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Using the SOFTEN Technique to 
Promote Positive Perceptions 

by Ruby Newell-Legner, CSP 

Customers form 10 impressions of you in the first 5 seconds. What first impression are you leaving with them? And more importantly, what perception is your staff leaving with them?

Everyday we communicate through our gestures, body language, posture, facial expression and eye contact. 

In the service industry it is important that we really pay attention to these non-verbal messages. In any face-to-face interaction, we can easily send the wrong message to a customer if we don’t acknowledge the power of those non-verbal cues.    

To help participants in my training programs learn the simple reminders of positive communication, I teach them the SOFTEN technique. I think Mae West sums it up best in one of her famous quotes.

“It’s not what you say; it is how you say it.  It’s not what you do; it’s how you do it ...but most importantly, it’s how you look when you say it and you do it.” 
The SOFTEN technique can be used in a variety of situations.  When you are developing rapport with a new friend or calming an upset customer. The acronym is a great reminder that will help you improve just about any relationship in your life.
S stands for Smile
A smile is an expression of welcome.  It conveys pleasure, happiness, or amusement.  When you smile, it displays a good attitude, a sense of humor, a caring approach. In the service business, a smile is required for you to succeed.  Throughout your day, check to see what expression you have on your face. Your confidence shows when you smile.

O stands for Open Posture
Open posture demonstrates your open-mindedness and closed body posture makes it appear as if you don’t care or don’t want to listen.  
Perhaps you have been in a conversation when the person you were talking to crossed their arms.  In that moment, everything changed.  For some reason, it shut off the lines of communication and you felt like they weren’t listening any more.  

Now really, this doesn’t make sense because what do our arms have to do with listening?  The key is understanding that those crossed arms subliminally create a barrier and crossed arms hinder positive communication.  
Now I am not saying you should never cross your arms again, I am just reminding you that when you do cross your arms, you risk making the other person feel like you are tuning them out.
F stands for Lean Forward 
A little lean forward shows you are attentive and anxious to assist your customer.  Now don’t go overboard and get in their face, I am just recommending that you lean forward a little bit. Just lean forward about 2 inches.  Not to the point that you fall forward. Don’t lose your balance. Your goal is to subliminally say “I’m here for you…” That lean forward will let them know that you are eager to help.
T stands for Tone of Voice
A clear, audible, enthusiastic, varied tempo, positive voice is the type of voice we need to send a positive professional message.  

After coaching swimming for 20 years I have a coach’s voice.  I have scared small animals and children with that voice. I’ve made babies cry by accidentally using that voice at the wrong time. Sometimes I will be walking in an airport and a kid will take off across the concourse running and without even thinking I will yell….”WALK.” I can’t help myself, too many years on the pool deck as a lifeguard. (
Remember, your tone of voice says a lot about what you are trying to communicate.

E stands for Eye Contact
Eye contact provides important social and emotional information; people, perhaps without consciously doing so, probe each other's eyes and faces for positive or negative mood signs. Eye contact shows that they have your undivided attention.

When you engage with another person’s eye, you connect with them on another level.  Now I am not talking about Charles Manson-type eye contact…that is a bit much.  Just connect and then linger a little bit past comfortable before you look away. That creates a strong connection.

N stands for Nod to Acknowledge
Nodding your head shows that you are listening and that you want to hear everything they have to say. I have to confess that sometimes I nod my head to keep my mouth out of trouble. It helps me close my lips. It is a little self-reminder that it isn’t my turn to talk yet.
The SOFTEN Technique is so simple and easy to remember. You won’t even need a printout of this article the next time you go to remind yourself to build trust and rapport.  Just remember the simple acronym S-O-F-T-E-N. 
Remember - Your reputation is only as good as the impression you leave with every patron. Use the SOFTEN technique to enhance your dialogue with each individual you serve.  In our business, positive communication is everything.
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Banking on Customer Service
by Ruby Newell-Legner, CSP 

We chose our bank because a friend had opened a branch near our home.  We kept our business at that bank for the last nine years because of the exceptional customer service we have received.

Front Range Bank is a small institution but big on value.  They represent the perfect example of what I believe customer service should be like in any business.

1. The right people are hired to work with the public.  In any service industry, the people make the business. We have all had negative experiences from someone who was not a good fit for the position.  At Front Range Bank, employees are hired for their “people skills” and it shows.

2. Staff members like their job. You can tell the employees like working at the bank because you never see or hear them complaining when you walk up to the counter.  They are usually smiling and demonstrate that they are in a good mood.  

3. Everyone knows their role in providing customer service. Each person at the bank realizes that they are part of the Service Cycle.  If my husband walks to the bank with the dog, no matter who waits on him, they all offer a friendly greeting as he enters and there is usually a treat for Kona, our 1 year old chocolate lab.  

4. The employees think of the long term value of each customer as opposed to treating each transaction as an opportunity to make money. A few years ago, a client accidentally wrote a check on a closed account and because that check came back with insufficient funds, a number of payments we had made on our account were going to bounce.  Instead of charging us $20 for each of the 8 checks, we received a nice phone call from one of the clerks at the bank who had noticed the problem.  We immediately moved some money from another account to cover the checks and we didn’t have to pay the service charge.  Now I call that personalized, caring service. 
5. Every staff member makes the customers feel special. They treat everyone like individuals instead of just another financial client. When I pulled up to the drive up window the other day, Travis greeted me with a nice “Hello Ruby” as he recognized the car.  Before he returned the tube to me, he asked if he could include a little dog treat for Kona.

6. Staff training offers skill development to shine in customer service. Each person at the bank is well trained because you watch them abide by the 10-5 rule.  They acknowledge each customer by the time the customer is within 10 feet and within 5 feet the employees stop their conversation, give their undivided attention to the customer and offer a friendly greeting.

Could you pass the test if we were to ask your customers to rate each of these characteristics for your organization?
To instill loyalty in your customers and develop long term profitable relationships remember the points above. That will lay the foundation for a successful business relationship.
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How to Get What you Want
by Ruby Newell-Legner, CSP 

I disagree with that famous Rolling Stones Song Lyric. I think you CAN get what you want but you have to know what you want to get it. Then you have to tell those around you to make sure they know what you want if you expect them to be part of the dream. 

All too often I work with people who haven't really decided what they want and they spend most of their time looking at the negative and can only see what they DON'T want. 

Try this exercise.
Write down 3 key concepts that describe exactly what you are looking for. 

· As a general manager it might be a revenue producing, safe and fully booked venue. 

· As a parks and recreation leader it might be fulfilling a community need, helping people enjoy leisure and creating a positive work environment for your staff. 

· As an aquatics manager or amusement park supervisor it might be a safe, fun and clean environment. 

· As a coach it might be trust, hard work, and dedication. 

· As a ref it might be sportsmanship, fair play and friendly competition. 

· A stadium manager might say staff that is, customer friendly, team-oriented and attentive. 

Then ask yourself, "What have I done today to make sure the people who can make that all happen know my expectations?" 

As a recreation facility manager for over 20 years, the characteristics I looked for in the staff I worked with were customer service, teamwork and initiative. Here are some thoughts on how you can Set Yourself and Your Staff up for Success based on your criteria.

Identify 3 specific areas of expectation you have for your staff. They can be general areas of professionalism and should embody what you feel is the most important aspect of their job. For me as a facility manager, it was Customer Service, Teamwork, and Initiative. 

1. Use those areas of expectation to format your interview questions. Design your dialogue with each candidate to make sure you include scenarios and questions around that criterion. If that is what you are looking for, you better screen potential staff member to see if they can deliver performance in those areas. 

2. Let the employee know why they were selected. The phone call might sound like this, "Hi Mary, you were selected for this position because you demonstrated Customer Service, Teamwork and Initiative. Those are the most important elements required of our employees so I am delighted to offer you a position." 

3. Reinforce your specific criteria throughout the training. 

· Right at the beginning of the new employee orientation; bring out a stack of applications and say, "You were chosen over all these applicants because you showed us during your interview that you radiate Customer Service, Teamwork and Initiative." 

· Use your criteria as a framework of the specifics that you want to train them on. 

· Let them know that they will be evaluated on those specific characteristics and make sure they know what each criteria looks like. I recommend showing them specific examples of good and bad behavior so they know what to do and what not to do. 

4. Check for understanding. Ask each new employee at the end of the new employee training session to reiterate to you what they think is the most important expectation of their job. If they haven't mentioned your 3 criteria, you haven't done your job of making that crystal clear. 

5. Follow up their initial training by reinforcing specific behavior in those areas once you observe it. You can do this on a one-on-one basis or create a reward and recognition program to acknowledge positive actions. 

6. Use your training outline as an evaluation tool. If you listed it on the training form, make sure you are measuring their performance in those areas. 

By using these simple steps in reinforcing your expectations, you begin to instill in your employees the "Bigger Picture of the Job." 

I encourage each of you to do some deep soul searching on your specific criteria. You will find the effort placed on that framework will help you have a successful season. Your staff will appreciate the clarification too! 

