and Actions

WHAT ARE THE BUSINESS REASONS BEHIND 
BE CAREFUL WITH WORDS AND ACTIONS?

T H E  B U S I N E S S  L I N K

You would not make offensive comments to 

a customer with regard to his/her personal 

characteristics. Employees have a right to work in 

a setting where they do not 

have to fear inappropriate 

conduct based on personal 

characteristics.
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Document

 Follow organizational policies and practices 
for preparing documentation. As a leader 
within the organization, your compliance with 
standards and policies ensures consistent and 
appropriate action.

 Gather all facts before making business 
decisions. Document the information you 
obtain.

 Document only the facts. Never, under any 
circumstances, falsify, backdate, or in any 
other way change a document. Such actions 
can damage the organization’s credibility and 
integrity.

 Keep accurate and timely records of workplace 
activities. Include dates, names, and detailed 
accounts of events and individuals involved.

HOW DO I DOCUMENT?
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Document

Generally, a document should contain the facts of the 
situation. The following general checklist can help 
you create effective documentation.

Date document was created

Name of person creating document

 Purpose of documentation (e.g., written 
warning, lodging a complaint, summarizing a 
meeting, etc.)

Critical facts of situation: Who, What, When, 
Where, Why, and How

Statement of expectation, problem, and 
 consequences

How the event impacted business

References to relevant policies and procedures 
(attach copies)

 References to past documentation relevant to 
the event (attach copies)

Plan for follow-up

A manager does not have to create documentation 
alone. Get Help to make sure a document contains 
everything that it should. Having others review 
your document can also make the document more 
credible.

WHAT MAKES EFFECTIVE DOCUMENTATION?
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Document

 Good documentation ensures consistency 
in employment practices throughout the 
organization. 

 Documentation is more accurate than memory. 
If you are asked for details about an incident 
months or years after it occurs, effective 
documentation of the event adds to your 
credibility.

WHAT ARE THE BUSINESS REASONS 
BEHIND DOCUMENT?

If a customer complains about a product or 

service, you record the complaint, look into it, 

and keep proof of the complaint for later 

reference. You should handle an 

employee’s complaint in a 

similar manner.

T H E  B U S I N E S S  L I N K
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Document

Is It Fact or Speculation?

Just as managers should Be Careful with Words and Actions when responding to workplace 
events, they should also be certain to Document situations as accurately as possible. Given 
the limited time most managers have to Document workplace situations and the sometimes 
emotional issues that they must make note of, how can managers ensure they are recording 
facts in a credible and professional manner?

FACT

Reveal who, what, when, where, why  (if it 
is known), and how.

EX: “At today’s meeting, Hans excused 
himself five minutes before his 
presentation and did not return.”

Can be backed up by evidence.

EX: “Inga made a three-hour personal 
call.” (Can access phone records to prove 
whom Inga is calling and for how long.)

Are precise.

EX: “Boris saved our department $4,000 
by suggesting the new vendor.”

Focus on specifics.

EX: “On Wednesday, Anaya wore 
sweatpants to work. For the second 
time this week, I sent her home for 
violating the dress code.”

Are absolutes.

EX: “Min and Yung were both in the 
break room when the argument 
started.”

SPECULATION

Draws conclusions based on who, what, 
when, where, and how.

EX: “At today’s meeting, Hans was too 
nervous to give his presentation.”

Cannot be proved.

EX: “Inga talks on the phone too much.” 
(How much is “too much”? 45 minutes? 
Six hours? There is no way to prove this.)

Is vague.

EX: “Boris is a valuable employee.”

Makes generalizations.

EX: “Anaya never dresses appropriately. 
I always have to send her home.”

Contains gray areas or opinions.

EX: “Min antagonized Yung in the break 
room.”
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Get Help

 Refer to the organization’s policies and 
procedures. They outline the recommended 
course of action with regard to topics such as 
these:

• When and how to gather facts

•  What options are available to employees
who feel they have been unfairly treated

•  Whom to notify when a situation arises that
has the potential to harm the workplace
environment

 Contact the appropriate person or department 
(For example - Human Resources, Legal) when 
you are required to address the following: 

•  Employee concerns (e.g., co-worker
harassment)

•  Workplace issues (e.g., unfair treatment
based on race, disability accommodation,
etc.)

•  Potentially high-risk situations (e.g.,
termination of an employee)

•  Areas of uncertainty regarding legal
requirements of other countries

•  Any issue where you are not certain how to
proceed

HOW DO I GET HELP?
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Get Help

Employment decisions must be consistent 
with organizational policy and past practices in 
handling comparable situations. 

 Decisions made jointly are more thorough and 
less subjective. When several individuals are 
involved in handling complaints, the employee 
is more likely to receive fair treatment.

WHAT ARE THE BUSINESS REASONS 
BEHIND GET HELP?

When various business issues arise 

(e.g., malfunctioning equipment, financial 

inconsistencies, etc.), you call an expert for 

help. You should handle employment 

issues in the 

same manner.

T H E  B U S I N E S S  L I N K
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Be Consistent and Professional

 Know the organization’s policies. Key policies 
on unfair treatment, harassment, workplace 
behavior, and other topics provide specific 
action steps and complaint procedures for both 
managers and employees.

Maintain credibility. It is essential for the 
credibility and reputation of both the manager 
and the organization that issues related to 
harassment, unfair treatment, and retaliation are 
dealt with promptly and professionally to ensure 
a respectful work environment.

 Base employment decisions on sound business 
reasons and policy. 

 Focus on employees’ capabilities when making 
employment decisions. Employees’ skills, 
qualifications, and other job-related criteria 
should be considered when making decisions 
regarding hiring, promotions, salary reviews, etc.

 Focus on the problem, not the person 
involved. Do not make assumptions about an 
employee based on past interactions or personal 
knowledge.

 Gather facts and Get Help before acting.

HOW CAN I BE CONSISTENT 
AND PROFESSIONAL?
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Be Consistent and Professional

 Inconsistent or unprofessional treatment of 
employees hurts the organization’s ability to 
objectively measure individual talent. As a result, 
qualified employees may be denied promotions, 
and turnover rates could increase. 

  Consistency and professionalism from its 
managers greatly enhances the organization’s 
ability to build and maintain a global presence 
and a positive reputation.

WHAT ARE THE BUSINESS REASONS BEHIND 
BE CONSISTENT AND PROFESSIONAL?

Just as you would never yell at or get angry 

with a customer, you should react with the 

same degree of professionalism in dealing 

with employment problems. Employees 

deserve the same consideration 

and respect granted to all 

parties with whom you 

conduct  business.

T H E  B U S I N E S S  L I N K
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 Make yourself approachable and accessible to 
employees daily.
Encourage them to bring their suggestions, 
problems, and concerns forward — even if those 
problems are about their relationships with you. 

While listening to a concern, be patient and 
allow the employee time to express the 
concern/issue. 
Make sure outside distractions are minimized. 
Express concern for employees’ feelings, and 
ask them how their concerns are affecting their 
performance.

 Communicate other options for help.
Let employees know that the organization has 
multiple resources for raising concerns.

HOW CAN I WELCOME CONCERNS?

GLOBAL MANAGEMENT GUIDELINES
Welcome Concerns
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Welcome Concerns

 A welcoming environment establishes trust 
with your employees, which in turn increases 
morale, enhances employee productivity, and 
solves problems before they poison the work 
environment.

 Encouraging employees to speak up can help 
you proactively prevent, detect, and correct 
situations before they lead to negative business 
outcomes.

WHAT ARE THE BUSINESS REASONS 
BEHIND WELCOME CONCERNS?

If a customer knew of a serious problem with your 

organization’s product or service, you would want 

to know about it so that you could correct the

 issue. Concerns from your internal “customers” – 

your employees – should be 

just as important.

T H E  B U S I N E S S  L I N K



58

Leadership Excellence

© Copyright 2011 •  All rights reserved.   |   Employement Learning Innovations, Inc., Atlanta Georgia

FOR LEADERS

pg

“Some Meeting” 



© Copyright 2011 •  All rights reserved.   |   Employment Learning Innovations, Inc., Atlanta Georgia

59

Leadership Excellence

FOR LEADERS

pg
FOR LEADERS

pg “SOME MEETING…”
A Request for Assistance

Read the following e-mail sent to you by Peter Sem, a fellow manager. 

Helen Finkler’s Performance Record

From: Peter Sem
To: Manager
Subject: Helen Finkler’s Performance Record

Hi,

I need your advice concerning a member of my department who is not meeting the minimum 
standards for performance.

Helen Finkler has had problems getting her reports turned in on time and has not completed other 
assignments properly. Co-workers have also complained about her performance and abrupt behavior. I 
have been trying to coach her to better performance but without any results.

The following summarizes Helen’s history in my department over the last nine months:

•  Received three verbal warnings regarding her declining and sub-standard performance, 
indicating areas where she needs to improve

•  Received two written warnings documenting her low productivity. These warnings 
were delivered in face-to-face meetings with Helen.

•  Four co-workers complained that Helen is difficult to work with.

• Attended two performance improvement training classes

Helen’s performance has not improved. What steps should I take at this point?

Regards,
Peter Sem
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A Request for Assistance

Please list what Peter has done so far in managing Helen’s performance issues.

List what Peter’s next steps should be.
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Keys to Global Leadership

Psychological harassment is humiliating or abusive conduct, 
comments, actions, or gestures that are hostile or unwanted; 
that affect the person’s dignity or psychological integrity; 
and that result in a harmful work environment. Psychological 
harassment is repetitive, although a single serious incident 
may also constitute harassment. Examples of psychological 
harassment may include the following:

 Making rude, humiliating, or offensive remarks

 Making gestures that seek to intimidate others

 Embarrassing an employee by spreading rumors, 
ridiculing him/her, or questioning his/her beliefs or 
private life

 Humiliating an employee by forcing him/her to perform 
tasks that are below his/her skills

 Preventing an employee from expressing himself/
herself, constantly interrupting him/her, or prohibiting 
him/her from speaking with others

 Isolating an employee by no longer talking to him/her, 
ignoring his/her presence, or separating him/her from 
others

Psychological harassment may come from a supervisor, a 
co-worker, a group of co-workers, a customer, or a vendor. It 
includes all other forms of harassment, such as sexual or racial 
harassment.

WHAT IS PSYCHOLOGICAL HARASSMENT?
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Keys to Global Leadership

Sexual harassment occurs when an employee suffers 
insensitive, inappropriate, or unfair treatment due to a verbal 
or nonverbal sexually charged environment. It can involve 
either situations between males and females or same-
sex interactions. Sexual harassment can be in the form of 
psychological harassment or what is sometimes referred to 
as “quid pro quo” sexual harassment. An example of “quid 
pro quo” sexual harassment is when a manager or supervisor 
makes it clear to an employee that his/her job and/or job 
benefits are dependent upon an exchange of sexual favors. 
The following are examples:

 The manager promises an employee a promotion 
if the employee agrees to date him/her. When the 
employee refuses to date the manager, the promotion 
is subsequently denied.

 The manager threatens to relocate an employee who 
refuses his/her sexual advances. When the employee 
does refuse, he/she is subsequently relocated.

WHAT IS SEXUAL HARASSMENT?
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Keys to Global Leadership

Third-party harassment refers to any instance in which 
a person not employed by the organization subjects an 
employee to psychological or physical harassment. The 
following are a few examples of third parties:

       Clients

       Contractors

       Vendors

       Customers

    Consultants

        Any other parties not employed by the organization

Third parties should maintain professional behavior when 
interacting with employees. Management creates risk when it 
is aware of inappropriate third-party interactions and fails to 
respond appropriately.

Third-party harassment or discrimination may occur in these 
situations:

       A contract employee continues to ask an employee on 
dates, even after the employee has asked him/her to stop.

    A client makes negative ethnic comments toward his/
her sales representative and requests to be serviced by 
someone of a different ethnicity. 

WHAT IS THIRD-PARTY HARASSMENT?

WHAT ARE SOME EXAMPLES OF THIRD-
PARTY HARASSMENT?
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Keys to Global Leadership

As a manager, you are responsible for creating and 
maintaining a professional work environment that is free 
of harassment, unfair treatment, and retaliation. If you 
become aware that a third party is harassing an employee, 
you should take immediate action to intervene and stop the 
harassment by addressing the inappropriate behavior. Taking 
action to stop harassment ensures an environment where 
employees feel respected and can contribute their best to the 
organization. 

As a leader in the organization, it is your responsibility 
to create a professional work environment for all your 
employees. If you do not know how to address the issue, Get 
Help from the appropriate resource. 

HOW SHOULD I RESPOND TO 
THIRD-PARTY HARASSMENT?
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Keys to Global Leadership

Clearly understand and frequently Communicate and Integrate 
organizational policy regarding harassment. As a manager, you have 
a responsibility to respond to problems promptly and adequately. 

 Do not talk with employees about sex. Model the Values by avoiding 
joking about sex, teasing employees about sex, making gestures to 
employees that could reasonably be perceived as sexual, asking about 
their sexual habits, or sharing information about yours. Making sexual 
comments to your employees could make them uncomfortable, and 
they may not feel they can tell you because you are their manager. 
This creates an uncomfortable work environment for employees and 
damages your credibility as a manager. If you mistakenly behave 
in a manner that could be considered offensive, do not hesitate to 
apologize. Emphasize that the behavior will not be repeated and act 
accordingly. 