And as the song ends… "You just might find you GET what you NEED." 
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How to Make Next Year Your Best Year Yet!

by Ruby Newell-Legner, CSP

This is one of my favorite times of the year. It is a time when I evaluate the year I've just had, and plan for the next one. 

As many of you know my husband and I have a tradition that every New Year's Day we sit down and do our goals together for the year ahead. We share personal as well as professional aspirations. We talk about where we would like to travel together, what new things we want to do with our home, we outline investments we want to make in the business and we set specific goals for our company.

You will dramatically increase your chances of having a successful year by taking a few very simple steps. The first step is to take some serious time to reflect on where you have been, then acknowledge your successes of the past and finally set out a plan for 2006. To make this process easier for you I have given you suggestions for setting your goals: 

1. Celebrate your accomplishments and recognize those who made it possible. Sometimes we just move on to the next task without taking time to reflect back on the success we had. If we take more time to thank those who helped us succeed, we will generate more positive support for upcoming projects. 

2. Decide what changes you want to make. It's been said that "if you change your habits, you can change your life." If you are frustrated about something in our life, I believe that when the pain is great enough, you will decide it is time to make a change. What changes do you need to make? What aspects of your life do you want to improve?

3. Clarify why you want to accomplish each goal. If you don't have sufficient reasoning, you won't be motivated to accomplish it. 

Decide if you are a "Work Towards" or “Move Away From" type goal setter. Some people work towards a goal to create a better future. Others set goals to avoid problems.

It is helpful to know which one you are so you can design your goals with the most appropriate perspective. A person who likes the carrot dangled will strive to reach it but that may not mean anything to the person who is motivated to avoid negative situations. 

4. Clarify your goals and make them measurable. 
S.M.A.R.T. GOALS are: 
Specific - Define precisely the objective or outcome you want.
Measurable - Define objectively how you will know when you've attained it.
Action-oriented - Use action verbs to describe the steps required.
Realistic - Confirm your belief that the goal is indeed possible.
Timely - Set a target date for reaching your goal. What is your ETA (Estimated Time of Accomplishment)?

5. Break large goals into reasonable chunks with mini-milestones. You need to feel like you are moving forward and working towards the end result. Achieving mini-milestones will help you feel good about your progress. 

6. Establish which goals are most important to the big picture. Prioritize your goals that will help you identify what you are going to work on right now. You will probably work on many goals simultaneously but by putting them in a prioritized order, you can see what needs the most attention or has the biggest urgency. 

7. Determine what resources you will need to complete each goal. Outline a budget and list what tools will be required to accomplish each goal. Will you need training? Do you need to purchase software? Etc. 

8. Post your goals in a visible location. Writing down your goals is the first step in showing positive commitment. Keeping them close at hand demonstrates that you are willing to be focused on accomplishing them. Posting your goals is a powerful reminder to yourself and others that you are determined to succeed. 

9. Get a support system. Announce your goals to the people around you who you trust. Request that they ask for updates on your progress and offer encouragement along the way. Be clear about what you expect from them. 

10. Identify obstacles that you may encounter along the way and create a contingency plan before they cause delays or frustrations. Make a list of the potential challenges that may stand between you and your objectives. Then brainstorm with your support team how to avoid or overcome those obstacles if they appear. 

11. Establish a reward system. You need reinforcement for achieving each goal and for reaching the milestones in your endeavors. Make it fun and worthwhile. 

Successful business leaders develop goals to achieve their vision. Their commitment to their goals, and thus to their vision, is made obvious by both their actions and their repeated communication of what must be done, and why.

 I came across this quote that clearly reminds me that if we aren't personally clear where we are going or don't share our vision with those around us, we cannot succeed.

"I could detect a distinct correlation between this notion of vision and performance … The good ones had a vision. As for the bad ones, it was hard to tell why the people had come to work that morning." Donald Povejsil 

Take some serious time to reflect on what you want achieve in the year ahead, and then map out the critical elements that have to fall into place for your goals to be realized. Create a game plan for the next year and set the gears in motion. You will be amazed at how much you can accomplish with a detailed outline of your vision. The focus will help you be re-energized, more confident and motivated to make the year ahead your best year ever!
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Are you an Administrator, Manager or a Leader?

by Ruby Newell-Legner, CSP

My very first winter job was working at a movie theater. I sold tickets, bagged the popcorn and worked in the concession stand. The people I worked with gave me my first glance at the different aspects of running a business.

My supervisor had the role of administrator. He was all about "The Rules." He made sure we only gave the children's price to those under the age of 12. That was always a hard call for me when mom or dad would make the "teenage-looking" child wait by the door as they stepped up to the cashier window.
My boss was all about the rules and would rudely question the parent when he saw the size of the person who had a "children's ticket." Clearly he missed the lesson about creating a positive guest experience for families. He was just more interested in making sure everyone went by "The Rules."


The owner of the theater was in charge of the next area of responsibility. He was all about "Management." He focused on efficiency.

His office was upstairs next to the projection booth and sporadically he would "run" downstairs to see if we were doing our job. He liked to take the stairs 2 at a time going up and down so we always knew when he was coming. We would hear the "Thud, Thud, Thud" when he hit the first set of stairs. That was our cue to do a once over of his pet peeves. He hated it if we left the sliding top door of the freezer open for more than a second even if we were serving multiple guests. We heard about it if we overestimated the size of the crowd for each show and popped too much popcorn. On those occasions we would get a lecture about how expensive the popcorn, oil, and electricity was to make the popcorn.

I wonder how different it might have been if someone in the company had been a true leader who could have shared the vision of what a positive movie experience should be like for our guests. You see I was treated like an hourly employee, someone who came in, worked my shift and went home. I was never really invited to be part of the company. 

I wonder how different it would have been if someone would have helped me learn the intricacies of creating a positive movie experience. I would like to think that would have inspired me to do a better job. But in reality, I showed up, sold the tickets, hoped I estimated the right amount of popcorn and prayed I didn't hear the "Thud, Thud, Thud" coming to check on me.

A true leader energizes their staff to perform. All too often the person in charge sucks every ounce of inspiration out of an employee because they focus on the wrong things. Either they are an administrator, or a manager, but rarely a leader.

Ask yourself where do you expend your energies?

Are you an administrator who focuses on the rules and procedures?

Are you a manager who is primarily concerned about efficiency and results?

Or are you a leader who shares the vision of your department and organization with every employee and creates an atmosphere where staff is excited and motivated to help you make that dream come to fruition?
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Choosing the Right Mindset when Working with Challenging Customers
by Ruby Newell-Legner, CSP 

When things go wrong, and they sometimes will no matter how hard we try to think of everything, it is how you respond that makes a difference. Inevitably there will be the occasional disgruntled customer. No matter how wonderful your products or services are or how committed you are to provide the best customer service, problems do occur. Armed with the following perspective, you can diffuse a situation and possibly even save the customer, as well as the reputation of your organization. 

1. View complaints as gifts. 

Complaints can be a great source of information, innovation and inspiration. They can help you gain valuable ideas for new products/services, recover a customer who might have otherwise decided to go elsewhere, fix problems that could be the cause of other customers leaving, or gain a customer for life by resolving the complaint quickly and efficiently. Only 4% of upset customers complain. The other 96% simply leave and never come back. A complaint gives you the opportunity to resolve the situation and learn how to run your business better. By choosing to look for the "gifts" upset customers offer you, you take the first step in approaching the situation with an open mind. That mindset will come across in all the subliminal signals that you are sharing with them as you listen. 

2. The customer is not always right…but they are the customer and we want to keep them as a customer. 

Their investment in our business is valued, and we need to do whatever it takes to keep them happy. It's cheaper to solve the problem. It costs six times more to obtain a new customer than it does to retain the current one. (Recent surveys say it can cost up to ten times more!) Keep the situation in perspective and remember the "Big Picture". Don't let the pesky little things upset you. Be glad you don't live with them. Obnoxious customers are often embarrassed because they made a mistake and want to blame it on you. 

3. You can't take it personally. 

When a customer is upset, remember that it is not a personal attack. Though it may feel like the customer is attacking you remember - "this isn't about you - it is about their frustration over the situation." If you take the customers complaint personally, matters are sure to get worse before they get better. Don't allow what the person is saying to get you emotionally involved. When you let him or her "push your buttons" you lose. When you respond emotionally-with anger, sarcasm, distress, or tears-you can't respond rationally. The angry customer wants to upset you because they think you'll give them what they want so you can get rid of them. Many discourteous customers act that way because they made a mistake and want to blame someone else to take the attention away from their error. Don't let these customers get to you by responding emotionally or giving in to outrageous demands. Ignore inappropriate words. If you allow cursing to offend you, you've lost your objectivity and control, and the angry customer has won. Edit their comments in your head so you can make sense of their words without getting upset. On the other hand, if the language is really offensive, remind the customer that you are a professional and expect to be treated like a professional. Let them know that when they calm down and use appropriate language, you will be happy to address their concerns. 

4. Dealing with the person and their concern is your responsibility. 

This is a part of your job working in the service industry dealing with the public. We are all team players and share in the triumphs and failures of customer service. Do not assign blame or pass the customer off to another team member. Remember how you may have felt in the past if someone handed an angry customer off to you and do whatever you can to avoid doing that yourself. 

5. Let go of the negative. 

Control your self-talk. When you hear yourself saying negative things about the customer (or the situation) - STOP! Don't waste your time and energy. You have little control about the personality of the customer - especially their mindset. But, you can control how you react. Be in control of your emotions. 

6. Stay calm and remember no one makes you mad. 

You choose to get mad, or sad, or happy. So, don't choose to get mad at customers. Instead, choose to have a positive attitude. Do not get into a yelling match. For starters, you'll lose and your organization will lose. When the customers' temper gets the best of them, keep your demeanor calm and purposeful. 

7. Make it a game or challenge to see how many upset customers you can turn around. 

See if you can get them to be reasonable. Instead of being offended, make a choice to make it better for you and the customer. This perspective will take the focus away from the negative and help you focus on resolution. Think to yourself, what will be better after I calm this customer down and address their concern? 

8. Moods are contagious. 

What attitude are you conveying? Studies have proven that the number one reason customers choose to go elsewhere is because of poor handling of a situation. Most often that dissatisfaction comes from the mood or attitude of the individual that the customer encountered while trying to resolve their concern or complaint. Are you "infecting" others with good or bad moods? This mood will also demonstrate if you are ready to move up in the organization or if you need to "mature" in your role. Remember your mood or attitude can be contagious. What perspective are you spreading? 

9. Work at gaining loyal customers. 

The number one reason that customers stop buying from a business is because they were treated poorly by someone. It is much more cost effective to retain loyal customers than to gain new ones. In order to create loyalty, you have to calm down upset customers and ensure them that you will work to find a solution that they deem acceptable. Let them know that their business is important. Thank them for their patience and cooperation. In many cases, it pays to promptly address upset customers' concerns to keep their business. 

10. Be prepared to learn from this opportunity. 

Dealing with each unpleasant customer should be a learning experience if we keep an open mind and approach the situation in a positive manner. 

An important concept to remember is that you won't please everyone. Challenging customers can be frustrating. But with the right attitude and techniques, many of these people can be turned into satisfied, loyal customers. It's not always easy, but it's worth it. Choosing the right mindset can make all the difference in how you feel about the customer and your job. Having respect for your customers will ensure their faith in and loyalty to you and your business. 
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Do your "Out of Order" signs say
positive things about your organization? 
by Ruby Newell-Legner, CSP 

Last week at Denver International Airport I noticed a number of departure monitors with signs that said "Please Pardon Our Dust". The displays were all blank and it appeared as if they were replacing the units. I thought how sad they missed an opportunity to celebrate the upgrade by posting a sign that said "Watch for our new improved departure monitors to be installed soon." Moments later I saw another sign posted in the women's restroom that said, "Closed for Repairs. We apologize for any inconvenience." If it's broken, I really don’t want to use it. How about a positive alternative that says, "For your convenience, please choose a stall that is working. This one will be repaired soon." 

Kudos to the British Interactive Group for posting this sign while they were repairing one of their exhibits in the UK, "This exhibit has been so popular that it needs some attention. Please come back to see it in full action soon." 

If you are repairing or upgrading something based on a suggestion from a customer, let them know you are listening by saying, "Based on your recommendations, we are making the following improvements. Thanks for the suggestions. Keep 'em Coming." 

During a national holiday closure, do you post signs apologizing for being closed or take a moment to acknowledge your dedicated staff by saying, "Our facility will be closed July 4th. Please join our hard working employees who will be celebrating the holiday with their families." 

Before and after a two week maintenance shutdown of the recreation center I used to manage, we posted all the scheduled projects so patrons knew what was planned and accomplished. It helped the public be more supportive of the closure when they could see their tax dollars at work. 

Are your signs apologetic or do they leave the reader with a positive impression? 
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Enhance your Approachability to 
Improve your First Impressions
by Ruby Newell-Legner, CSP 

In preparation for my next round of training sessions for the 2010 Olympics, I created a great list for teaching employees how to be approachable. It is so long I divided it into two segments. Here is the first one... 

By focusing on approachability, you can look more confident and ready to help. It also sets a guest at ease knowing that you are there to help even if they don't need you right now. 

Do you look really interested and ready to engage? 

Do you appear that you want to help and that you are there to assist them? Position yourself where the guests can see how helpful you want to be. 

Does it look like you like your job? 

Does your appearance exude confidence? Just by looking at you, will guests feel like you will know the answer to whatever question they might have? 

Here are some ways to improve your approachability: 

1. Smile longer than is comfortable. It is your best non-verbal signal that you are friendly. Make it a warm, inviting smile. Look like you are having a good time. 

2. Display open body language. Your posture shows your level of confidence. Folded arms act as a barrier between you and the world. If the only reason you're crossing your arms is because you are cold - that is exactly how the fans will feel about you. 

3. Check the alignment of your body. If you are standing with most of the weight on one foot it looks like you are tired or bored. Stand firmly on both feet. Align your shoulders with the person you are talking to show you are focused on them. 

4. Abide by the 10-5 rule. If you are being approached by a guest, and you are talking with a co-worker, stop your conversation before the guest gets within 10 feet of you and smile at the guest. Greet the guest by the time they get within 5 feet. 

5. Eliminate uneasy, self-comfort gestures. Nervousness manifests itself in body language in many ways. Foot tapping, playing with a pen or pencil, fiddling with the change in your pockets gives the impression you are impatient or bored. 

6. Offer a pleasant facial expression to look at. Eliminate rolling your eyes no matter how silly the request may be. Be aware that Freud says that touching your face shows dishonesty - it happens when you are uncomfortable - a lot of people do it when they get self conscience. 

7. Make sure people can see your mouth as you speak. Face the person you are talking to and don't let anything come between your mouth and their eyes. People want to "see" what you are saying. 

8. Connect with your eyes without staring. Avoid looking off into space or at the ground. It sends the message that you aren't paying attention. 
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Enhancing Customer Service the GE Way

by Ruby Newell-Legner, CSP

The first time I heard Six Sigma, I thought it was the name of a fraternity. Then after working with GE for a number of years, I learned that this one tool has built their company to be considered one of the best in the world today.

I figured if it works for GE - maybe it can work for the companies I work with. So that started me thinking about how to implement the Six Sigma Strategy for Customer Service and Guest Relation Initiatives.

What is Six Sigma?

First, what it is not. It is not a secret society, a slogan or a cliché. Six Sigma is a highly disciplined process that helps GE focus on developing and delivering near-perfect products and services. 

Why "Sigma"? The word is a statistical term that measures how far a given process deviates from perfection. The central idea behind Six Sigma is that if you can measure how many "defects" you have in a process, you can systematically figure out how to eliminate them and get as close to "zero defects" as possible. 

Although it sounds rather technical, it is really very simple - Pay attention to what isn't working, evaluate why and implement solutions to make that problem go away.

Six Sigma has changed the DNA of GE - it is now the way they work - in everything they do and in every product they design.

Today's competitive leisure environment leaves no room for error either. We must delight our customers and relentlessly look for new ways to exceed their expectations. This is why Six Sigma Quality can help us improve customer care in our business.

To focus on quality delivery we must review the key elements involved: 

1) Our Guests - They are the reason our business exists. They expect friendly service, competitive prices, accurate information, clean environments and pleasant transactions. On a daily basis we are competing for our guests' leisure dollar. If we influence their perception in a positive way we create customer loyalty. If they have a bad experience, they vote with their feet and take their discretionary spend-able cash elsewhere.

2) The Process - Most of the time we look at the process from inside our business. We get frustrated by systems and equipment that don't work. When we step into the customers shoes, we gain a new perspective on what guest perception is created by each transaction. We see through new eyes some of the problems that need to be addressed. 

3) Our Employees - This is where the water gets muddy. After looking at a very technical model, it would be easy to say that employees are the most unpredictable element of the delivery chain. I disagree. As managers, we sometimes just make the people aspect too hard.

When employees have the following elements, they can succeed: 
a clear vision
an invitation to be part of the bigger picture
clear expectations and performance standards
tools to do their job
training to help them do the right thing 
motivation and recognition for fulfilling the mission

See, it isn't a fraternity or rocket science…it is a model that can help us create a better experience for our guests at all levels. 

In your next staff meeting, use this outline to discuss some of the key concepts of the Six Sigma Strategy: 

• What attributes of our service is most important to our customers?
• What part of the process is causing us to fail at delivering what our customers want?
• What service are we capable of delivering?
• What perception does the customer have of us? What do they see and feel?
• What steps can we take to stabilize our operations so that we can ensure consistent, predictable service delivery to improve what the customer sees and feels?

Utilize this approach to help your team develop their sense of what needs to happen to enhance the overall delivery of the service you provide for the guest. That will make them a member of the "We are all in this together" Fraternity!
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The Biggest 5 Mistakes in Staff Training

by Ruby Newell-Legner, CSP

We have all attended training sessions that made us wish we were at the dentist getting a root canal instead. But what makes a program so miserable? Here are a few mistakes trainers make and how to avoid them.