 Do not allow inappropriate materials to be displayed anywhere in 
the workplace. This includes calendars, posters, cartoons, faxes, and 
other written materials.

 Do not make remarks, no matter how innocent they may seem 
to you, that might give the impression that sex is part of the job 
expectation. For example, never say, “Be nice to me, and maybe I’ll 
consider you for that promotion.” 

Welcome Concerns from any employee who feels harassment or other 
unprofessional conduct is an issue in the workplace.

HOW DO I MINIMIZE THE RISKS OF SEXUAL HARASSMENT?
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Cases from Around the Globe

South African Company Dismisses Manager for Sexual Harassment

A 23-year-old female contractor was assigned to work on a project for Campbell Scientific Africa in 
Botswana. While she was working there, a 48-year-old installation manager employed by Campbell 
told the contractor he felt lonely and asked her to come to his room. She immediately rejected his 
advances. The manager then inquired whether she had a boyfriend, and the contractor confirmed 
that she did. Upon hearing this, the manager told her to call him later that night if she changed her 
mind about his proposition. 

When Campbell Scientific learned of this conversation, it began disciplinary proceedings against the 
manager. He admitted to half-jokingly asking the contractor, “Do you want a lover tonight?” and that 
when she refused, he told her that she should come to his room and that they could take a few 
photographs of the town. After an investigation, Campbell Scientific dismissed the manager for 
sexual harassment. The manager disputed the dismissal, but the Labor Appeal Court of South Africa 
upheld his dismissal, ruling that his conduct was sexual harassment even though it was not physical 
and occurred during one incident.

Campbell Scientific Africa (Pty) Ltd v. Adrian Simmers and Others (CA 14/2014, 23 October 2015).

Court Rules Against Israeli Post Office Manager in Sexual Harassment Case

A temporary worker at the Benei Berak branch of the Israeli post office claimed the post office 
manager habitually visited her at her apartment and had sexual intercourse with 
her against her will. The worker further alleged that in exchange for sexual intercourse, 
the post office manager promised to help her obtain a temporary worker status in the civil service. 
This went on for several months until the temporary worker, who felt humiliated and exploited, 
ended the relationship. In response, the post office manager did not allow her to continue her 
temporary employment in the civil service. The temporary worker then filed a charge of sexual 
harassment against the manager. 

The Supreme Court ruled that the manager abused his authority for the purpose of sexual 
harassment even though he did not directly threaten the complainant. Since the manager held a 
position of considerable power over the complainant and was approximately 20 years older than 
she, her consent to the sexual acts was not voluntary or genuine because it was only given as a result 
of the manager’s abuse of authority. 

State of Israel v. Avraham Ben-Hayim CSA 4790/04.
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How should Param respond to Kumar’s concern? List the steps Param should take in the 
space provided below.

Param
(manager)

Kumar

“YOU KNOW HOW THE WORK GROUP IS.”
A Workplace Meeting
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A Duty to Act

When managers are aware of conduct suggesting a violation 
of policy, law, or safety regulations, they have a Duty to Act. 
Your Duty to Act arises through these channels:

Direct complaints from employees

 Third-party reports (from someone other than the 
affected employee)

 Direct observation of a possible violation

Inappropriate conduct directed at employees on the job is 
conduct that the organization must investigate and stop. 
The workplace also includes functions sponsored by the 
organization or events held at work or at other locations. If 
you are unsure how to handle these situations, Get Help.

When confronted with any high-risk business issue, such 
as a theft of organizational property, you would Get Help. 
The same is true for a potential harassment situation or 
evidence of unprofessional behavior. Get Help and address 
the situation when you first gain knowledge of it. By doing so, 
you minimize the disruption to the workplace and assist the 
organization in maintaining productivity.

There is short-term discomfort when discussing inappropriate 
behavior with an employee, an important customer, or 
a valued vendor, but the long-term result is employee 
protection, a more positive and productive workforce, and 
the organization’s continued success in the marketplace.

WHEN DO I HAVE A DUTY TO ACT? 
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A Duty to Act

To carry out your Duty to Act, do one or more of the following:

 Immediately stop any behavior or activity that suggests a 
violation of policy and organizational responsibilities.

 If an employee brings the concern to your attention, thank 
the employee and let him/her know that the organization will 
maintain confidentiality to the extent possible and that only 
those with a business need to know will be informed of the 
concern.

  Get Help. Speak with upper management, Human Resources, or 
another appropriate source to help make consistent decisions. 

 Refer to the organization’s policies for guidance on your 
responsibilities and how to proceed.

HOW DO I CARRY OUT MY DUTY TO ACT?
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Application Exercise

Read the scenarios below and respond to the questions which follow.

1. Your employee, Natalia, tells you that one of her clients is making offensive comments
about where she is from.

Do you have a Duty to Act?

What should you do?

2.  Henri comes to you upset. He tells you that Nicole, one of his co-workers, has posted
demeaning comments about him on her public page. Included in the comments are
profane remarks about Henri’s sexual orientation and an open invitation to anyone
who wishes to beat up Henri.

Do you have a Duty to Act?

What should you do?
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Application Exercise

Read the scenarios below and respond to the questions which follow.

3.  You overhear two employees having a disagreement about a project that they are both
working on. Although they are not yelling or calling each other names, you can tell they
are upset.

Do you have a Duty to Act?

What should you do?

4.  You witness one of your employees cornering a vendor, putting his hand on her
shoulder, and whispering in her ear.

Do you have a Duty to Act?

What should you do?
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Cases from Around the Globe

Argentine Court Rules that Company Failed to Comply with Preventative 
Obligations

An employee at Tam Linhas Aéreas in Argentina claimed her general manager regularly 
humiliated and harassed her by shouting at her during meetings and sending emails to others 
that discredited her. Tam did not take any action to address the general manager’s treatment of 
the employee. 

The Court ruled in favor of the employee, finding that she was subjected to emotional abuse. 
This is defined under relevant Argentina law as any action, failure to act, or behavior intended 
to cause, whether directly or indirectly, physical, psychological, or emotional damage to an 
employee, in the form of a threat or actual action, committed by people in a higher, equal, or 
lower position. The Court based its ruling, in part, on Tam’s failure to comply with its preventive 
obligations of monitoring employees to maintain a healthy working environment and its 
obligations to take the necessary measures to deal with such situations.

Pavlovic Gabriela Marisa v. Tam Linhas Aéreas S.A. et. al. 

Canadian Employer Held Liable for Failure to Stop Sexual Harassment

A Canadian woman was awarded roughly CAD $30,000 after her employer failed to act in 
response to her claims of sexual harassment. The woman filed a report of sexual harassment 
against her supervisor after he attempted to massage her neck while they were working. The 
company said it would look into the matter but ultimately told the woman that she and her 
supervisor should “work it out.”

Based on the company’s failure to investigate and take action on her claims, the woman brought 
a charge of sexual harassment to the Canadian Human Rights Tribunal. The Tribunal found that 
the company had a duty to prevent sexual harassment; specifically, the Tribunal held that the 
employer had an obligation to conduct a thorough investigation after receiving the woman’s 
complaint. Because of the company’s inaction and the supervisor’s inappropriate conduct, both 
the supervisor and the company were held liable for the CAD $30,000 damage award.

Daniel A. Lublin, Employers must ensure a harassment-free workplace, Metro Canada, 
July 14, 2010. 
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Which Global Management Guidelines were violated and how?

“I’VE HEARD ENOUGH BRILLIANT IDEAS.”
A Departmental Meeting

Chi
(manager)

Li Lan



76

Leadership Excellence

© Copyright 2011 •  All rights reserved.   |   Employement Learning Innovations, Inc., Atlanta Georgia

FOR LEADERS

pg
FOR LEADERS

pg “I’VE HEARD ENOUGH BRILLIANT IDEAS.”
A Letter to the Board

My name is Li Huang, and I am writing because I want you to know 
the reasons for my recent resignation. I was with the organization 
for seven years. During that time I had three different leaders. I have 
never received anything less than an “above average” rating on my 
performance evaluations; in fact, my last three evaluations were 
“excellent.”

However, for the last 16 months, Chi Wu was my immediate supervisor. 
Mr. Wu’s behavior towards me was extremely unprofessional. He 
humiliated me in front of others constantly, for no reason. He blamed me 
for things I did not do, yelled at me for asking questions, and criticized 
things that were none of his business (like my haircut or where I grew 
up). Often, when I completed an assigned task, he would sarcastically 
express amazement that I was “smart enough to figure it out,” even 
though he rarely had to spend time explaining things to me.

His behavior often occurred in front of my co-workers, and many of 
them began to avoid me or to join in with his teasing. This made it very 
hard to do my job and was especially upsetting because I witnessed 
Mr. Wu treating some of them in the same way. Of course, he had a few 
“favorites” who were exempt from this treatment.

I was trained in the organization’s philosophy, and I believed in it. But 
when I look at how I was treated, it seems that the organization doesn’t 
enforce the philosophies and values it talks about. I want to work for a 
company that lives its values, and I’m sure my former co-workers would 
agree.

Sincerely,

Li Huang
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Keys to Global Leadership

Bullying is the persistent use of offensive behavior which 
gradually destroys an individual’s self esteem and confidence. 
It is a form of psychological harassment. Unlike constructive 
criticism or performance counseling, bullying is abusive 
and unprofessional and generally has the effect of further 
damaging a person’s performance rather than improving it. 
Bullying is not an acceptable management style and should 
never be employed to boost performance or make a point. 
While personalities may differ, managers are expected to be 
professional at all times.

 Discussing an employee’s performance in front of 
others

 Making negative comments about an employee to co-
workers

 Excluding or humiliating an employee based on his/her 
hobbies or opinions

 Insulting an employee in front of his/her peers or clients

 Shouting at or threatening an employee as a form of 
discipline

WHAT IS WORKPLACE BULLYING 
(MOBBING)?

WHAT ARE SOME EXAMPLES OF BULLYING 
BEHAVIOR?
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Keys to Global Leadership

 Causes productive, committed people to leave the organization

 Creates an unprofessional work environment

 Increases stress by gradually destroying employee self-esteem

 Decreases productivity and damages teamwork 

 Sets a tone that may lead to even worse behavior

 Discourages employees from speaking up about concerns or 
complaints

 Damages the manager’s credibility and impacts his/her ability to 
manage effectively and objectively

 Hurts the organization’s ability to attract and retain talented 
individuals by ruining its reputation

If allowed to continue, bullying behavior by managers creates a 
perception that the organization accepts such tactics as appropriate 
managerial conduct. 

WHAT IS THE BUSINESS IMPACT OF BULLYING 
IN THE WORKPLACE?

Bullying behavior in the workplace creates the following problems:
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Keys to Global Leadership

As a manager, you must make decisions on employee pay, 
work assignments, evaluations, and discipline. Because 
you make these types of decisions, your responsibility 
as a manager is to Model the Values and treat employees 
professionally. Treating employees with respect helps 
cultivate a productive work environment where everyone can 
perform at his/her best. This allows the organization to stay 
competitive in a global marketplace.

HOW CAN FAVORITISM IMPACT 
THE WORKPLACE?
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Keys to Global Leadership

 Set a positive example by being careful with your own words 
and actions. As a manager, you should maintain the highest 
standards of professionalism at all times.

  Monitor your tone, manner, and conduct. Performance 
management policies emphasize that it is not only what you do 
in your job, but how you do your job.

 Treat all employees professionally. Do not treat certain workers 
as favorites. Keeping your relationships with your employees on 
a professional level helps you establish and maintain credibility 
as a manager.

  Do not criticize employees in public. Criticism should be 
delivered in private and should be dealt with in the context of 
the organization’s performance policies and procedures.

  Use the organization’s performance review procedures to 
discuss and Document employee performance problems. 
Bullying an employee is not an effective or acceptable way to 
boost performance.

HOW CAN I DEMONSTRATE LEADERSHIP 
THROUGH MY BEHAVIOR?
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Cases from Around the Globe

Australian Employee Awarded $237,770 in Bullying Case

An assistant store manager at the Sussan Corporation in Australia was subjected to bullying 
after she began working under the supervision of new manager. During her 11 days under 
the new manager, the assistant was criticized about the state of the store, not signing up 
customers to the store’s VIP discount program, poor handwriting, failing to remove security 
tags from clothing, and not mopping the floor properly. The manager allegedly excluded the 
assistant from business management matters, ignored her offers of assistance, and warned 
her of the consequences of a decline in standards. In addition, the manager allegedly spoke 
to the assistant in an aggressive and nasty tone. In one incident, the manager allegedly 
held her hand up towards the assistant in a stop signal to tell her not to help with arranging 
sleepwear for a sale and, in another, held a mop to her face for supposedly falsely stating the 
mop was not in proper condition. 

On the fourth day, the assistant made a bullying complaint to Sussan’s Queensland business 
manager, who, instead of following Sussan’s bullying and harassment policy, responded 
by calling the manager to inform her of the assistant’s complaint. This response did not 
resolve the bullying. On the 11th day, the assistant made another complaint of bullying 
to the business manager, reporting that matters had gotten worse. The business manager 
responded by instructing the assistant to “work it out for herself.” The assistant did not return 
to work after this complaint and went into a period of prolonged mental decline during 
which she received psychiatric treatment. The Supreme Court of Queensland found that 
Sussan was negligent in permitting the manager to bully the assistant manager and that it 
had failed to enforce its bullying and harassment policy. The Supreme Court awarded the 
assistant $237,770 in damages.