Mistake #1 - Sending the "Mandatory Memo" for staff training
Invite staff to attend and let them know why the training is taking place and why their attendance is important. Get them excited about attending. Training should be an opportunity not a punishment so create a learning culture so employees embrace staff development. 
Recognize new hires with a special orientation designed just for them.

Mistake #2 - Doing the same old stuff year after year 
It has been said that sometimes organizations "Breathe their own exhaust." Although I think that is a little harsh, I certainly understand how some folks get in a rut and just don't know how to do something different. Some take the philosophy that "We have always done it that way." And I bet their staff is sick and tired of it…
Involve the attendees in the training. Have group activities that engage everyone to their comfort level. Not everyone likes to get up in front of a group and share so have different ways to involve them. A small discussion group where someone reports back to the group is more accommodating and productive.


Mistake #3 - Not designing the training to reflect your expectations of their responsibilities and actions
First assess what tools they will need to succeed. Then invite key leaders at every level to be involved in the planning of the program. Review problems staff members have encountered in the past and develop guidelines to help them avoid those problems in the future.


Mistake #4 - Lecturing to employees on and on
Presenters think that just because they "told them" that employees will do what they cover in the training. Adults can only listen as long as their bottoms can endure. Get creative with the presentation and make it fun. Participants appreciate a variation in delivery and will learn better from interaction. 

Mistake #5 - No follow up or Recognition Program
That which is not reinforced disappears." Decide what is really important and then reinforce it every chance you get. Create a staff recognition program for the end of the year or the end of the season to celebrate everyone's accomplishments.
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Seven Mistakes to Avoid when Setting Up Training

by Ruby Newell-Legner, CSP
When Starbucks looked into why it had a lot of turnover among hourly employees in their first 90 days on the job, the company decided the phenomenon was caused by "a lack of connection" between new employees and their stores. By providing new core training to help employees connect with their stores, and designating learning coaches to be role models for new employees, Starbucks lowered turnover in the first 90 days by 30 percent.

What plans do you have for this year? Have you decided to "engage" your employees or just hope they choose to show up everyday? 

We have all attended training sessions that made us wish we were at the dentist getting a root canal instead. But what makes a program so miserable? Here are a few mistakes trainers make and how to avoid them. 

Mistake #1 - Sending the "Mandatory Memo" for staff training
Invite staff to attend and let them know why the training is taking place and why their attendance is important. Get them excited about attending. Training should be an opportunity not a punishment so create a learning culture where employees embrace staff development. Recognize new hires with a special orientation designed just for them. 

Mistake #2 - Doing the same old stuff year after year
It has been said that sometimes organizations "Breathe their own exhaust." Although I think that is a little harsh, I certainly understand how some folks get in a rut and just don't know how to do something different. Some take the philosophy that "We have always done it that way." And I bet their staff is sick and tired of it. Involve the attendees in the training. Have group activities that engage everyone to their comfort level. Not everyone likes to get up in front of a group and share so have different ways to involve them. A small discussion group where someone reports back to the group is more accommodating and productive. 

Mistake #3 - Not inviting employees to be part of the mission and vision of the organization.
Sometimes so much time is spent on the rules and regulations for employee behavior; there isn't time left during the orientation to lay out the big picture goals of the organization. A successful orientation will provide an over view of what the company is all about. The true test is to ask participants after the training "What is the goal of our company?" If they can't answer that succinctly, you need to work on what you have told them and improve how it was delivered to make sure they "Get it." 

Mistake #4 - Not designing the training to reflect your expectations of their responsibilities and actions
First assess what tools employees will need to succeed. Then invite key leaders at every level to be involved in the planning of the program. Review problems staff members have encountered in the past and develop guidelines to help them avoid those difficulties in the future. 

Mistake #5 - Lecturing to employees on and on
Presenters think that just because they "told them" that employees will do what they cover in the training. Adults can only listen as long as their bottoms can endure. Get creative with the presentation and make it fun. Participants appreciate a variation in delivery and will learn better from interaction. 

Mistake #6 - Presenters have to deliver material in a way that helps the listener understand it
Just because presenters have done the job doesn't mean they know the best way to teach others how to do it. A good presenter studies adult learning and presentation skills to promote maximum knowledge transfer. Some presenters truly do not know to adapt the material for different age groups or scenarios. This lack of training awareness causes some attendees to tune out and miss the key points. 

Mistake #7 - No follow up or Recognition Program
That which is not reinforced disappears. Decide what is really important and then reinforce it every chance you get. Create a staff recognition program for the end of the year or the end of the season to celebrate everyone's accomplishments. Make sure you have recognition set up along the way that keeps them motivated every day. It doesn't have to be something big, just a simple acknowledgment can go a long way. For a great resource, sign up for monthly staff recognition tips at http://www.baudville.com/tipsignup.asp Baudville offers great motivational ideas that are sure to inspire your staff. 

When you take steps to avoid these mistakes you can create a culture where employees come on board, like their job and stick around. Remember how first impressions can last forever. 


"The relationship we have with our people and the culture of our company is our most sustainable competitive advantage."
- Howard Schultz, chairman and chief global strategist of Starbucks, in 2002 

"My biggest fear isn't the competition, although I respect it. It's having a robust pipeline of people to open and manage the stores who will also be able to take their next steps with the company."
- Jim Donald, president, Starbucks North America in 2005 

© 2007 RubySpeaks, Inc. You are free to reprint or share this article providing you include Ruby's copyright information, leave it unaltered and include Ruby's contact information on the page. 

Speak in Public or Have a Root Canal - 
Which would you choose? 
by Ruby Newell-Legner, CSP 

Dry mouth, queasy stomach, loss of breath, shaking hands...all are symptoms of an anxiety reported to be stronger than the fear of dying - speaking in front of a group. Jerry Seinfeld once said that at a funeral, most people would rather be in the casket than giving the eulogy. 

No one wants to look foolish or inept and as the group turns their gaze your way you can feel the nervousness take over your body and suddenly you have trouble remembering your own name. 

Has this ever happened to you? It used to happen to me before every speech but I now know the secrets to successful speaking. But it took quite a while to overcome all these symptoms and take control of the impression I was about to leave the audience. 

After presenting 1700 programs I am often asked if I still get nervous. My reply? Of course, but I have learned to control it by doing the following things: 

1. Instead of concentrating on delivering a speech - pretend you are having a conversation with one person. If it helps, imagine just telling your best friend what you came to tell the audience. 

2. Dress professionally. Choose your attire based on being dressed just a little better than the audience is dressed. If you overdress you lose rapport with the audience. Dress for the job you want, not the job you have. 

3. Use confident posture and mannerisms. Stand tall and use your hands for gestures - not so big that they take away from your message, but use them to complement your delivery. Watch the newscasters; they keep their hands out of their pockets. 

4. Be yourself. Congruency is the hallmark of a great speaker. Do you see the same kind of behavior on the platform as you do in "off stage" life? A speaker can't preach wisdom they aren't living themselves. 

5. Use a formula for your talk. Focus on 3-5 points and then enhance those points with stories, statistics and examples. Or use the "Past, Present, Future" Approach to identify where you have been, where you are and where you are going with a specific plan. 

6. Open it up for questions 3/4 through your talk so you can control the ending of your program. Don't save Q & A until the end. There is nothing worse than having some naysayer offer his two cents and that is what the audience goes home remembering. 

7. The most important 60 seconds of your presentation is the first 30 seconds and the last 30 seconds. Memorize those lines and practice them so you can say them even when you are the most nervous. Own the stage before you start and then end with the point you want them to remember most. 

8. Remember -- Air is your friend. It took me two years to learn how to breathe while I was on stage. You need air to process thoughts effectively so take it in and let it help you think better. It's ok to pause if you need a breath. The audience wants to hear your message so make sure you have enough air so they can hear you. 

9. Use stories to illustrate your points. Don't use inappropriate humor. I have seen many speakers fall on their face by starting with a joke that was not politically correct. You want your audience to respect you as an expert from the start. 

10. Be prepared. Don't wing it. The amount of time and effort you invest in preparing your presentation will do two things: 

. give you the experience to hone in on exactly what you want to say and give you plenty of time to practice saying it 

a. help you gain the confidence to present a polished presentation 

The confidence to speak in front of a group is the greatest impediment to an individual's professional growth. Is your fear of speaking in front of a group holding you back from your next promotion or job opportunity? 
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What can the Leisure Industry learn from the World's Most Admired Company?

by Ruby Newell-Legner, CSP 

As I perused the news this morning, I came across the announcement in the March 6, 2006 edition of Fortune magazine that once again, GE has been named the World's most admired company. Why you ask? 

They develop their people. 

Although you may think of light bulbs, air craft engines and television shows when you think of GE, one of their most important products is people. GE employs more than 300,000 people through 11 businesses in 160 countries around the world. Many of tomorrow's CEO's will come from GE. 