Keegan v. Sussan Corporation (Aust.) Pty Ltd [2014] QSC 064. 
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Cases from Around the Globe

Italian Company Is Liable for Bullying/Mobbing Damages

An employee who was targeted by a plant director was subjected to repeated insults. The 
director often ridiculed the employee in front of co-workers, and the employee was also 
assigned less favorable jobs at the plant, such as heavy lifting at the furnace. Eventually, the 
employee was dismissed.

The Italian Supreme Court of Cassation found in favor of the employee in this mobbing case. 
The Court defined mobbing as “conduct against the employee by the employer or managers, 
prolonged over time, consisting of repeated hostile behaviors which take the form of 
discrimination or of psychological persecution, resulting in moral mortification and exclusion of 
the employee in the work place, with detrimental effects for his physio/psychological balance 
and for his personality.”

According to the Court, the company’s sole administrator “was always aware of the aggressive 
and intimidating behaviors adopted by the director against the employee, and tolerated and 
supported such behaviors without doing anything to stop them, thus consciously accepting the 
associated risks.”

The Supreme Court of Cassation, Labor section, decided with Judgment N. 7382 of 
March 26, 2010.

Court Awards Damages to Chilean Professor Bullied at Work

A Chilean professor brought suit after being subjected to extreme and continuous harassment 
at the hands of her employer. The professor was subjected to verbal insults, and her work was 
discredited in front of colleagues. Even more outrageously, the professor was barred from eating 
at work and was forced to hide in the bathroom to eat her lunch. As a result of her ill treatment, 
the professor suffered a psychological crisis and was forced to take a medical leave of absence. 

The professor filed suit against her employer in the Juzgado del Trabajo de Rancagua. The judge 
considered the offense a matter of workplace bullying and awarded the professor roughly CLP 
$15 million. The award was later reduced based on statutory limits to CLP $4.4 million.

Lopez Fernandez, Diego, Legal Protection For Victims of Workplace Harassment in Chile, 
32 Comp. Lab. L. & Pol’y J 91 (2010); see also 1 Juzgado del Trabajo de Rancagua Rol N 
91.607/22/11/2007. 
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A Departmental Meeting

List any concerns you have with this interaction.

Roger
(manager)

Kathryn Niraj
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A Message Board

POSTED ON 16 JANUARY

Roger Krug wrote:
“The traitor is someone else’s problem now. This is a huge relief. Now we can get some 
real work done.”

POSTED ON 14 JANUARY 

Roger Krug wrote:
“Today I had another meeting about the ridiculous claim that I don’t want to work with 
women. Like it’s my fault Kathryn isn’t good enough for the job. Some people just don’t 
want to accept responsibility for their own weaknesses!!!”

POSTED ON 11 JANUARY 

Roger Krug wrote:
“I got a big surprise today. Apparently, one of my employees thinks I am not treating her 
fairly. I really can’t believe this! I have done everything I can to make her feel like part of 
the team. Well, that ends today.”

Read the following entries posted on an Internet message board by Roger.
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Panel Exercise

Unfair treatment based on gender occurs when employment 
decisions are made that exclude a certain gender from the 
following:

Access to upper-level positions

 Training that qualifies them for upper-level positions

 Positions that give them necessary experience to 
qualify for an upper-level position

Retaliation occurs when an employee is disciplined or fired 
or his/her employment is adversely affected because he/she 
raised a complaint, participated in an investigation, or took 
action against the organization.

WHAT IS UNFAIR TREATMENT BASED 
ON GENDER?

WHAT IS RETALIATION? 
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Facts Supporting Kathryn Smit 

       •   Ms. Smit has worked for the organization as an information
technology specialist for five years. In her fourth year with the
company, she applied for a position as an information technology
manager.

       •   A male employee who had been with the company one year was
awarded the job. Consequently, Ms. Smit claimed that she was
denied the promotion because of her gender.

       •   After being denied the promotion, Ms. Smit filed an internal
complaint of unfair treatment based on gender against her manager,
Roger Krug. Following the complaint, Mr. Krug moved Ms. Smit from
the night shift to the day shift.

 •   Another employee applied for the day shift opening. This employee
was qualified for the position and wanted to move to the day shift.

       •   Prior to her complaint, Ms. Smit often participated in team activities,
including going to dinner together. Since filing the complaint,
Ms. Smit claims she has been intentionally left out of group activities.

       •   Mr. Krug maintains a blog in which he has written about Ms. Smit’s
allegations. On the website, he refers to her as “the traitor,” implies
that he will no longer include her in the team, and says she is
“someone else’s problem now.”

“WHAT AM I SUPPOSED TO SAY?”
Panel Exercise

To assist you in making your decision, the facts supporting Kathryn Smit are provided below.
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 “Roger and I used to have a great working relationship. But 
ever since I filed my complaint, things have changed. He 
avoids answering my questions in meetings or involving 
me in group decisions. Lately, he has a sarcastic tone, or he 
rolls his eyes when he is talking to me. And the rest of the 
team just follows his lead. We used to eat together, but it’s 
been months since I’ve been invited. And now, they talk to 
me the same way he does –if they talk to me at all.”

 “When I joined the company, I chose the night shift 
because of my family situation. My husband works during 
the day, and I needed to be there when the kids got home 
from school. But since I’m now working the day shift, we’ve 
had to put the kids in after-school care. It’s become a big 
financial hardship for us. And Roger knew this would cause 
us problems. Before all this started, I’d told him several 
times that I didn’t know what we’d do if we couldn’t split 
our work hours. He always said not to worry about it—it 
wouldn’t be hard to find someone to fill in days if we ever 
needed to.”

 “I heard about Roger’s blog from someone who works in 
another department. It’s become the latest gossip in the 
break room. What he wrote about me was very hurtful, and 
I’m really embarrassed that my complaint has been shared 
with everyone.”

Kathryn

“WHAT AM I SUPPOSED TO SAY?”
Kathryn’s Point of View

Kathryn’s Point of View
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Panel Exercise

To assist you in making your decision, the facts supporting Roger Krug are provided below.

Facts Supporting Roger Krug 

 •  During her tenure with the organization, Ms. Smit has been written
up twice for performance issues.

 •  Although the male employee who got the promotion had only been
with the organization for one year, he had seven years’ experience
as an IT manager at his prior job. The position required at least seven
years’ experience.

 •  A panel that included Mr. Krug interviewed all candidates for the
promotion. The panel unanimously agreed that the male employee
was more qualified for the job.

 •  Mr. Krug claims he switched Ms. Smit from the night shift to the
day shift because he needed to fill an empty position in the day
shift. The pay and benefits for both shifts are equal. He spoke to all
appropriate authorities before making the change.

 •  Mr. Krug claims that his blog is private and does not reflect any
business decisions he has made in the workplace.



90

Leadership Excellence

© Copyright 2011 •  All rights reserved.   |   Employement Learning Innovations, Inc., Atlanta Georgia

FOR LEADERS

pg
FOR LEADERS

pg

 “I was surprised that Kathryn thought I wouldn’t promote 
her because she’s a woman. We’ve been working together 
for five years; we’ve always been friends, and I respect 
her ability. I try to make sure we promote or hire the right 
person whenever we have openings. Her gender had 
absolutely nothing to do with it.”

 “I transferred Kathryn from the night shift to the day shift. 
We needed to fill that position immediately, and I knew that 
Kathryn was qualified for the job. I knew when I hired her 
that she took the night shift so she could be at home with 
her kids during the day. But I had to make the best decision 
for the company.”

 “This is a quote from my blog. But I don’t see what it has 
to do with this situation. It’s just something that I do in 
my personal time. I mean, sure, I may vent about work 
problems there, but it has nothing to do with the business 
decisions I make in the office.”

Roger
(manager)

“WHAT AM I SUPPOSED TO SAY?”
Roger’s Point of View

Roger’s Point of View
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Panel Exercise

ISSUE 1

As panelists, you have read and discussed the facts. If you believe Kathryn Smit was denied a 
promotion due to her gender rather than for performance reasons, you should vote for Kathryn.

______ “We vote for Kathryn.”

If you believe that Kathryn Smit was denied a promotion based on performance reasons, not 
based on her gender, you should vote for the Organization.

______ “We vote for the Organization.”

ISSUE 2

If you believe Kathryn Smit was retaliated against for filing a complaint, you should vote for 
Kathryn.

______ “We vote for Kathryn.”

If you believe that Kathryn Smit was not retaliated against for filing a complaint, you should vote 
for the Organization.

______ “We vote for the Organization.”
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Retaliation

Examples of retaliation include the following:

Assignment of undesirable tasks 

Shift change

Co-worker exclusion 

Harassment and intimidation

 Discipline

 Termination

Build an Open Culture by informing employees about the 
importance of speaking up and about the organization’s 
policies prohibiting retaliation. Managers should also be sure 
employees understand that their concerns are welcome and 
that they have choices about where to raise concerns in the 
organization. 

Be Careful with Word and Actions when you receive a 
complaint and as you are handling it. Do not react in any 
negative way to an employee who raises a concern or 
discourage the employee from raising the concern.

Be Consistent and Professional in handling any complaints 
or concerns raised by employees. Reassure employees that 
appropriate steps will be taken. Advise employees that you 
will Get Help with next steps. Also, inform the employee that 
the concern will be handled confidentially and fairly.

WHAT ARE SOME EXAMPLES 
OF RETALIATION? 

HOW CAN A MANAGER PREVENT 
RETALIATION?
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Retaliation

Your obligation to behave appropriately in the workplace 
does not change even if someone files a complaint against 
you or your organization.

 Be Careful with Words and Actions when interacting with 
employees.

 Get Help if you have questions or concerns about the 
complaint and/or the investigation.

 Be Consistent and Professional in all business decisions, 
including those that involve the employee who filed 
the complaint. 

WHAT IF A COMPLAINT IS FILED AGAINST 
YOU OR YOUR ORGANIZATION?
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Cases from Around the Globe

Company Retaliates after Former Employee Files Unfair Dismissal Claim

An employee who worked as a car body repairer at Rowstock in the United Kingdom was 
given two weeks’ notice after a director told him that the company did not want to employ 
men over the age of 65. The employee filed a claim of unfair dismissal in response to his 
termination. Soon after he filed the claim, Rowstock gave a very poor work reference about 
him to an employment agency. The Court of Appeal found in favor of the former employee, 
ruling that Rowstock provided the poor work reference because he brought a claim of age 
discrimination and that such a retaliatory response was unlawful. 

Jessemey v. Rowstock Ltd & Anr [2014] EWCA Civ 185. 

France’s Final Court of Appeal Rules Employee’s Dismissal as Retaliatory

On May 5, 2004, a team leader at the Dijon company of Burgundy, France, complained in 
writing to his employer of various “illegal acts,” including failure to comply with a promise to 
promote and a supervisor’s moral harassment of him in the form of bullying, denigration, 
and insults. Shortly afterwards, on June 3, 2004, Dijon dismissed the team leader for serious 
misconduct. 

The team leader brought suit against Dijon, challenging his termination as unlawfully 
retaliatory. However, there was no evidence that the former team leader was discriminated 
against or subjected to moral harassment. Even so, the Court de Cassation, France’s court of 
final appeal, ruled that an employee who brought a false claim against their employer for 
bullying and harassment cannot be disciplined, dismissed, or suffer discriminatory measures, 
despite the fact that the claims made could not be substantiated. In addition, the Court 
stated that the only situation in which the employer can take an action against the employee 
is if bad faith can be demonstrated, which is notoriously difficult.

Cass. soc., 10 March 2009, n°07-44.092.
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How will I apply key concepts to enhance the organization, my team, or my career?
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Working Late

What business issues are behind this decision?

What criteria is Isabel applying as she considers her top candidate?

NalaIsabel
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Pregnancy and the Law

Several countries have laws prohibiting unfair treatment of 
pregnant employees. Because of the complexity of this issue 
and the variation in legal protection from country to country, 
managers should Get Help when confronted with business 
decisions involving pregnant employees.

Unfair treatment based on pregnancy occurs in the following 
situations:

           Employment decisions are based on an individual’s 
pregnancy.

           Assumptions are made about an individual’s pregnancy.

           A female is subjected to a work environment hostile to 
pregnancy.

          A woman is not hired because she mentions that she 
plans to have children.

To avoid unfair treatment based on pregnancy, Get Help 
before you make any decision regarding an employee’s 
pregnancy and ability to perform her job.

WHAT LAWS APPLY TO UNFAIR TREATMENT 
BASED ON PREGNANCY?

WHEN DOES UNFAIR TREATMENT BASED 
ON PREGNANCY OCCUR?
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Pregnancy and the Law

             Treat any pregnant employee temporarily unable 
to perform job tasks the same way you treat non-
pregnant, temporarily disabled employees.

          Get Help to ensure compliance with all applicable laws 
and regulations, as well as consistency with policy and 
past practice.

HOW CAN I MINIMIZE THE RISK OF UNFAIR 
TREATMENT BASED ON PREGNANCY?
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Cases from Around the Globe

Tribunal in Australia Awards Sales Consultant $10,000 

After becoming pregnant, a sales consultant with Telco Business Solutions in Australia began 
suffering from a severe form of morning sickness that caused frequent vomiting; dizziness; 
hot flashes; and back, leg, and lower stomach pain. She informed Telco of her pregnancy, but 
her store manager was displeased with her pregnancy symptoms. For example, he indicated 
annoyance with the sales consultant’s frequent and lengthy restroom breaks. And on one 
occasion he texted her: “I’m [expletive] sick of this” and “You better [expletive] come in,” after 
she told him she couldn’t come in for work due to morning sickness. 

When the sales consultant requested that her hours of work be reduced from 38 hours a 
week to 28 hours a week, the store manager refused, and she resigned. The Tribunal found 
that Telco directly discriminated against the sales consultant based on her pregnancy by 
making unfavorable comments about characteristics of her pregnancy, such as morning 
sickness and associated sick leave, and awarded her $10,000 in compensation for pain and 
suffering.

Bevilacqua v. Telco Business Solutions (Watergardens) PL (Human Rights) [2015] VCAT 
269. 

Employer Dismisses Housekeeper Because of Her Pregnancy

A woman was employed by a married couple as a live-in housekeeper in Hong Kong. When 
her stomach grew, the wife asked the housekeeper to urinate into a pot for the purpose of 
a home-pregnancy test. The result of the test was positive, and a doctor also confirmed the 
results. A couple of days later, the husband gave the housekeeper one month’s notice of the 
termination of her employment. She filed a complaint, and the District Court ruled that the 
housekeeper’s dismissal was unlawful because the husband discriminated against her on the 
basis of her pregnancy. 

Waliyah v. Yip Hoi Sun Terence and Chan Man Hong (DCEO 1/2015 & DCCJ 1041/2015). 



102

Leadership Excellence

© Copyright 2011 •  All rights reserved.   |   Employement Learning Innovations, Inc., Atlanta Georgia

FOR LEADERS

pg

“I’m not sure…” 



© Copyright 2011 •  All rights reserved.   |   Employment Learning Innovations, Inc., Atlanta Georgia

103

Leadership Excellence

FOR LEADERS

pg
FOR LEADERS

pg “I’M NOT SURE...”
Nicolas’ Request

Read over the following scenario. Work with a partner to decide how to respond to the 
situation.

One of your employees, Nicolas, comes into your office and says:

“I’m not sure what to do. I went to the doctor last week, and he told me that I have lower 
back strain from lifting boxes. He says that sitting in one place for a long time has made 
the condition worse and that I should be allowed to work from home so that I can take 
care of it. Also, I’m not going to be able to visit any of my clients any time soon because 
I’m supposed to limit my driving.”

What should you do?



104

Leadership Excellence

© Copyright 2011 •  All rights reserved.   |   Employement Learning Innovations, Inc., Atlanta Georgia

FOR LEADERS

pg
FOR LEADERS

pg “I’M NOT SURE...”
Unfair Treatment

Unfair treatment based on disability occurs in the following 
instances:

 Employment decisions are based on an employee’s 
disability.

 An employee is subjected to inappropriate or offensive 
behavior because of, or based on, his/her disability.

Examples of unfair treatment based on disability include 
situations when a manager and/or the organization engages 
in the following:

 Refuses to consider an individual for a job because 
he/she thinks that the person’s disability will make it 
difficult for the employee to perform the job

 Refuses to hire an individual because he/she thinks that 
customers or employees will be uncomfortable with 
that person’s disability

WHAT CONSTITUTES UNFAIR TREATMENT 
BASED ON DISABILITY?

WHAT ARE SOME EXAMPLES OF UNFAIR 
TREATMENT BASED ON DISABILITY?
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Keys to Global Leadership

Base all employment decisions on standard criteria such as  
seniority, merit, performance, and job qualifications, without 
regard to disability.

 Apply all policies consistently.

 Avoid all assumptions about an employee’s abilities, career 
goals, or intentions because of his/her apparent physical or 
mental condition.

 Never exclude an employee from social gatherings or arranged 
outings because of his/her disability.

 Avoid planning workplace outings in which an employee with a 
disability could not participate.

 Never make disability-based comments or jokes or display 
cartoons about disabilities in the workplace.

HOW DO I MINIMIZE THE RISK OF UNFAIR TREATMENT 
BASED ON DISABILITY?



106

Leadership Excellence

© Copyright 2011 •  All rights reserved.   |   Employement Learning Innovations, Inc., Atlanta Georgia

FOR LEADERS

pg
FOR LEADERS

pg “I’M NOT SURE...”
Cases from Around the Globe

United Kingdom Employer Must Make Reasonable Adjustments for Disabled 
Employee 

An employee of G4S Cash Solutions (UK) Ltd. was first hired in 1997 and worked in a number 
of positions, including driver, single-line maintenance (SLM) engineer, and vault officer. Over 
the course of his employment, he began suffering back pain that became increasingly worse. 
By mid-2012, he was working as an SLM engineer but was no longer fit for jobs involving 
heavy lifting or work in confined spaces. 

Shortly after mid-2012, the employee started working as a key runner, a new position 
created by G4S, at his existing SLM engineer rate of pay, and understood his change 
in position to key runner to be permanent. However, G4S considered discontinuing 
the position the following year and asked him to consider alternative positions. After 
negotiation, G4S agreed to make the key runner position permanent for him, but only at a 
lower rate of pay that was appropriate for the skills required for the position. The employee 
did not accept the reduction in pay and G4S terminated his employment. 

He then filed a disability claim. The Employment Tribunal stated that under the Equality Act 
of 2010, an employer must make “reasonable adjustments” for a disabled employee who 
is at a “substantial disadvantage” in comparison to employees who are not disabled. The 
Employment Tribunal further stated that many adjustments “involve additional costs to the 
employer,” and it was reasonable in this case to continue the worker’s employment at his 
former, higher rate of pay. 

G4S Cash Solutions (UK) Ltd v. Powell [EAT 2016]. 
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Cases from Around the Globe

Labor Court in Sweden Finds that Employee’s Termination Not Connected 
with Disability

An employee at Quintiles AB in Sweden informed his employer that he had dyslexia, ADHD, 
and narcolepsy. Months later, Quintiles terminated the employee on the grounds that his 
position was redundant. 

The former employee filed a claim against Quintiles for his dismissal and argued that he was 
dismissed because of his disabilities. The Labor Court took note of the fact that Quintiles was 
aware of the employee’s dyslexia (a disability) prior to the dismissal. As such, the fact that 
the employee was terminated only months after Quintiles found out about his disability 
allowed for the presumption that the termination was due to his disability. However, 
Quintiles showed that it underwent a business reorganization to rebut this presumption 
and successfully demonstrated that the employee’s dismissal was due to organizational 
redundancy. 

The Labor Court further noted that even if the employee’s dismissal was partly based on 
his performance, Quintiles’ decision to terminate him was not connected to his disability 
because the employer had commented on his poor performance long before finding out 
about his dyslexia. Thus, the Labor Court held that the termination was based on lawful 
grounds and not discriminatory.

Case No. 57/15, Case No. 145/13 B.

Bombay High Court Requires Accommodation for Visually Impaired Worker

The Bombay High Court overturned the dismissal of a visually impaired junior clerk at a 
college in Bandra. The employer terminated the clerk for allegedly making “mistakes in her 
typing.” The employee had asked for an accommodation, specifically, a type of software that 
would make it easier for her to perform her job. Instead, the college terminated her. The clerk 
initially appealed her dismissal to the commissioner for disability, but the termination was 
upheld. The Bombay High Court disagreed, finding that denying an employee a reasonable 
accommodation was contrary to India’s Persons with Disability Act.     

Disabled need support, not your sympathy: High Court, Hindustan Times (Dec. 10, 2010); 
available at: http://www.hindustantimes.com/StoryPage/Print/636604.aspx# 
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A Workplace Conversation

Assuming you manage these employees, list any concerns you have with this interaction.

CarmenTerrellIchiro
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The Workplace Environment

The workplace environment is defined as organizational 
property at any time, organization-sponsored activities, and 
anywhere business is conducted.

The workplace environment includes these examples:

Off-site meetings

 Drinks after work, if the organization is sponsoring it

A third-party or vendor location

Keep in mind that, as leaders, you have an extra responsibility 
for behaving professionally. Conduct that has the potential 
to affect productivity or teamwork should be avoided, 
regardless of where it takes place. 

WHAT IS THE WORKPLACE ENVIRONMENT?



© Copyright 2011 •  All rights reserved.   |   Employment Learning Innovations, Inc., Atlanta Georgia

111

Leadership Excellence

FOR LEADERS

pg
FOR LEADERS

pg “WHAT DO YOU EXPECT?”
Inappropriate Conversations

An organization with operations spanning the globe must 
maintain a common set of standards and values that go 
beyond boundaries and laws. A diverse workforce is the key 
to the organization’s ability to meet the needs of customers 
from around the world. No one should have to tolerate 
behavior that disrespects or offends them. The organization 
expects all employees to demonstrate respect and 
professionalism to everyone in the workplace.

WHY ARE INAPPROPRIATE 
CONVERSATIONS A CONCERN?

Conversations are inappropriate when they focus on personal 
characteristics, such as race, religion, sex, etc. Inappropriate 
conversations may also consist of comments that are 
insensitive or disruptive to teamwork. Conversations among 
employees can be inappropriate even when everyone seems 
to be participating in or enjoying the conversation.

WHAT ARE INAPPROPRIATE 
CONVERSATIONS?
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Management Best Practices

Stereotypes are typically broad opinions or popular beliefs 
about specific social groups or types of individuals.  

  Avoid making assumptions about employees’ 
capabilities or personalities. Rather than operating 
on stereotypical assumptions, take time to know your 
employees and explore the different skills and qualities 
they bring to the organization. 

  Build an Open Culture by welcoming new ideas, input, 
and suggestions from employees with different 
backgrounds and experiences. Emphasize the value of 
every employee’s input by intentionally creating time 
during team meetings when everyone can share his/
her thoughts in a safe, controlled environment, one in 
which you and other team members listen carefully to 
each other and then respond openly but respectfully. 

 Require an environment of mutual respect. 
Consistently communicate the message that you 
respect everyone in the organization and that you 
expect the same behavior from the employees 
you lead. If disrespectful behavior does occur, Hold 
Accountable by addressing it.

  Find opportunities to make newcomers feel welcome. 
Show new employees the dignity and respect they 
deserve by informing them about how the department 
functions so that they can integrate into the team 
structure. 

WHAT ARE STEREOTYPES?

HOW DO I CREATE AN INCLUSIVE WORK 
ENVIRONMENT?
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Management Best Practices

If inappropriate conversations have previously been an 
accepted practice in your department, take immediate 
steps to Hold Accountable and establish new standards for 
workplace behavior. These standards define the workplace 
environment and may be communicated in several ways:

          Explain that while some inappropriate behavior may 
not have been addressed in the past, policy will now be 
enforced.

         Communicate policies regarding unfair and 
disrespectful treatment and define the procedures for 
raising a complaint.

        Outline employees’ responsibilities for creating and 
maintaining a productive work environment, free from 
unfair treatment and/or other inappropriate behaviors.

HOW SHOULD I COMMUNICATE 
STANDARDS TO MY EMPLOYEES?
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“Because we’re busy.”

VIGNETTE #1
“Because we’re busy.”

CONRAD
Hi, Camille.

CAMILLE (MANAGER)
 Well, I’m glad to see you could make it here on 
time. We are still waiting on Melik.

CONRAD
 Oh, well, we all know how they are. Time really 
has no meaning for them, does it? Who knows 
when he’s going to get here?

MELIK
 I am so sorry I’m late. There was an 
emergency… my daughter’s school called… 
but everything’s OK now.

CAMILLE (MANAGER)
 Maybe you should review our attendance 
policy, Melik. We start on time here.

 OK, this meeting will be brief. Our travel 
budget been approved for the year. Conrad, 
you’ll be going to the conference in Mallorca 
this year.

CONRAD
That’s great! Can’t wait to go to the beach. 

CAMILLE (MANAGER)
Yeah, I wouldn’t mind seeing you in your 
bathing suit.

CONRAD
Oh, you couldn’t handle it.

CAMILLE (MANAGER)
 Okay. We also signed off on reimbursement 
for the class you’re taking. It sounds like it will 
be a good follow-up for the class you took last 
year. Any questions?

MELIK
Excuse me. Was my request to go to the 
seminar in Milan approved?

CAMILLE (MANAGER)
 No, I’m sorry. It wasn’t. It just was not in the 
budget. Besides, you went to that thing last 
year.

MELIK
That was two years ago. And I haven’t gone 
anywhere since.

CAMILLE (MANAGER)
 Well, go ahead and submit your proposal for 
next year. Maybe you will get lucky.

MELIK
Lucky?

CAMILLE (MANAGER)
 It’s just that we need you here because we are 
so busy. So let’s adjourn this meeting and get 
back to work.
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“Some meeting…”

VIGNETTE #2
“Some meeting…”

PETER (MANAGER)
 Here we go again. First the budget meeting 
and now another production meeting. It looks 
like we’re running behind again. Did you see 
this?

ROBERTO
No.

PETER (MANAGER)
 Two months ago they changed the system, 
and now they’re changing it back again. I’m so 
tired of all these e-mails and meetings. How 
are we supposed to get any work done? I wish 
they would just find a way to get everybody in 
the room at the same time—

ROBERTO
 Relax. Relax. It’s not all bad. There are a few 
advantages to working here. Look. 

Hello, Helen.

HELEN
 That was some meeting, huh? I was beginning 
to think we’d be retired by the time we got 
out of there.