GE does things that we all wish we could do. They create an environment that promotes advancement. People who work for GE are happy, challenged, trained, driven for cause and successful. Let's evaluate how we can do the same.

1. Create and nurture a culture that embraces learning. Employees who embrace that philosophy thrive and grow. Those who don't want to improve and change are unleashed from the company.

GE trains, coaches, and develops their employees, then they evaluate their performance and routinely at the end of the year - they let go of their lowest performing 10%.

"The ability to demand high performance without being heartless," says CEO Jeff Immelt, "has been a part of GE for a long time. That strategy creates the solid reputation as a high performing organization."

"They think big and take risks," Says Kevin Tollins, the CEO of Dell who went to GE to study their leadership development program. Dell used the GE framework to create the same kind of development program for its leaders.

And yes...those who perform at GE are recognized as well. According to Shelly Lazarus, a GE Board member since 2000, "GE really is a meritocracy. It really does reward those who deliver."

What steps are you taking to create a culture in your organization that promotes employee growth and development?

2. Employees know where they stand. Their candid communication inside the company allows people to know where they stand and what they need to improve. The employee is not left to find their own tools; the company provides those development opportunities.

As part of their Information Management Leadership Program I am honored to teach Presentation Skills and Feedback techniques to some of the brightest young professionals I have ever worked with. Two to three times a year the advanced program is offered to only those who have been nominated by their managers. Rumor has it that GE invests up to $50,000 per student for this 4 week class.

Participants who have been selected for this program get the reinforcement that they are doing well and have potential to grow into a leadership position at GE. In this class they learn everything from project management to how to pitch their ideas to high level managers. They learn how to read financial spreadsheets and offer feedback to their coworkers in a way that helps everyone benefit from an honest conversation. 

Not only do they have strong demands placed on them, they are given the tools to succeed.

The most impressive thing about this program to me is that the participants recognize the opportunity to attend this type of training. Students with that kind of perspective are such a pleasure to teach. The results we see in the class reflect the positive environment and their desire to learn.

Who have you pulled aside lately to reinforce their potential?

3. The company's vision is alive and well throughout the organization. Everyone who works at GE is clear on their mission for the global organization and within their department. Before any decision is made, the values are reviewed to see if it will support their mission.

Chris Kearney, CEO of SPX, who worked as Senior Counsel at GE's Plastics Business from 1988 to 1995, compares coming to GE to "the scene in The Wizard of Oz where it turns from black and white to color. Your eyes open to a totally different way of thinking and challenging yourself and the organization."

I believe the "colors" become more vibrant and clear because the leadership drives every initiative, project, and decision based on GE's values - Imagine, Solve, Build and Lead. Those four bold verbs express what it is to be part of GE. Their action-oriented nature says something about who they are - and serves to energize each individual and team around leading change and driving performance.

Does every employee know your mission and vision for your organization?

4. Leadership sets the standards of excellence by modeling the behavior they expect of their employees. One of the shining ways that GE leadership stays on top is practicing what they preach. In May 2005 GE rolled out their "Eco-Imagination" initiative and they are living up to their word.

There was a 6 page PDF document on the GE home page this morning. It summarized the articles in Fortune Magazine and why GE was recognized as the World's Most Admired Company. As I went to print it out, I was reminded of one of the great values that GE instills in its employees. Conserve energy and resources. So not surprisingly, the PDF had special controls on it that did not allow me to print the document.

What are your actions telling the front-line staff? Are you offering a good example of what you expect of your employees?
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Would you work for you?

by Ruby Newell-Legner, CSP 

Robert had a picture of a pack of huskies leading a dog sled on his bulletin board. The caption read, "Unless you are the lead dog, the view never changes." He had been my number one assistant for over a year when I came home from a conference to find his staff shirts, keys and security cards on my desk with his resignation. 

It basically said he was tired of doing all the work and not getting any of the credit. He told a story about how he had spent months working on a research project for our executive director only to sit in the audience of a board meeting and watch our leader take credit for all the findings. I know I had contributed to his frustration as well.

I remember how before I left for that conference, we had reviewed all he had to do while I was gone. He seemed fine with it all until I sat and read his letter of resignation and then I realized how I had been dumping on him for quite some time.

I didn't mean to, he was just so good at his job. He would take on projects and complete them on time and with great eagerness. His assignments usually involved work on the computer which I was just learning to use and he had just finished school so he had lots of experience creating the most professional looking spreadsheets.

It was before we had sophisticated software that would show profits and losses so at budget time I would ask him to run comparison worksheets. I always thought he loved those projects but I didn't realize how over the years he just felt taken advantage of. 

In looking back this is what I learned: 

1) Thank staff for the work that they do. No matter how many times you think you say thank you, you need to say it more. People who work hard need recognition for what they do. In frequent programs I ask" How many of you feel too motivated on your job?" I have never had anyone raise their hand.

2) Communicate in a professional manner. After a conversation with a staff member, reflect back on the circumstances. Did your words maintain respect for the employee as a human being? Was the tone considerate? Was the timing of the conversation appropriate? Was it in the right setting? Did you take the employee aside so their peers did not overhear the discussion?

3) Acknowledge Performance. When someone works hard on a project and you steal their credit it demoralizes their ambition. It would have been so easy for our Ex. Dir. to have Robert stand up in the meeting and acknowledge all the work that Robert had done on the project. But it was easier and more glorifying for our leader to just take the credit for himself. In the long run it cost us a very good man.

4) Get them the tools they need to perform. Supervisors need to make sure employees have all the tools to do their job; it should be our goal to make it easier for others to complete tasks in the most efficient manner. Remove barriers by working to obtain needed resources. Consistently identify the needs of all those around us and then take steps to fulfill those needs.

5) Ask for their input. Actively request their ideas and work together to solve problems rather than focusing on our power and status to make all the decisions. We build a team when we invite everyone on staff to contribute to the solutions to challenges. Honor their contribution, resourcefulness and creativity.

6) Inquire about long-term career aspirations. It is important to frequently check in with our staff and see how they feel about the work they do. Ask them about their goals and identify steps you can take to help support their ambitions. Create opportunities for them to take on new responsibilities that nurture growth opportunities.

7) Take ownership for your mistakes. No one is perfect. The sooner you fess up and acknowledge that it was your fault the sooner you can move on and build a better relationship with the people involved.

I'm sorry Robert. I have learned a lot since our time together and realize now what a frustrating work environment I created for you. I should have paid attention to that picture on your bulletin board and realized that I was the view you were looking at.

If at any time while reading this article you felt a twinge of desire to send it to a current boss or someone you worked for in the past, remember how strongly you feel. As employees we have all felt slighted in our job at one time or another. We need to remember those moments to make us avoid creating those situations with the employees we supervise. What we say, how we say it, when we say it all have a lasting impact on staff morale.

My questions for you today are: Would you work for you? How does reporting to you feel? Do you show interest and concern for the employees who report to you? Does the work environment that you create, inspire employees to eagerly come to work everyday or dread every moment on the clock…or maybe somewhere in between. And most importantly, What can you do to make it better for the employees who report to you and make you look good?
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Your Work is a Snapshot of your Professional Image

by Ruby Newell-Legner, CSP
Back in my facility management days I would process up to 120 time sheets every two weeks. It wasn't my favorite task especially when Dave's time sheet came through. You see Dave didn't understand that his paperwork was a reflection of his professional image and it didn't appear that he really cared about the perception he left with me every two weeks. 

Dave just couldn't seem to complete his time sheet accurately. It was either added up incorrectly or information was missing. I would frequently send it back to him to get it corrected but to no avail ... the same oversights would appear the next round.

To make it worse, Dave usually completed his time sheet over his lunch break so almost every time sheet had at least one "scratch and sniff" on it, sometimes peanut butter and sometimes jelly - occasionally I was lucky enough to get a combination of the two. You can imagine my frustration trying to straighten a pile of 120 time sheets when one of them stuck out crooked because of the sticky substance on it. 

In one of my counseling sessions with Dave, I asked if he realized that at least 8 people saw his time sheet every two weeks. Apparently he didn't understand that his paperwork was leaving an indelible "but almost edible" impression with many people in our organization about his professional image. 

It's no surprise that Dave barely lasted one summer and wasn't considered for rehire. Yes there were other things that he needed to learn but that one thing was his biggest demise. That leads me to the questions for your today... 

What kind of impression does your work leave with your organization? 

Is the snapshot of your work a positive professional image or one that could use some sprucing up? 

Your reputation is based on the impressions you leave everyday, what you say and don't say, in meetings, in the hall and in simple conversations. Your communication, whether it is in writing or in voice mail, leaves an unforgettable perception with your co-workers. 

Remember - it's not your boss who promotes you…everyone you work with will contribute to your success based on the impression they have of you. 

What snapshots did you leave today? 
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The Perfect Department

by Ruby Newell-Legner, CSP
I was recently asked to meet with the key leaders of a large department to discuss revamping their staff development program. After spending over an hour hearing all the things that were wrong with their department, I asked the million dollar question. "What would you like your department to look like?" 