PETER (MANAGER)
Well, the good news is your part kept my 
attention.

HELEN
 Well, thanks, Peter. I know those numbers I 
had to cover were pretty dull, but—

PETER (MANAGER)
 It’s not the numbers I was talking about. I 
meant you; you kept my attention.

ROBERTO
 Yeah, I don’t know what you’ve been doing 
with yourself lately, but it’s working. You are 
starting to stand out.

HELEN
 Look, I’ve asked you to stop. Sophie’s 
asked you; Anne’s asked you. The jokes, the 
comments – I know you think it’s harmless, 
but it’s just not appropriate.

PETER (MANAGER)
 My dear Helen, you always say that you 
want to be part of the team, so please stop 
complaining. We always joke around like this.

ROBERTO
Yeah, he’s right. Why are you always 
complaining about everything?

PETER (MANAGER)
 Look, we’re already under enough pressure as 
it is without having to worry about everything 
we say. And actually, I’m getting a little tired 
of you and your friends always being so 
sensitive. We can’t say anything around here 
without you getting upset. It’s really irritating.
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“You know how the work group is.” Part 1

VIGNETTE #3
“You know how the work group is.” Part 1

PARAM (MANAGER)
Kumar, you’ve done a really great job on this 
project.

KUMAR
Thanks, Param. Your input has been really 
helpful.

PARAM (MANAGER)
Anytime. Just let me know if you need 
anything else.

KUMAR
There’s just one quick thing I wanted to talk to 
you about.

PARAM (MANAGER)
Sure. What is on your mind? 

KUMAR
 You know how the work group is. They are 
always joking and kidding around. At first, 
it didn’t bother me, but now it’s getting 
offensive. I’m not sure how to approach them 
about it.

PARAM (MANAGER)
Do you have any specific examples?

KUMAR
 Well, we’re all big sports fans. Sometimes we 
even watch the matches together outside of 
work. And the problem is that a lot of them 
make racial and ethnic comments about the 
players on their teams. Some of them have 
even started stereotyping people here at 
work.

PARAM (MANAGER)
Have you tried talking to them about it?

KUMAR
 I keep telling them, but they never listen. I 
guess I’ll just have to live with it.

PARAM (MANAGER)
Well, you did the right thing by bringing this 
up. Let me get some more information so I can 
document what happened, and we’ll figure out 
what to do next. 

KUMAR
 Hold on… I don’t want you to do anything 
yet. I just wanted to talk to you…maybe get 
some advice on what to say to them. I can 
handle this. Let’s just keep it between the two 
of us for now.

PARAM (MANAGER)
 Sometimes things like this happen. That is 
why we have policies. We want to know if 
these types of things—

KUMAR
 Look, this isn’t that big of a problem… I don’t 
want to make it one. I don’t want anyone 
getting into trouble. Then they’ll stop inviting 
me to the matches. Don’t do anything, at least 
not yet. I want to talk to them again. And if 
they don’t stop, then you can do something.
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“You know how the work group is.” Part 2

VIGNETTE #4
“You know how the work group is.” Part 2

PARAM (MANAGER)
 Well, you did the right thing by bringing this 
up. Let me get some more information so 
I can document what happened, and we’ll 
figure out what to do next.

KUMAR
 Hold on… I don’t want you to do anything. I 
just wanted to talk to you…maybe get some 
advice on what to say to them. I can handle 
this. Let’s just keep it between the two of us 
for now.

PARAM (MANAGER)
 Kumar, we’re trying to have a professional and 
safe environment for everyone. We need you 
to let us know about problems. I cannot just 
ignore this. If I did, I would be violating my 
responsibility to you and to everyone else.

KUMAR
But I don’t want this to get out.

PARAM (MANAGER)
 Listen to me. We’ll handle this discreetly. We 
deal with sensitive business issues all the 
time. In fact, I cover our policies regularly, so 
if I review them in our meeting next week, it 
won’t seem out of place. It will serve as a great 
reminder for how we should all act in the 
workplace.

KUMAR
 If I’d known this would become a big problem, 
I would’ve just put up with it.

PARAM (MANAGER)
 We want employees to raise concerns; that is 
why we take measures to protect them. We 
won’t overreact, and we’ll make sure we get 
all the facts before we do anything. We’ll look 
into this issue right away and get back to you. 
Thanks again for bringing this to my attention.
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“I’ve heard enough brilliant ideas.”

VIGNETTE #5
“I’ve heard enough brilliant ideas.”

CHI (MANAGER)
 Okay, let’s get this meeting started. 
Unfortunately, no one in this room has met 
their numbers this month. Lan, you’re at 76%. 
What’s going on? 

LAN
We had six people out, and I can’t meet my 
numbers when I’m so short-staffed. Plus, 
we’ve got those new people; they’re still 
learning how to do the job.

CHI (MANAGER)
 It has been a busy month. Scheduling has 
been tough on everyone, and it takes a lot of 
time to train new people. Li, you’re at 79%. 

LI
 Well, I knew I wasn’t going to hit my numbers 
this month. Like I said in that e-mail I sent 
two weeks ago, the warehouse database 
was wrong again. So we had to wait for more 
materials to be delivered. And that’s the third 
time this year that has happened.

LAN
Oh, come on… 

CHI (MANAGER)
 That’s not an excuse, Li. Isn’t it your job to 
check the inventory? Listen, you need to 
stop blaming other people and start taking 
responsibility for your group. You’re the team 
leader, right? Then lead! Isn’t that your job?

LAN
I mean, really! I wish I could find someone to 
blame for all my problems.

CHI (MANAGER)
 All right, look, let’s just try to figure out how 
to solve these problems so they don’t happen 
again.

LAN
 It would really help me if Scheduling could let 
us know when somebody’s going to be out.

CHI (MANAGER)
Now there’s an idea. I’ll check with them and 
see what can be done.

LI
 Listen. I was thinking maybe we could visit the 
warehouse, say, once a month, just to be sure 
that our database is accurate.

CHI (MANAGER)
Visit the warehouse? Don’t you think you have 
enough to do as it is, Li?

LAN
 Yeah. I actually have work to do. You know, it 
must be nice to have all that free time. Hey, 
Chi, maybe you’re not giving Li enough to do.

LI
Well, I just thought that—
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“I’ve heard enough brilliant ideas.”

VIGNETTE #5
“I’ve heard enough brilliant ideas.” (continued)

CHI (MANAGER)
 Oh, you just thought? I guess there’s a first 
for everything, huh? Maybe you should 
have thought of that before.

LAN
 Listen, a little bit of advice – why don’t you 
focus on what you’ve got going on now, 
okay? Because I don’t think you’re going to 
be able to handle any extra work.

CHI (MANAGER)
 That’s the truth! All right, look, let’s wrap 
this up. I’ve heard enough brilliant ideas for 
one day.
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FOR LEADERS
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FOR LEADERS

pg VIDEO SCRIPTS
“What am I supposed to say?”

VIGNETTE #6
“What am I supposed to say?” 

ROGER (MANAGER)
 Niraj, did you have a chance to look at that 
report I gave you yesterday?

NIRAJ
No. I meant to, but I got a call from HR, and 
it completely threw my whole day off. They 
want to meet with me. And I’m not sure what 
it’s about, but it makes me kind of nervous. 

ROGER (MANAGER)
 Don’t worry. It’s got nothing to do with you. 
It seems like one of our colleagues has filed a 
complaint against me because she thinks that 
I don’t like to promote women. 

NIRAJ
 Are you kidding? I can’t believe it. So what am 
I supposed to say to HR? 

ROGER (MANAGER)
Just tell the truth. I mean, it’ll slow us down a 
bit, but it will soon be over.

NIRAJ
Will this affect the server upgrade? You know 
that we’re on a tight deadline.

KATHRYN
 Well, we’re in good shape on my part. I’ve 

made a lot of progress, and I should finish up 
testing by the end of this week. This place is so 
quiet at night. I get twice as much done.

ROGER (MANAGER)
 Look, I’m really sorry, but there’s something 
that I forgot to cover. Kathryn, we’ve got to 
move you over to the day shift starting next 
week, so Niraj is going to finish up the testing 
for you. I already spoke to all the appropriate 
people to make sure it could happen right 
away. 

KATHRYN
  What?! The day shift? I can’t work that shift. 
You know about my family’s situation. We’ve 
been over this. I took the night shift so that 
I can be there when my kids get home from 
school. Why are you making this change now?

ROGER (MANAGER)
 John just resigned, and I had to fill the day slot 
quickly. Besides, you’ve got all the right skills 
to get the job done. 

KATHRYN
But what about one of the others? We’re all 
cross-trained—

ROGER (MANAGER)
 Kathryn, we’re in a bind here, and you catch 
on quickly. Look, I’m talking long term. We 
need you here during the day when all the 
calls come in. But don’t worry, you’re going to 
be paid the same. Besides, the work contract 
allows us to decide what shift you’re working. 
You knew this might be a possibility when 
you were hired.

 If there’s nothing else, I’d like to finish this 
meeting. Niraj, you want to get something to 
eat?
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“No doubt about it.”

VIGNETTE #7
“No doubt about it.” 

NALA
 Isabel! It’s 6:30. Come walk with me. This will 
be here in the morning.

ISABEL
 That’s the problem. It keeps stacking up. I 
mean, look at this. We could all put in 18 hours 
a day for two months straight, and it still 
wouldn’t all get done.

NALA
What are you working on now?

ISABEL
The senior design slot. I’ve got to get that 
filled soon, or I’ll never finish the project on 
time.

NALA
 Well, I know that Anna Zalachenco is 
interested. She asked me all sorts of questions 
last week. When do you start interviewing?

ISABEL
  I already have. I’ve talked to everyone. As a 
matter of fact, I talked to Anna this afternoon. 
We had a great meeting. I don’t know. She’s 
got all the skills, top reviews, and great 
experience. She’s our best candidate. No 
doubt about it.

NALA
So what are you going to do?

ISABEL
 I don’t know. Her baby is due in five months, 
which is right around the project deadline. 
And I’ve got to get that finished on time. Any 
words of wisdom?

NALA
 No wisdom, just advice from my own 
experience. Be careful who’s leading your 
team. You remember Maria Falco? She went 
out two months early, just before she had to 
finish the Hayes project; then she decided to 
take an extended leave. And I’m still waiting 
on her to come back.

ISABEL
You’re still waiting? And we’re the ones who 
got most of her work dumped on us. Nadira 
and Carlos are still complaining. I mean, when 
Nadira heard that Anna was interviewing for 
this job, she came to see me on Monday and 
made it very clear that she wanted me to go 
outside. And then on Tuesday, Carlos came to 
see me and he said the same thing.

NALA
 I would hate to see either one of them leave 
because of something like this. Well, I’m just 
glad this is your call and not mine.

ISABEL
Thanks.
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pg VIDEO SCRIPTS
“What do you expect?”

VIGNETTE #8
“What do you expect?”

TERRELL
 So did you see the movie I told you about? 
Man, I couldn’t believe all the special effects 
and fight scenes with Will Smith. 

CARMEN
 What do you expect? He’s got all those natural 
moves. I’d just like to see him with his shirt off. 
Did you see the movie, Ichiro?

ICHIRO
No. Unfortunately, I had to work last weekend.

TERRELL
 Imagine that… Ichiro spent the weekend 
doing calculations and budgets. Is that all you 
Asian people ever do? I’m sure Carmen could 
show you how to relax.

ICHIRO
Oh, yeah?

CARMEN
Yeah, they don’t call it a siesta for nothing, you 
know?

TERRELL
Well, it doesn’t seem like I’m going to be 
getting much sleep over the next couple 
of weeks either. I’m working on the Rome 
project, and I just can’t seem to make any 
progress. And it’s due in two weeks. I might 
have to start getting forceful with some of 
these people if they don’t turn their part of 
the project in.

CARMEN
An American being pushy? That’s something 
I’ve never seen before!

TERRELL
Hey, we may be pushy, but we get the job 
done.

CARMEN
 Yeah. I’ve got to go to a meeting, but shall we 
meet for drinks after work?

ICHIRO
Hey, I’m in.

TERRELL
Yeah.
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2018 Annual Calendar – At A Glance
Q1 Q2 Q3 Q4

Jan Feb March Apr May June July Aug Sept Oct Nov Dec

Jan 31 
Q1  

One Pfizer 
Broadcast

Leaders 
Focus Day

Mar 20  
360 

Feedback

Apr 11 
OWNIT 

Day

May 2  
Q2  

One Pfizer 
Broadcast

Aug 1 
 Q3  

One Pfizer 
Broadcast

D&I 
Summit

Oct 31  
Q4  

One Pfizer 
Broadcast

Op Planning and Annual Budgeting

Pfizer Voice Survey & Action Planning

Ongoing Feedback & Coaching

Goal 
Setting

Year-End Review 
Discussions

Performance Coaching
Mid-Year 

Discussions
Performance Coaching Self Assessment

Individual 
Development Plans 

(IDP)

Talent Planning Process * & CEO Talent Reviews

Thriving in the VUCA World Program Launch and Deployment

First-time Leaders & Matrix Leaders Program Launch and Deployment

Building to Connect  Program Launch and Deployment

2018 Learning Program Nominations

Jan 5-16 
Manager 

Comp 
Planning

Feb 22  
LTI Grant 

Date

Feb27-  
Mar 23 
Comp 

Discussion

Nov/Dec Year-End  
comms to HR and Mgrs

Key: Organizational Initiative

* Talent Planning Process Timing variable by Business Unit Talent Initiatives

** All dates are subject to change and will be updated on an ongoing basis Compensation
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Our Approach to Performance Management is Anchored in Our 
OWNIT! Culture

Pfizer’s Values and a sense of 
personal accountability are core 
to our culture and foundational 
to the way we work. 

O own… 
the business

“ Seize opportunities to think 
differently, take risk and be 
accountable, try something 
new.”

W
win… 

in the 
marketplace

“ Advocate and drive long-
term aligned strategies that 
advance our mission and 
shape the industry.”

An effective, meaningful and 
motivational performance 
management process is key to 
realizing our OWNIT! culture. 

N
no jerks… 

let’s discuss 
behaviors

“ Confront corrosive, self-serving 
and mean-spirited behaviors, 
it’s everyone’s responsibility.”

I impact… 
results

“ Deliver on commitments 
with speed decisiveness and 
integrity.”

T
trust… 

in one 
another

“ Invest in candid and 
constructive debate to ensure 
each other’s success, it’s time 
for straight talk.”

Our Values:
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Why Performance Management is Important to Pfizer Colleagues  

Colleagues perform best when they feel personally connected to their work, receive frequent, 
actionable feedback on their progress, and feel that they will be fairly evaluated and 
rewarded for their performance.  

Pfizer’s performance management process is designed to reinforce all of these key elements so 
that colleagues can perform their best and gain valuable skills and experiences along  
the way.

Pfizer’s compensation philosophy is tied closely to 
the performance management process.  At Pfizer, 
compensation is based on pay for performance 
by instilling and reinforcing a high performance 
culture.

Why Performance Management is Important to Pfizer Managers 

When the performance management process works well, managers are able to guide their 
teams to make their best contribution to the business.  

Managers can most effectively drive performance by providing colleagues with: 

•   informed, positive, fair, accurate and detailed 
feedback, 

•   both formally and informally,
•   regularly throughout the year.  

It is recommended that managers discuss performance 
at least quarterly with their direct reports.
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Why do we not use Performance Labels?

Because the performance management process is anchored by the OWNIT! Culture, the 
organization shifted from the use of performance labels to drive the sense of ownership 
throughout the enterprise.

Labels like “meets expectations” and “exceeds expectations” are not important to the 
performance management process or to an OWNIT! culture. 

That’s why Pfizer has removed performance labels and placed the emphasis where it belongs: 

  • Development of business-focused Goals

  • Thoughtful assessment of colleague achievement against those Goals

  • Compensation decisions that reflect Pfizer’s “pay for performance” philosophy

  • Effective, transparent performance feedback conversations.
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Key Elements of Pfizer’s Performance Management Process 

Goal 
Setting

Understanding
Compensation

Feedback/
Performance 
Conversations

Coaching

Year-End
Review

Ongoing Coaching
and Feedback

Colleagues are accountable for 
developing SMART goals aligned 
to business priorities

Managers are 
committed to providing 
fair, data-driven 
and evidence-based 
feedback year-roundColleagues and managers take 

the time to solicit feedback, write 
the self assessment, and prepare 

for the year-end performance 
discussion. 

Colleagues and managers 
assess performance on 

“what” was achieved 
as well as “how”; pay 
differentiated based  

on results
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Connecting Performance with Career Planning and Individual 
Development Plans  

Career Planning at Pfizer is the process that supports colleagues in achieving their career 
aspirations while also meeting the talent and skill requirements of the business.  
It includes both short and long-term development: 

•  As colleagues develop SMART performance goals, they should think about the skills and 
capabilities they need to develop or strengthen, to deliver short term results. 

 •  Colleagues should also determine their long-term career aspirations and identify the 
steps necessary to achieve them.

Goal 
Setting

Understanding
Compensation

Feedback/
Performance 
Conversations

Coaching

Year-End
Review

Ongoing Coaching
and Feedback


�The colleague’s Goals and the regular, ongoing 
dialogue about performance serves as an input for the 
IDP and the continuous colleague-manager career 
and development conversation. 

�
The Individual Development Plan (IDP) 
is the document that supports Career 
Planning, as it permits tracking of 
aspirations, needs, activities and progress. 


�Colleagues are encouraged to use the format in 
Workday for creating their IDP.  There is also flexibility 
for colleagues to incorporate their development Goals 
and actions into their GPM document. 
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Goal Setting
 

•  Goal-setting is done at the beginning of the year so that colleagues have a clear picture 
of what they must accomplish, and managers know what to expect of their teams.

•  Good goals are motivational, challenging and provide a fair way of evaluating 
performance

• They must relate to Pfizer’s mission, purpose, values and/or four imperatives. 



135

Introduction to and  
Key Principles of  

InsideOut CoachingTM
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InsideOut CoachingTM

InsideOut Coaching is a facilitator-assisted program. Training using this manual must only be conducted by facilitators certified by InsideOut 
Development pursuant to the terms and conditions of the License Agreement (“License”) between InsideOut Development and the entity 
licensed by InsideOut Development, LLC.

No part of this publication may be reproduced or transmitted in any form or by any means, electronic or mechanical, including photocopying, 
recording, or use of any information-storage or retrieval system, for any purpose without the express written permission of InsideOut 
Development.

Registered and/or pending trademarks of InsideOut Development include: InsideOut, InsideOut Coaching, InsideOut Development, InsideOut 
Training Development, G.R.O.W., , and Decision Velocity in the United States and other countries and are used throughout this work. 
Trademark symbols ® and ™ are not used for each use of the marks. Any trademarks owned by others are used in a nominative sense only, or 
ownership by others is indicated to the extent known.

© 2011-2016 InsideOut Development, LLC. All rights reserved. 10-001-02-04-12
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Alan Fine 
FOUNDER, INSIDEOUT DEVELOPMENT

For more than two decades, performance expert and coach, Alan Fine, has been helping individuals 

achieve performance breakthroughs from the inside out. As a former tennis coach, Fine realized 

the biggest obstacle for athletes wasn’t that they didn’t know what to do, but rather, that they 

didn’t do what they know. From those experiences, Fine helped develop the GROW Model, one 

of the world’s most influential coaching models, and began teaching it to corporate executives, 

entrepreneurs, educators, and professional athletes. Fine received considerable attention 

around the world for the often dramatic performance improvements of 

prominent athletes, including former Davis Cup tennis star, Buster 

Mottram, and Professional Golfers' Association (PGA) golfers 

Stephen Ames, David Feherety, Paul Lawrie, Colin Montgomery, 

and Philip Price. 

Fine continued building on his original concepts and eventually 

founded InsideOut Development, where he’s inspired significant 

innovations to the field of human performance, including 

the company’s flagship product, InsideOut Coaching. 

–Alan Fine

EVERYONE HAS HUGE 

POTENTIAL AND IT’S OUR JOB, 

AS COACHES, TO GET IT OUT. 

“ 
”
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InsideOut Coaching

–Alan Fine

As a leader, your number one priority is 
to help others perform at their best and 
to get them to believe in what’s possible. 

“ 
”

As leaders, you are in constant dialogue because it permits work to 

get done, and you get work done through people. Coaching is the 

directional dialogue that impacts the actions of others and is a versatile 

and powerful way to improve performance. Whether it’s a personal 

breakthrough or a team goal, coaching enhances the productivity of 

virtually every relationship. 

InsideOut Coaching will equip you to use coaching more frequently and 

effectively by providing you with a simple and flexible framework and 

toolset to lead engaging and powerful dialogue that drives decisions that 

lead to actions that produce results.  
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Getting Started

What’s most important for you or your team to accomplish right now?

Where are you stuck, or where do you need to make progress?

Who do you need to gain alignment or agreement with to make progress?

THINK ABOUT:
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An InsideOut Mindset™ and coaching approach brings out existing 
potential and elevates every performance.

M O D U L E  1   COACHING DRIVES RESULTS
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The Europeans coined the term “coach” for a 

vehicle that takes valued people from where 

they are to where they want to go.

The practice of helping others make decisions, 

commit to actions, and produce results

COACHING
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NOTE ANY INSIGHTS FROM THE ACTIVITY:

What percent of current potential is 
your team using right now?

 Activity: Capacity Survey

load
Think
about 
skills and 
abilities
not work 
load
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Outside-In and InsideOut Coaching

What can I put in?

What can I bring out?

Outside-In   |  The “tell” or
"advice-giving" approach 

Give advice or transfer more knowledge to the individual.

Remove barriers so the individual can learn faster 

and act on existing knowledge.

Outside-In and InsideOut, or a blend of the two, are ways you can approach 

coaching. The “tell” approach, or Outside-In, is the most common way we 

coach to improve performance. However, giving the individual more information 

doesn’t always produce the results you want. To be a more effective coach, start 

conversations by asking questions. The “ask” approach, or InsideOut, helps you 

determine where the other person is, and if he/she already has the knowledge or 

the capacity to learn what is needed to produce the desired result.

InsideOut   |   The  “ask” approach

OUTSIDE-IN COACHING

P=C+K
Performance = 

Capacity + Knowledge

INSIDEOUT COACHING

P=C-I
Performance = 

Capacity - Interference

PERFORMANCE EQUATIONS
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The InsideOut Mindset™

The belief that

to learn and perform
at a higher level

everyone has capacity
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Coaching Opportunities Are Everywhere

You have coaching conversations every day, in and outside of work. These are 

conversations with your manager, employees, friends, neighbors, spouse, and 

children. You engage in coaching conversations for various reasons: to problem 

solve, motivate, course correct, make decisions, or elicit greater ownership. 

Some coaching conversations are quick and in-the-moment, while others may be 

challenging and require more time and planning. When you're able to identify the 

type of conversation and the end goal, you can determine the best approach and 

use the right tools to help navigate and ensure the conversation is successful.

If you’re in a situation where you need 

to influence an action or a result, you 

have an opportunity to coach.

COACHING OPPORTUNITIES
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NOTE ANY INSIGHTS FROM THE ACTIVITY:

Activity: Your Coaching Conversations

What types of coaching 
conversations show up most often 
(Outside-In or InsideOut)?
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©©

   YOUR INSIDEOUT MINDSET™
The belief that everyone has capacity to learn and perform at a higher level

YOUR COACHING TOOLS

QUICK-CHECK QUESTIONS

CONVERSATIO
N

PLA
N

N
ER

G
RO

W
®

O
N

-T
H

E-
G

O
GRO

W

® WORKSHEET

Gain alignment and 
agreement for your goal.

Assess progress and 
provide feedback. 

Support others 
to achieve their goal.

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough
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Coaching Conversations

©

Gain alignment and 
agreement for your goal.

Assess progress and 
provide feedback. 

Support others 
to achieve their goal.

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

 Coaching Conversations
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COACHING FOR
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COACHING 

Check-Ins & 
Feedback

COACHING FOR 

Breakthrough

Coaching Conversations
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COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

Coaching Conversations
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COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

Coaching Conversations

©

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

Conversation Compass

There are three main types of coaching conversations:

• Support others in achieving a breakthrough toward their goal

• Assess progress and provide feedback

• Gain alignment and agreement for your goal

The conversations complement each other. InsideOut Coaching will 

equip you with the mindset and tools to successfully navigate all 

three types of conversations.
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2
M O D U L E  2   NATURE OF PERFORMANCE 

Knowledge, Faith, Fire, and Focus are key elements that impact performance. 
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AS YOU WATCH THE VIDEO, CONSIDER:

Video: Nature of Performance

What stands out to you?

Focus drives the wheel and is your highest 

leverage. When you influence Focus, you 

naturally impact Faith and Fire.

THE POWER OF FOCUS
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The Performance Wheel™

Knowledge: Experiences 
Facts, information, and skills acquired through experience or education 
form the fundamental competence with which we approach our roles.

Focus: Attention 
What we pay attention to and how we pay attention affects everything 
else, and when we change focus, we change performance. When 
individuals can’t maintain focus, performance is inconsistent.

Faith: Beliefs 
Greater focus raises confidence and belief—or faith—in our own 
abilities. When individuals doubt themselves, that insecurity decreases 
focus and lowers performance.

Fire: Energy 
With more faith, our fire—passion, engagement, and commitment—
increases. When fire is lower, so is commitment and motivation, 
resulting in indifference and compliance.
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Fundamentals of High Performance

• We all have phenomenal capacity to learn and perform at a higher level

• The biggest obstacle to improving performance isn’t knowing what to

do, it’s doing what we know

• Interference blocks our capacity to act on what we already know

• Increasing focus reduces interference
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AS YOU WATCH THE VIDEO, CONSIDER:

Video: Getting Stuck

What interference are these people experiencing that's causing them to get stuck?

How does interference show up in your work environment?
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Interference

Interference is anything that 
blocks further progress
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Sources of Interference

External Interference: 
Something in the environment that is in the 
way and is often out of your control

 • Unclear goals

 • Deadline changes

 • Broken equipment

 • Interruptions from colleagues

 • Information overload

 • Competing priorities

Internal Interference:
Unproductive internal dialogue, mental clutter, or behavior, 
often in reaction to the external interference

 • Frustration

 • Fear and anxiety

 • Distrusting others or playing the blame game

 • Insecurity or self doubt

 • Feeling overwhelmed
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In your table groups, discuss:

Interferences in your Working Space

What are external interferences in your working environment? What are internal 
ones?