I received quite a few unique looks and then the light bulbs starting glowing. One person said, "Wow, what a concept! I never looked at it that way before!" 

Sometimes, we are so busy identifying what the problems are; there is no time to visualize what we want it to look like. 

As you start the New Year, I encourage you to take some time to reflect on your ideal operation. 

To help you, I have outlined some thought starters. Just complete the following sentences to reflect "the way we do things around here." 

Around here, customers are...
Around here, if you’ve got a problem, the bosses...
Around here, initiative is...
Around here, loyalty is...
Around here, you are valued when...
Around here, if you are stressed at work...
Around here, excellence is...
Around here, professional image looks like...
Around here, customer service looks like...
Around here, teamwork looks like...
Around here, creativity looks like...
Around here, innovation is reinforced by...

As you work on defining your "Perfect Department", don’t hold back. Paint a vivid picture filled with great results and detailed expectations for you and your staff. To transform your organization, department, or specific operation into a more dynamic, innovative, and collaborative entity you have to know what you want it to look like. 

You can use this activity in a variety of ways... 1) You can take the perspective of how it is currently and describe how you see your operations right now 

2) You can answer the questions based on how you would like your operations to look in the future 

3) You can invite staff to complete the sentences to gain insight into how they view the current operation or how they would like it to look 

4) You can use it as a discussion tool in a staff meeting 

3) You can use the sentences to promote dialogue and establish some guidelines for your operation during an annual goal setting session 

I would love to hear how you used the process. Feel free to e-mail me your results to Ruby@RubySpeaks.com 

Filling in the blanks will certainly create a meaningful thought process for you and your staff. 
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Promoting Staff Development

by Ruby Newell-Legner, CSP
When you read this I will be busy training Jumeirah Group Colleagues in Dubai, United Arab Emirates. In honor of my return visit to the Middle East, I wanted to share an article which was published in World Waterpark Magazine® September 2005. 

My first visit to Dubai was in June 2005 to provide training for Jumeirah Group. They understand that to create a service-oriented culture, you have to start by creating a learning organization. A perfect embodiment of this principle is the staff at Wild Wadi Water Park, part of Jumeirah Group.

Located in Dubai, United Arab Emirates, Wild Wadi is the largest waterpark in the Middle East. Covering more than 12 acres of paradise, it is located just offshore the Burj Al Arab, the only seven-star hotel in the world. Both are owned by the same company: Jumeirah Group. 

Wild Wadi employs 800 staff from 44 nationalities. Every staff member is hired for his or her friendliness and "smile-ability," and it shows. Not only that, but when Wild Wadi hires its staff, each one commits to a plan that includes attending 6 hours of paid training sessions per month. As a reward for this extra training, managers monitor the park's Customer Service Ratings very strategically and base employee bonuses on the score. 

Other steps Wild Wadi follows to create a positive learning environment include: 

· Require attendance at frequent staff training sessions. Some of Wild Wadi's training sessions include language courses in English and Arabic and guest services. 

·Choose a good learning environment. The setting for training must be conducive to training. Wild Wadi schedules sessions with a large number of attendees in an auditorium with state-of-the-art audio/visual equipment. Participants can easily see the presenter on the stage and enjoy comfortable seating. For smaller sessions, Wild Wadi holds sessions in a special training room at the park. 

·Make learning fun. When I was training staff at Wild Wadi in June 2005, it was just prior to the "hot" season. In that part of the world, daytime temperatures during that time of the year can reach 120 F. Thus, we customized the program to prepare staff to deal with the relentless heat. Our program was called: "Stay COOL: Create Ongoing Opportunities to Love your colleagues, your guests and your job!" We infused penguin pictures and stories throughout the program to give participants a visual of "Staying COOL." I even wore a penguin apron to bring home the theme. 

In a previous program, Lori Caligiuri, Wild Wadi's Director of Human Resources, developed a simple but effective way to remind staff about the park's dedication to following the "FISH!" philosophy, a popular and widely used video-based training program that emphasizes how having fun in the workplace affects each person and his or her interaction with clients. Caligiuri's program consists of two words: "Yeah baby." All that is necessary for the reminder to work is for Caligiuri to take a walk through the park. As she acknowledges staff members, she gives them an enthusiastic, "Yeah Baby!" greeting. The response is a thunderous reply from every staff member within ear shot. They reply, "Yeah Baby!" to remind themselves that they are each responsible for making the park a great place to come get out of the heat. 

·Reward performance. Create customer-service champions who put the guest "center stage." To continue the message beyond the initial training session, we created a "Penguin Award" to be passed on from colleague to colleague every 24 hours. The colleague who receives the penguin is responsible for seeking out a different colleague who has demonstrated exceptional customer service. When that happens, the first employee hands off the penguin to the second to say, "I saw what you did and appreciate your extra effort!" 

·Set, clarify and monitor specific, high guest-relations standards for each position. Wild Wadi measures and tracks everything that affects the guest's experience. This includes: speed of entry, speed of service, ease of locker systems and changing rooms. The park staff also monitors greeting, help and professional appearance for the admissions, food-and-beverage, lifeguard, retail and security staffs. 

·Treat your employees as you want them to treat your customers. Your staff will only treat your customers as well as you treat them. Caligiuri and the other leaders at Wild Wadi have created a positive learning environment. As a result, the staff at Wild Wadi embraces training. All staff members approach each session as a gift. Caligiuri acts as a positive role model by being a great learner herself. She is always hungry for new techniques and ideas she can take back and share with her colleagues. 

Although most organizations set their Customer Satisfaction Index goal at 75 percent, Wild Wadi has set its goal at 90 percent. Its current score ranges between 91 and 92 percent. With the learning environment Wild Wadi has created, I am confident the staff there is well on its way to creating a haven to which guests will flock. 

I'll keep you posted on this year's trip. I am sure it will be as enlightening as the last! 
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It All Depends on How You Look at Things 

by Ruby Newell-Legner, CSP
At a recent training conference I heard a story about an innovative approach to solving a problem. 

A public recreation facility was having a challenging time with a group of teenagers who were 'hanging around' in front of their facility. They were delighted that the teenagers frequented the facility but it created a negative impression when those teenagers hung out in front of the building smoking cigarettes. 

To address the situation, a creative maintenance technician simply changed the light bulbs in the overhang above the entrance. Apparently, the teenagers were not so eager to hang out in an area where their acne showed up more predominantly than usual. The new lights gave an unattractive hue to their complexion so the teenagers relocated their choice to smoke. 

That solution reminded me of the problem addressed by another creative approach. A middle school was having problems with teenage girls applying bright red lipstick to their lips and then 'kissing' the mirrors in the girls’ restroom. Every night the cleaning staff was challenged with removing the bright red impressions. 

To resolve the issue, a female cleaning crew member made a conscious effort to get permission to enter the restroom during school hours while the girls were in the restroom using the mirror. The cleaning person simply took the mop and dipped it in the toilet and then proceeded to wash the mirror with the mop. The word spread immediately and the 'kissing' ritual ended abruptly. 

While visiting the dentist a few months ago, I noticed a sign on the dumpster in the parking lot. In bright red letters, the sign said, "SMILE, you and your license plate are on camera!" Out of curiosity, I looked and sure enough, there on top of the building was a video camera aimed right at the dumpster. 

After inquiring, I learned that because the dumpster was located in a public parking lot, it frequently was filled with miscellaneous discarded items and trash not associated with the dentist office. After having to call for extra service a number of times because of an overflowing trash dumpster, the dentist office staff decide to mount a fake camera and post the sign. Amazingly, unwanted trash dumping ceased from that day on. 

In all cases, a positive approach helped change a negative situation. May your new year be filled with such creativity! 
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7 No Fail Strategies for Improving Your Time in Meetings 

by Ruby Newell-Legner, CSP
Simple Guidelines for making a stronger contribution to a committee or 
board of directors 

Monday night was my last meeting as our Home Owners Association Board President. It had been six long years as a Board member and we had our fare share of controversy. After being on 37 boards in my professional career my eyes were truly opened when I started working with people who had never been on a board. As I reflect back, here is what I wish my fellow board members knew when we started. 

1. Know why you are a part of the group. 

Ask yourself, "What does the group need and what can I offer?" "What area of expertise do I have that can help us succeed?" Then live up to your responsibilities. There is nothing worse than being on a board where just a few people do all the work. 

2. Do your homework before each meeting. 

Review the agenda and see what information you will need at the meeting. Look over the previous meeting minutes, financials or reports before you arrive and have your questions ready. This saves time for everyone. 

3. Whoever comes to the meeting most prepared wins. 

Be prepared to make motions and offer suggestions. Prepare the wording in advance so that it is clear and concise. If you have a report to give the group, make sure you have all the details to share. If appropriate, offer a short written report if there are lots of facts and figures so everyone can have it in front of them as you talk about it. 