What is the impact of this on your team members' focus and performance ?
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The GROW® Model is a tool that maps how we make decisions and 
helps individuals break through barriers to achieve a goal.

3
M O D U L E  3   COACHING FOR BRE AK THROUGH 



157

Leadership Excellence

© Copyright 2011-2016 InsideOut Development. All rights reserved.

©©

   YOUR INSIDEOUT MINDSET™
The belief that everyone has capacity to learn and perform at a higher level

YOUR COACHING TOOLS

QUICK-CHECK QUESTIONS

CONVERSATIO
N

PLA
N

N
ER

G
RO

W
®

O
N

-T
H

E-
G

O
GRO

W

® WORKSHEET

Gain alignment and 
agreement for your goal.

Assess progress and 
provide feedback. 

Support others 
to achieve their goal.

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

©

   YOUR INSIDEOUT MINDSET™
The belief that everyone has capacity to learn and perform at a higher level

YOUR COACHING TOOLS

QUICK-CHECK QUESTIONS

CONVERSATIO
N

PLA
N

N
ER

G
RO

W
®

O
N

-T
H

E-
G

O
GROW

® WORKSHEET

Coaching Conversations

©

Gain alignment and 
agreement for your goal.

Assess progress and 
provide feedback. 

Support others 
to achieve their goal.

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

Coaching Conversations

©

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

Coaching Conversations

©

COACHING FOR

Alignment

COACHING 

Check-Ins & 
Feedback

COACHING FOR

Breakthrough

 Coaching Conversations

©

COACHING FOR
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COACHING FOR

Alignment

COACHING 

Check-Ins & 
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COACHING FOR

Breakthrough

 Coaching for Breakthrough
Support others to achieve a 

breakthrough toward their goal.
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WHEN TO COACH FOR BREAKTHROUGH:

Any time someone asks for your help, shares a challenge, or 

asks for your perspective, you have an opportunity to Coach 

for Breakthrough. 

Whether subtle or dramatic, breakthroughs are about getting 

unstuck, clarifying goals, making decisions, and determining 

the best way to move forward.

A breakthrough is a shift that 

permits further progress.

BREAKTHROUGH
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The GROW® Model

GROW: Goal, Reality, Options, Way Forward

The GROW Model is a widely used tool that maps decision making and 

enables breakthroughs. When you’re able to make better decisions more 

often, you accelerate individual and organizational performance.
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AS YOU WATCH THE VIDEO, CONSIDER:

Video: Introduction to GROW®

What stands out to you?
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Decision Velocity®

GROW® increases Decision Velocity—the speed and accuracy of decisions.

Decisions Actions Results
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How to Use GROW®

Goal 
GROW starts with the GOAL. In setting the goal, 

you target the individual’s objective—what he/

she wants to accomplish.

 • Clarify the GOAL of the conversation

 • Ensure its importance

Reality 
The second step in GROW is exploring REALITY. 

Following the questions in this section will help 

the individual do the following:

 • Get a sense of the current state of
performance

 • Evaluate previous attempts to address the
problem
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Options 
The third step in GROW is brainstorming OPTIONS. 

This allows the coach and the individual to generate 

ideas for meeting the goal.

 • Explore every idea without judgment

 • Help the individual narrow the list to those
actions that he/she believes will meet
the goal

Way Forward 
The fourth step in GROW is identifying the WAY 

FORWARD.

 • Check for commitment to one or more of the
options explored

 • Discuss possible obstacles and explore
workarounds

 • Agree on a timeline for completion
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AS YOU WATCH THE VIDEO, CONSIDER:

Video: Coaching for Breakthrough

What do you observe about the person being coached?
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What Else?

What topic do you want to discuss?

What do you want from this discussion? 
(Decision, Strategy, Option, Plan)

What are the consequences 
if you do not reach this goal?

Does this option interest you
enough to take action?

How will you go about it?

What might get in the way?

How might you overcome that?

What and when is the next step?

Briefly, what has been happening?

What have you tried so far?

What were the results?

What’s your sense of the 
obstacles for you? For others?

What di�erent way might others 
describe this situation?

If anything were possible, what might you do?

If others are involved, what would they 
need to hear/see to get their attention?

If you were watching this conversation,
what would you recommend?

Do any of these ideas interest you
enough to explore further?

Would you like suggestions from me?

If you were to do this, how
might you go about it?

Is the goal still realistic?
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Reality
Coaching for Breakthrough

GROW®
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GROW® Tips

To successfully use GROW:

• Follow the process and ask questions in the order they are listed

• Set a Goal for the discussion (a decision, action, strategy, or plan)

• Don’t dwell in Reality

• Avoid evaluating Options until every idea is on the table

• Remember to ask “What else?”

• Specify what and when in the Way Forward

• Resist the urge to offer your opinion or advice too soon

• Ask the questions as they are, in the ordered listed
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NOTE ANY INSIGHTS FROM THE ACTIVITY:

What did you notice as the 
coach and as the coachee?

Activity: Your GROW® Experience

What worked?

Where did you get stuck?

What would you do differently?

Where Could You Use Breakthrough

•  Think about a situation where you need to make progress

•    This may ne a key business priority/goal, a project brainstorming,  career decision 
or IDP discussion
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Activity: GROW® On-The-Go

NOTE ANY INSIGHTS FROM THE ACTIVITY:

GoalWay Forward 

RealityOptions
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4
Coaching is most effective when it is continuous, and follow-up and 
feedback provide daily opportunities to coach.

M O D U L E  4   COACHING CHECK-INS & FEEDBACK
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   YOUR INSIDEOUT MINDSET™
The belief that everyone has capacity to learn and perform at a higher level
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Gain alignment and 
agreement for your goal.

Assess progress and 
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Support others 
to achieve their goal.
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COACHING FOR
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COACHING FOR
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COACHING FOR
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COACHING FOR

Breakthrough

 Coaching Conversations
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COACHING FOR

Alignment

COACHING 

Check-Ins & 
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COACHING FOR 

Breakthrough

 Coaching Check-Ins & Feedback
Assess progress and provide feedback.

M O D U L E 4 :
COACH I N G CH ECK- I N S & F EED BACK
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COACHING CHECK-INS  
& FEEDBACK

Follow-up conversations to track progress, provide 

feedback, and support accountability

WHEN TO CHECK IN AND PROVIDE FEEDBACK:

As a coach, it is important to check in regularly and hold 

others accountable for progress. A check-in is also your 

opportunity to deliver feedback.

Coaching Check-Ins support commitment, 

engagement, and accountability and 

keep people aware, informed, and on 

the right track.
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In your table groups, discuss:

Video: Coaching Check-In

What are your observations regarding the check-in conversation?

What purpose does the check-in serve for Alan? 

What purpose does the check-in serve for Bethany? 
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Quick-Check Questions

GROW® is a powerful tool for your coaching. However, regular check-ins 

may not require a full GROW conversation. As an alternative to GROW, or to 

help assess what stage of GROW you’re in, there are three simple questions 

designed to bring knowledge, skills, and experience out. These are called 

Quick-Check Questions. 

Quick-Check Questions fuel Faith, Fire, and Focus and are a mechanism 

to get commitment on actions. Use Quick-Check Questions as a tool 

to diagnose reality and to help you identify what other type of coaching 

conversation might be needed. 

1
2
3

What's working?

Where are you getting stuck?

What might you do differently?

Use as a diagnostic tool to

• Assess reality
• Identify obstacles
• Brainstorm ideas
• Ensure alignment
• Commit to actions

QUICK-CHECK QUESTIONS
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In your table groups, discuss:

Video: Giving Feedback

What's your overall reaction to the feedback given?

Was it Outside-In or InsideOut feedback?

What was the impact on Faith, Fire, and Focus?
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Delivering Feedback

As a coach, sometimes we drown others in feedback without letting them empty 

their glass, or give their points of view. When you allow an individual to empty his 

or her glass first, or to get what’s inside out, you:

• Find out what the individual already knows

• Allow the individual to reflect on his or her current reality

• Help the individual be accountable for his or her own performance rather

than shifting the responsibility to the coach

Once the individual has emptied his or her glass, you can better provide feedback to 

fill it up with your perspective.



175

Leadership Excellence

© Copyright 2011-2016 InsideOut Development. All rights reserved.

Modifying Quick-Check Questions

The Quick-Check Questions are versatile. You can modify or add to them 

to suit the situation.

CHECK-IN 
CONVERSATION

FEEDBACK 
CONVERSATION

What's working? What worked?

Where are you 
getting stuck?

Where did you
get stuck?

What might you 
do differently?

What would you 
do differently?

Where are your opportunities to check in? 

Practice giving feedback

• Individually, think of a situation in which you can give
feedback

• Share that situation with a colleague at your table

• Role play the feedback conversation with your partner

22
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5
Prepare, Plan, and Practice conversations where 
you need to get alignment and agreement.

M O D U L E  5   COACHING FOR ALIGNMENT 
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 Coaching For Alignment
Gain alignment and agreement for your goal.
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WHEN TO COACH FOR ALIGNMENT:

When someone is unaware of an issue, doesn’t know or agree with direction, or 

maybe even refuses to cooperate, you need to Coach for Alignment.

There are a range of conversations that fall into this 

category. Some conversations for alignment are easy, 

while others may be more difficult. Success in Coaching for 

Alignment starts with helping the other person become aware 

of the difference in alignment, and become willing to engage 

in a conversation to create alignment.

ALIGNMENT
Alignment is agreement or cooperation among 

people to achieve a common goal.
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Prepare, Plan, Practice

PREPARE
Use GROW on yourself to get clear on your goal with the 

other person, the reality you need to share, and the option 

you’ll pursue if you can’t get alignment

PLAN
Reduce interference for yourself and the individual by 

mapping out the conversation—what you’ll say and 

anticipated responses from the individual

PRACTICE
Discuss your plan with a trusted colleague or friend and 

practice getting the real words out of your mouth

1

2

3

The two challenges of Coaching 
for Alignment are:

• Reducing our own interference

• Reducing the interference of
the person we are coaching

TWO CHALLENGES
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©

Interference Individual

GROW Model
©

GROW® for Alignment

GOAL
 • Explain Your Goal
 • Share Your Intent

REALITY
 • Share Your Reality
 • Ask for Their Reality
 • Demonstrate Understanding
 • Claim Common Ground about the Core Issue

OPTIONS
 • Ask for Buy-In
 • Describe Choices

WAY FORWARD
 • Define Next Steps
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AS YOU WATCH THE VIDEO, CONSIDER:

Video: Coaching for Alignment

How did Prepare, Plan, and Practice contribute to gaining alignment?

What do you observe Alan doing that helps minimize interference?

What are the differences between the two alignment conversations?
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PREPARE 
Use the GROW® Process on yourself first. Get clear on the 
Goal, the Reality you’ll share, and the Option you’ll pursue if 
you can’t get alignment. 

What’s my Goal? What’s the Reality? 
What are the Options if I don’t get agreement?

1

© 2011-2016 InsideOut Development. All rights reserved. 10-001-08-04-00  |  insideoutdev.com

2 PLAN 
Plan the conversation 
using the questions and 
possible responses below.

COACH COACHEE

Define Next Steps: Sample:  “So, our next steps are ___________.” (Note the date and time.)
Follow GROW for Breakthrough if applicable.

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Share Your Reality: Sample:  “This is what’s showing up for me.”

Ask for Their Reality: Sample:  “How does it show up for you?”

Demonstrate Understanding: Sample:  “So, what I hear you saying is ________.
Have I understood you correctly?”

Possible Response: Claim Common Ground About the Core Issue: Sample:  “So, you agree that  _________. 
Is that accurate?”

Ask for Buy-In:  Sample:  “I’d like for us to work together to _________. Will you work with me 
on this?“  IF NO: Continue with Options. IF YES: “Thanks for agreeing to ________.” 
(Proceed to Way Forward.)

Describe Choices: Sample: “If you are not willing to work together, it puts me in a tough 
spot because ________.  If that’s the case, then __________. Will you work with me on this?”

Explain Your Goal: Sample:  “I have something I’d like your help with. Could we discuss it now?”  

Share Your Intent: Sample: “Here is what I would like to do. I’d like to share my perspective and 
then get yours. If we’re on the same page, I’d like to discuss how to ________.” (What you want for 
the person). “If I am not accurate, I need to know that, too.”

LISTEN
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LISTEN
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Conversation Planner
Coaching for Alignment

3 PRACTICE 
Practice the conversation with a 
colleague or friend. Try to get the 
real words out of your mouth.
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The Conversation Planner

The Conversation Planner is the tool that is used to Coach for Alignment and 

contains three critical steps: Prepare, Plan, and Practice.

Using GROW® as a framework, the Conversation Planner helps you identify the 

goal, prompt the right dialogue, and guide the discussion.
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2

Activity: Your Prepare, Plan, Practice Experience

NOTE ANY INSIGHTS FROM THE ACTIVITY:

Coaching for Alignment

What worked?

Where did you get stuck?

What would you do differently?

Coaching for Alignment

• Think about a person you need to have a conversation with to get agreement or
alighment for your goals – this may be a challenging conversation with a
colleague or a performance discussion with a team member

• This may be the conversation you noted earlier
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6
M O D U L E  6   GE T TING STARTED

Apply your coaching knowledge and 
use your coaching tools for success.
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InsideOut Coaching™ At-A-Glance
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Coaching Snapshot  

TRUST

1. I create a safe environment for talking about sensitive or personal 
topics 1    2    3    4    5    6    7

2. I keep the conversation focused on the agenda of the other person 1    2    3    4    5    6    7

3. I communicate openly and honestly at all times 1    2    3    4    5    6    7

4. My commitments relating to each coaching conversation are always 
made clear to the other person 1    2    3    4    5    6    7

5. I consistently follow through on my commitments 1    2    3    4    5    6    7

EFFECTIVE COMMUNICATION

6. I make it clear when commitments can't be met 1    2    3    4    5    6    7

7. I set a clear goal for every coaching conversation 1    2    3    4    5    6    7

8. I keep every coaching conversation focused on achieving agreed-
upon goals 1    2    3    4    5    6    7

9. I help others think of alternative ways to view a problem or solution 1    2    3    4    5    6    7

10. I help others think of as many ideas or options as they can to solve a 
problem 1    2    3    4    5    6    7

11. I listen to new ideas without jumping in to judge or evaluate them too 
soon 1    2    3    4    5    6    7

12. I stay objective during coaching conversations 1    2    3    4    5    6    7

13. I communicate in a way that makes others want to share their ideas 
or perspective 1    2    3    4    5    6    7

14. I help others draw their own conclusions when considering different 
perspectives or approaches 1    2    3    4    5    6    7

15. I demonstrate understanding by reflecting back or summarizing what 
was said 1    2    3    4    5    6    7

Circle the number that best represents the extent to which you do the following (Use the line 
chart below as a guide.):

Strongly 
Agree

7

Agree

6

Somewhat 
Agree

5

Neither Agree 
nor Disagree

4

Somewhat 
Disagree

3

Disagree

2

Strongly 
Disagree

1
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Strongly 
Agree

7

Agree

6

Somewhat 
Agree

5

Neither Agree 
nor Disagree

4

Somewhat 
Disagree

3

Disagree

2

Strongly 
Disagree

1

16. My body language demonstrates a high level of engagement in each 
conversation 1    2    3    4    5    6    7

17. I spend more time listening and less time talking 1    2    3    4    5    6    7

18. I ask helpful questions during conversations 1    2    3    4    5    6    7

19. I am willing to ask tough questions when needed 1    2    3    4    5    6    7

PERFORMANCE FOCUS

20. I always end a coaching conversation by clarifying actions or 
commitments 1    2    3    4    5    6    7

21. I support others in setting specific dates for follow-up actions and 
commitments 1    2    3    4    5    6    7

22. I help others set priorities based on our organization’s business 
needs 1    2    3    4    5    6    7

23. I make a clear link between our coaching conversations and job 
priorities 1    2    3    4    5    6    7

24. I provide the coaching others need to be more effective on the job 1    2    3    4    5    6    7

25. Others achieve better results because of the coaching they get from 
me 1    2    3    4    5    6    7

COACHING ROUTINE

26. I regularly make time to help others explore work-related challenges 1    2    3    4    5    6    7

27. I take time with others to check on their progress 1    2    3    4    5    6    7

28. I provide the support others need to stay on track 1    2    3    4    5    6    7

29. I remind others of the commitments they have made 1    2    3    4    5    6    7

30. I encourage others to take responsibility for their own development 1    2    3    4    5    6    7
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NOTE ANY INSIGHTS FROM THE ACTIVITY:

Activity: Your Coaching Snapshot

Coaching Effectiveness

What's working?

Where are you getting stuck?

22

What could you do differently?
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My Weekly Coaching Routine
for DRIVING IMPACT
Date:

STEP 1
PLAN

1. What are my priorities for the week?

2. Who do I need to have a conversation with to accelerate my progress?

PRIORITY

Person

Outcome You Want

A B CConversation Type

Rank (1-3)

By When         /       /

PRIORITY

Person

Outcome You Want

A B CConversation Type

Rank (1-3)

By When         /       /

PRIORITY

Person

Outcome You Want

A B CConversation Type

Rank (1-3)

By When         /       /

COACH
STEP 1
PLAN

STEP 2
REVIEW

C

M

Y

CM

MY

CY

CMY

K

IOC_4.0 Weekly Coaching Routine_10-001-09-04-00 PRINT.pdf   1   1/11/16   6:10 PM
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What Else?

What topic do you want to discuss?

What do you want from this discussion? 
(Decision, Strategy, Option, Plan)

What are the consequences 
if you do not reach this goal?

Does this option interest you
enough to take action?

How will you go about it?

What might get in the way?

How might you overcome that?

What and when is the next step?

Briefly, what has been happening?

What have you tried so far?

What were the results?

What is your sense of the 
obstacles for you? For others?

What di�erent way might others 
describe this situation?

If anything were possible, what might you do?

If others are involved, what would they 
need to hear/see to get their attention?

If you were watching this conversation,
what would you recommend?

Do any of these ideas interest you
enough to explore further?

Would you like suggestions from me?

If you were to do this, how
might you go about it?

Is the goal still realistic?
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PREPARE 
Use the GROW® Process on yourself first. Get clear on the 
Goal, the Reality you’ll share, and the Option you’ll pursue if 
you can’t get alignment. 

What’s my Goal? What’s the Reality? 
What are the Options if I don’t get agreement?

1
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2 PLAN 
Plan the conversation 
using the questions and 
possible responses below.

COACH COACHEE

Define Next Steps: Sample:  “So, our next steps are ___________.” (Note the date and time.)
Follow GROW for Breakthrough if applicable.

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Possible Response: 

Share Your Reality: Sample:  “This is what’s showing up for me.”

Ask for Their Reality: Sample:  “How does it show up for you?”

Demonstrate Understanding: Sample:  “So, what I hear you saying is ________.
Have I understood you correctly?”

Possible Response: Claim Common Ground About the Core Issue: Sample:  “So, you agree that  _________. 
Is that accurate?”

Ask for Buy-In:  Sample:  “I’d like for us to work together to _________. Will you work with me 
on this?“  IF NO: Continue with Options. IF YES: “Thanks for agreeing to ________.” 
(Proceed to Way Forward.)

Describe Choices: Sample:  “If you are not willing to work together, it puts me in a tough 
spot because ________.  If that’s the case, then __________. Will you work with me on this?”

Explain Your Goal: Sample:  “I have something I’d like your help with. Could we discuss it now?”  

Share Your Intent: Sample:  “Here is what I would like to do. I’d like to share my perspective and 
then get yours. If we’re on the same page, I’d like to discuss how to ________.” (What you want for 
the person). “If I am not accurate, I need to know that, too.”
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Conversation Planner
Coaching for Alignment

3 PRACTICE 
Practice the conversation with a 
colleague or friend. Try to get the 
real words out of your mouth.
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What Else?

Does this option 
interest you enough 
to take action?  

How will you go 
about it? 

What might get 
in the way? 

How might you 
overcome that?

What and when 
is the next step? 

If others are involved, what would they 
need to hear/see to get their attention?

If you were watching this conversation, 
what would you recommend?

Would you like suggestions from me?

Do any of these ideas interest 
you enough to explore further?

If you were to do this, how 
might you go about it?

What topic do you 
want to discuss?

What do you 
want from 

this discussion?

What are the
consequences

if you do not
reach this goal?

Briefly, what has been happening?

What have you tried so far?

What were the results?

What is your sense of the 
obstacles for you? For others?

What di�erent way might others 
describe this situation?

Is the goal still realistic?
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(Decision, Strategy,
Option, Plan)

GROW®
Coaching for Breakthrough

If anything were possible, 
what might you do?
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GOAL
What do you want?

REALITY
What’s been happening?

OPTIONS
What might you do?

WAY FORWARD
What will you do and when?
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GOAL
What do 
you want?

REALITY
What’s been 
happening?

OPTIONS
What might 

you do?

WAY FORWARD
What will you 
do and when?
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InsideOut Coaching™ Tools

GROW® Worksheet
A step-by-step guide for having a 
Coaching for Breakthrough conversation. 
Also available as a PDF.

GROW® Card
A reference card for Coaching 
for Breakthrough conversations. 

Weekly Coaching Routine
A weekly guide to align your 
coaching to your priorities and 
enhance your coaching effectiveness. 
Also available as a PDF.

Conversation Planner
A streamlined planner to help you 
Prepare, Plan, and Practice for a Coaching 
for Alignment conversation. Also 
available as a PDF.

Quick-Check Questions
A wallet-size card for Coaching 
Check-Ins and Feedback.

GROW® On-The-Go
A wallet-size card for quick Coaching 
for Breakthrough conversations. 
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Notes:
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Action Steps
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Leadership Excellence

Reflections & Action planning

Reflecting on the past two days experience:

•  What actions do you need to take to change your way of leading and coaching your 
people? 

• What will be the impact on the individuals and their performance?

• What will be the impact on the IKKT culture?

I’m committed to…

Action By when Impact on myself, 
team or IKKT

Support & Resources 
Nedded Notes

• Be prepared to share your actions with the class and solicit support.  

•  Support each other by coaching, challenging each other and holding each other 
accountable.  

• How you support each other will set an example for your teams.
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Appendix

Cost / 
Cash / 
Value

Supply 
Reliability

Quality / 
Compliance / 

Safety

We make difficult choices,
but we never compromise

Quality, Compliance or Safety. 
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Leadership Excellence

HR On Demand Resources
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Leadership Excellence

How do I prepare in a performance coaching conversation?  

Manager’s Role Colleague’s Role

•   Obtain performance and developmental 
feedback from key stakeholders in advance of 
the performance discussion. Identify specific 
behaviors and incidents and relate them to 
specific performance goals.

•   Review the areas you will cover for unconscious 
bias.  

•   Focus the conversation on colleague performance 
and support your points with data, feedback 
you’ve gathered, and concrete examples.

•   Use Straight Talk to conduct the conversation.  
Colleagues appreciate a fair and honest 
evaluation of their performance.

•   Review your goals in Workday. Note where you 
are progressing your goals and any areas that 
may require adjustment or assistance. 

•   Solicit feedback from a variety of sources using 
the Get Feedback on Self module in Workday. 
Share this with your manager in advance of your 
conversation. 

•    Reflect on your performance so far this year. 
    –   Consider how the skills you’ve acquired and 

the competencies you display lead you to be 
effective in your current role &/or position you 
for future opportunities. 

    –   Consider if there additional skills you may need 
to be successful in achieving your goals.

How do I participate in a performance coaching conversation?  

Manager’s Role Colleague’s Role

•  Create an atmosphere of trust. 

•   Set a positive tone, and communicate genuine 
support for development. 

•   Solicit input from the colleague on areas where 
the colleague is on/off track in meeting goals.

•  Provide feedback 

•   Agree together on any revisions or modifications 
to goals.

•   Provide coaching to colleague to accomplish his/
her goals. 

•   Discuss and agree on an appropriate action plan

•   Discuss your progress against your goals.

•   Discuss ways to continue developing your 
competencies and skills.

•   Discuss the feedback you and your manager have 
collected from others.

•  Discuss an appropriate action plan 

•   Ask questions you may have about your goals, 
performance feedback or course of action for the 
remainder of the year 
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Leadership Excellence

Preparing for a Challenging Conversation 

Content Coaching Techniques

Plan so you can:

•  Bring data

•  Anticipate questions and concerns

•  Identify potential for resistance

•   Help the colleague see the benefits of 
changing plans and/or behavior

Checklist to follow before you begin the 
coaching conversation

✓  Check your attitude!

✓  Are you prepared to listen?

✓  Are your emotions in check?

✓  Have you planned well?

✓  Are you ready?

1.   Active Listening: Involves both verbal and 
nonverbal aspects.

2.   Maintaining Silence:  As important as it is to 
ask good questions, it is just as important to 
maintain silence when your coachee is trying 
to answer them.

3.   Summarizing: Stepping back and giving a 
clear summary of the situation gives the 
coachee the chance to see things differently.

4.   Initiating Action: Involves exploring options 
and challenging your coachees’ beliefs

5.   Challenging Assumptions: Recognize your  
unconscious bias that may impact the way 
feedback and coaching is delivered.
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Leadership Excellence

Challenging Your Assumptions  
Recognize your own pre-established filters which shape the way you see, interpret, and judge the 
world and may impact the way feedback and coaching is delivered

•  Know your biases (Halo, Horn, Central Tendency, Recency, Similar to me/ Different from 
me)

• Explore opposite views to yours with openness and a sense of inquiry

• Be open to listen to people of different background and experiences

For internal use only for planning purposes only. All content in this message is subject to works council and/or union 
consultations and other applicable legal requirements. 
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Leadership Excellence

Year End Performance Review  
•  The year-end Self-Assessment provides colleagues with an opportunity to showcase their 

performance and accomplishments for the year

 •  This End Review is meant to sum up the manager’s understanding of the colleague’s 
entire performance for the year.

 
•  The focus should be on the achievement of the colleague’s performance objectives, what 

was done, and how it was done.

•  The year-end performance review process sets the stage for additional people processes 
that occur throughout the year. (Merit Increments, Goals for the next year, IDPs etc)

 

When done with skill and thoughtfulness, the year-end 
process offers a great opportunity for colleagues to 
highlight their accomplishments and for managers to 
motivate colleagues to continue to grow and perform at 
their best. 

When done with skill and thoughtfulness, the year-end 
process offers a great opportunity for colleagues to 
highlight their accomplishments and for managers to 
motivate colleagues to continue to grow and perform  
at their best. 