4. If you don’t like the way it is working...suggest some changes. 

When I work with departments who are struggling, I ask them to identify "Key ingredients to a healthy work environment." Then I ask them to specifically define those ingredients so everyone can strive to incorporate those ingredients in the workplace. This would work for committees too. Imagine if you took the time to identify everyone’s needs at the beginning and agreed on some ground rules for success. 

5. Everywhere you go...show up. 

If you are going to invest your time in a meeting, be there - not doing other paperwork or rewriting your to do list. Multi-tasking is over rated. In "Making Work Work: New Strategies for Surviving and Thriving at the Office" author Julie Morgenstern shares that top executives don’t multi-task - they take chunks of time to focus on specific tasks. I think if we all did that, we would get a lot more done. Likewise, in meetings, if everyone focused on what they are there for they would get a lot more done in a shorter amount of time. Cut the side conversations and focus. 

6. Review action items before you leave to make sure everyone is on the same page. 

At the end of each of our board meetings we would just take a minute to recap what was going to happen before our next meeting and who was responsible for each assignment. Then our secretary prepared the minutes with action items printed in bold letters so they could easily be spotted in the minutes. 

7. Know that you can make a difference. 

After serving on our Home Owners Association Board of Directors, I can look back and be proud or our accomplishments. We handled some very sticky situations professionally and although my term was filled with financial controversy due to a "25 year fence" that needed replaced after 7 years, we made it through the public involvement process and brought the neighborhood together. Although I wasn’t expecting it, it was nice to be recognized as I handed over the gavel. A number of homeowners came up and thanked me for all my volunteer work. I know we made a difference in our community. 

By following these simple guidelines, you too can make a difference on whatever committee or Board of Directors you serve. They aren’t bad ideas for everyday meetings too so feel free to share them with your colleagues. 
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Key Communication Tactics for Successful Leaders

by Ruby Newell-Legner, CSP
Throughout my travels, I get the same question - 'How can we improve communication in our organization?' So today, I thought I would begin a series of articles on that topic. 

You've probably heard this educational philosophy: 

Tell me, and I'll forget. 
Show me, and I may not remember. 
Involve me, and I'll understand.

Almost the same could apply to communication in the workplace, except communication in the workplace is more than just about teaching and learning. For successful leaders, it's a great way to show your staff respect and demonstrate that your employees are a key part of the leaders 'Big Picture' clear vision. 

Often, the more successful leaders are those who interact with their staff rather than do all the talking. Employees know their leader cares about their input and they help control the direction of their work. 

Communication involving employees can give them the chance to share problems and get answers, share expertise and develop as staff members. 

Communication is the leverage leaders need and most lack. It is a huge topic to tackle so I have outlined 6 key areas and would like your input on any that I have missed. 

Please send your ideas to mailto: Ruby@RubySpeaks.com.

Key Communication Tactics for Successful leaders:
1) Encourage brainstorming
2) Create effective communication channels
3) Clarify expectations for every staff member's role
4) Choose their words carefully
5) Use listening skills to learn and promote respect
6) Interact with their staff and provide frequent positive motivation
7) What will you add to the list? send it to mailto: Ruby@RubySpeaks.com

Encourage brainstorming 

Successful leaders involve people in finding new ways to achieve goals. They also understand that when you reward staff for offering solutions to problems they create independent thinkers. 

A great way to promote a healthy dialogue with your employees is to ask what they think should be done to resolve the situation and then have a dialogue around those possibilities to help the employee learn to think things through. 

After surveying over 20,000 employees in companies throughout the United States over the last few years, PBS & Associates found that there is a direct correlation between how involved employees are in the decision making in their department or team and their overall morale, motivation, and satisfaction with their jobs. Companies and departments with a higher level of employee involvement in decision making show higher levels of employee motivation and satisfaction. Do you solicit input from your employees? 

Create effective communication channels. 

Whether you are keeping staff updated on changes within your organization or sharing details of an upcoming event, it is important to consider the delivery method. Here are some questions you should ask yourself: 

* What are the key points that I need to get across?
* Would this be better delivered person to person, in a meeting, over the phone, in a memo, in an e-mail, or in a newsletter?
* What might be going on in the readers head as they receive the information? Will they be distracted? Or Are there some unresolved feelings that could cause this information to be misconstrued?
* Did I include all the information that they need to be successful in their role?
* Did I deliver this information in a way that will let them comfortably pass it on to others whether it is to the staff they supervise or directly to the customer? What unresolved questions might they have? 
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Take a Proactive approach to Customer Loyalty
by Ruby Newell-Legner, CSP

Poor Customer Service is a gift you give your competitor. If the service stinks, customers just go spend their leisure money elsewhere. In this business we need to remember how important it is to think ahead of the game and take steps to avoid negative guest service encounters for both internal and external customers.

In a recent flight back from doing training for the Qwest Center in Omaha, my flight was delayed over 4 hours. Some of the passengers on the flight were outraged because they were not going to be able to make their connections in Denver. Luckily I was just returning home to Denver and not continuing on to another speaking engagement. Yes the delay was inconvenient but weather had caused the delay and it truly was beyond the control of the airlines. Here were the proactive steps that United Airlines took to keep me a satisfied customer: 

Sharing the Vision 
United Airlines helped new employees understand the importance of their role in creating customer loyalty. That was clear by watching the way the customer service representatives patiently attended to all our questions and concerns.

Trained Staff
They offered training that prepared staff to handle specific circumstances and to use good judgment when unique situations arose. They made announcements immediately upon finding out about the delay. They explained all the details that they had about the situation and itemized which details they would keep us posted on once they were informed. They offered insight on steps passengers could take to make alternative arrangements.

Encouraged Teamwork - Behind the scenes
They helped members of every department understand the importance of teamwork and how working together would meet the ultimate goal of meeting the needs of the customers. Flight attendants requested information from the ground crew prior to landing so they could inform the passengers of details of their awaiting flights. Baggage handlers wee eagerly awaiting our arrival so they could get baggage to their connecting flights.

Planned Proactive Steps 
Before we finally landed, an announcement offered specific gates for those who might be able to make their connections. The flight attendant requested that those individuals who had a chance to make their next flight be let off the plane first and requested assistance from those of us who had Denver as our final destination.

To ward off complaints
A few days later, I received a personalized note from United Airlines apologizing for the delay I had experienced. They assured me that the encounter was 'not a true reflection of our commitment to high-quality standards.' They apologized for my inconvenience and assured me that they are continually working to refine their products and services so that they can provide me with a more enjoyable travel experience. Then they thanked me for my business and told me that they look forward to another opportunity to serve me again.

Because all these steps were in place, it kept me from writing a letter of complaint. They could have easily said, 'We can't control Mother Nature.' But instead they understood how delayed travel inconveniences everyone and took steps to make the situation better. They knew that their reputation was bigger than one incident.

Here are the questions I have for you and your business; 
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Does your staff know what your true mission is? Do you have a clear mission?
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Does your staff training program include a thorough new hire orientation program to help everyone understand the importance of their role?
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Do your customer service skill development sessions include specific scenarios so that staff has a chance to practice handling situations that will arise?
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Do you have specific guidelines, procedures and wording of what to say in specific situations for each role?
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Is there something you can do proactively when you feel customers might file a complaint or voice a concern?
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If you answered no to any of the questions above, what steps are you going to take to improve the situation?

Don't let poor service send your customers to your competitors. We are all competing for their leisure dollar and those who provide a positive experience for our guests will create customer loyalty.
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Wahmbulance Drivers Not Welcome! 

by Ruby Newell-Legner, CSP
I have a confession. I hate complainers. I have zero tolerance for people who choose to look at the negative side of situations. Numerous times during my birthday cruise through Alaska's Inside Passage, my husband and I packed up our belongings and moved to another table … sometimes in the middle of a meal.

At one table a gentleman asked another couple how their wildlife sight seeing tour had been. The wife went on and on about the overcast weather and the cool air. HELLO … It's the Pacific Northwest. Juneau gets some kind of precipitation 300 days a year. What did she expect for late August in Alaska? 

We had been on that same excursion and I was delighted it hadn't rained while we were on the tour boat. My husband and I both marveled at the amazing scenery and wildlife. How could anyone find fault with the beauty provided by Mother Nature? 

We had numerous up close sightings of three pods of orca totaling eight black and white killer whales of all sizes. We were up close and personal with two full size bald eagles and one fledgling eagle learning to spread its wings. On three separate occasions we watched a humpback whale breach and then raise their ten foot flukes (tail) into the air before each dive. How could the damp weather take precedence over an opportunity like that? 

Some people are never happy. It's almost like their mind is trained to look for things to complain about. 

Some passengers hadn't paid attention to charges outlined in their cruise information and were shocked that a 15% service charge was automatically added to any items purchase on the ship. 

For what seemed like eternity, one lady went on and on about how she paid $9 for a hot chocolate in a commemorative mug after she ordered it and signed for the room charge. 

The beautiful sapphire blue travel mugs with stainless steel accents sold for $8.99 in the gift shop and I thought it was a pretty good deal that they added the hot chocolate for only a penny. It was even delivered to her table so she didn't have to miss any of the view of Glacier Bay. The accommodations on Holland America were impeccable and the service was extraordinary the whole trip. 

I truly believe that our perspective is the most important choice we make everyday. Sometimes we have obstacles and challenges but those too are overcome more easily if we choose to look at the positive side. 

I have a pet name for complainers ... I call them wahmbulance drivers. They make their "misery list" and can't wait to see you to rattle off each complaint in their inventory. Sometimes we are challenged not to join the "pity party." 

In the office, these employees make the workplace toxic. The "negative cancer" spreads and morale dips lower and lower until everyone is unhappy. 

In a recent training session I mentioned my feelings about wahmbulance drivers to the group. I asked participants to raise their hand if they had ever worked with one. When the majority raised their hand, I warned them, "Don't point at them … they know who they are!" 

Later, I asked the same group to share what they learned during our day together. One participant boldly stood up and announced. "I'm gonna stop being a wahmbulance driver." The crowd clapped and I congratulated her on her confession. I encouraged her coworkers to positively reinforce her progress on her new goal. 

I only wish I could have given that same motivational lesson to some of my cruise mates. 

I think some people just need reminded that their negativity drives us crazy. We see them coming and we just want to run for cover or look for a pair of ear plugs. Life is just too short to let people like that affect our lives. 

I'm sad for those travelers who let their negative mind-set spoil their trip. I loved every minute of it. The rest and relaxation came at a great time before a jammed packed fall speaking schedule. We ate, we slept, we snacked, we gambled a little and both won! My husband, Rich, said we met our movie quota for the year while we were out to sea. We marveled at the beautiful Alaska scenery and the changing water colors … and of course the wildlife. We watched the edge of the glaciers splash into the sea and the icebergs float beside us. 

I thoroughly enjoyed quality time with the man of my dreams. I thank him for the Best Birthday present I have ever received! No complaints here!
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Looking for a Fast Track to Career Success? 
7 Questions That Will Get Your Boss to Love You

by Ruby Newell-Legner, CSP
A dear friend and colleague once shared a secret to his success. Upon waking each morning, Ed Oakley, CSP, asks himself, "What question should I be running on today?" Ed uses that simple question to trigger his mind to reflect on his potential and frame his thoughts for the day ahead. 

In my work as a performance consultant to the top executives in the leisure industry today, I've seen firsthand how a simple tool, like asking the right questions, can help put you in the right mindset to master the challenges ahead and to take the reins on your future-to become the kind of employee that gets noticed and rewarded on the job.

What questions should you ask to increase your chances for promotion and recognition? The following will help you to begin thinking about how you can put your career on the fast-track to success. 

1. Do I take responsibility for my mistakes? 

When something doesn't go as planned on the job, admit your mistakes to your boss immediately and own the slip-ups. Try saying, "In retrospect, I think I should have done this differently." or "Here's how I can make the project better next time." Your boss will appreciate your honesty and focus more quickly on what you've learned-instead of dwelling on what you did wrong. 

2. Do I know what drives my boss's decisions? 

Before asking your boss for input, think about what information she will need to make a decision. If your boss is a numbers person, bring the data with you to the meeting. If your boss bases her decisions on people, know the players. If she is most concerned about the number of complaints you've received on a certain issue, have those numbers and specific concerns available. In other words, help your boss to help you! 

After working with a new boss for a few months, I realized that every time I sought approval for a special project she would ask me, "Is it in the budget?" It finally occurred to me to come to the meeting prepared with the budget printouts in hand. This time, when she asked me, "Is it in the budget?" I was ready to answer her question intelligently and give her the information she needed to make an informed decision. 

3. What can I do to be more proactive?

Avoid going to your boss with a problem until you've first spent some time thinking about possible solutions. That way you can foster an environment that allows you to offer suggestions for review. For instance, try saying, "I've been thinking about (the problem) and have an idea. What would you think about…?" You can create positive and powerful perceptions about your capabilities by providing ideas that can help your boss easily resolve the issue at hand. Just be sure you've outlined the pros and cons of each so that you can demonstrate that you've thoroughly considered each option.

4. How can I manage my boss's expectations?

To get your plan approved, it has to be well received. And that means considering carefully how, when and where to bring up a new idea to your boss. Ask yourself: In the past, what approach, situation, location and timing has elicited the best response? How can I use this approach for the same success? Depending on the issue, you may want to schedule a meeting, discuss the topic over lunch or add it to the agenda at your next staff meeting. The key is to choose the right delivery time and location to make sure your idea gets heard. 

5. What can I do to further my organization's missions? 

One of the traits common to most fast-trackers within an organization is their ability to make their boss look good. They understand that sometimes the best way to cast themselves in a positive light is to be a team player who pitches in for the department's benefit. Ask yourself: How can I make sure everyone benefits from my thought or idea? Then follow through. Your boss will appreciate the initiative you take to create solutions to your department's problems. 

6. Am I giving my boss what he needs to succeed? 

As a young manager, I frequently found myself working side-by-side with my staff at the front counter. It was a very comfortable place for me and, because I hated paperwork, I preferred serving customers over completing reports. One day, however, my boss called me into his office and came unglued. A report I was responsible for was long overdue. My response? "The front desk staff needed me. Aren't our customers more important than a report?" 

But here's the thing: I hadn't considered how my procrastination impacted everyone up the chain of command, starting with my boss. He needed the information in my report for his boss who was preparing a bigger report for the Executive Director who needed it for a Board meeting later that week. Customer service was important in this case … internal customer service. 

7. What image am I projecting? 

Gaining visibility is crucial to getting ahead. And that means maintaining a professional image at all times. Ask yourself: What kind of image am I projecting? Are you viewed as a team player or a loner? Someone who works behind the scenes or is a self-promoter? A person who solves problems or someone who creates them? 

The impression you create on the job can have far reaching effects-a hard lesson I fortunately learned early in my career. Here's what happened: A colleague and I were competing for the same promotion. When she got the job, I became her subordinate. Chalk it up to youthful ignorance, but I had the misguided notion that if I made her look bad, the decision makers would realize what a mistake they had made in choosing her over me. For three long years I made her life miserable. I talked behind her back. Criticized her every decision. Mocked her to my co-workers. Finally, I had enough; I decided to move on. I applied for eight jobs outside the organization, got a few second interviews, but no offers. Year's later; I had the biggest "Ah Ha" of my career: I finally realized that all of the people who had been in a position to hire me were the same people who I had been complaining to about my boss. It didn't matter that I had talent: They had seen me at my worst. Not surprisingly, none of them wanted to hire me. Heck, I wouldn't hire me! 

We all need to let off some steam occasionally. But when you engage in boss-bashing and complaining, everyone will notice. Pick and choose your battles carefully and always maintain a professional image. Remember, what you say about others says more about you than it does about them! 

As you think about your plans for the future, ask yourself: "What question should I be running on today?" When you focus on putting your best foot forward, you'll quickly find the fast track to career success. 
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Are you the employee that you would like working for you?
by Ruby Newell-Legner, CSP


That is the question Karen Myers, Youth Program Supervisor for South Bend Parks & Recreation, told me she frequently asks her staff.

Karen attended one of my sessions on "Facing the Challenge of Challenging Employees" and shared her wisdom after the program. She says that question helps her employees look inward and do a self evaluation so she doesn't have to be the bad guy.

That got me thinking about how important that perspective is going into a performance review. Usually about now employees are preparing for their annual evaluation. So I decided to offer some thoughts on how you can arrive for your next performance appraisal meeting fully prepared.

1. Well in advance of the meeting take a good look at your strengths and make a list of your accomplishments since your last evaluation. By quantifying your achievements with numbers and facts, your contribution becomes more measurable and will have a favorable effect on your review. Think about what your boss' pet projects are and review the overall mission of your organization. What contribution have you made to support those endeavors?

2. Reflect on your past reviews and areas that were outlined for improvement. Provide specific details on how you have worked on those areas and evaluate the progress you have made. Listening to feedback and taking steps to work on those skills shows that you are eager to improve.

3. Take an honest look at your areas that need to improve. Are you late to meetings? Do you have sloppy work habits that impact your professional image? Do your teammates think you are hard to work with? Are you solution oriented or do you complain about the problems? Whatever the issues are, I encourage you to reflect on the big picture and how your work life would change if you improved in those particular areas.

4. Prepare a list of skills that you would like to improve about yourself. I know you may be thinking that just gives fuel to your boss, but in reality a person who acknowledges their own weaknesses has a good sense of self. After all, we all have them right? By sharing those limitations you will take the first step towards improvement. And by the way, there is nothing more difficult than a boss having to share shortcomings with an employee who thinks they don't have any.

5. When you get done with your list, decide how you plan to improve those skills. How are you going to work on that area of development? Are you going to take a class? Will you need support along the way? The more details that you think through before going into this meeting, the better. If you want training, find out the details about a specific class or program and take that information with you to the meeting. A supportive boss will welcome and celebrate your initiative.

6. Go to the meeting with a detailed outline of all the above. Include your goals for the coming year that reflect your current accomplishments and things you want to work on. Be honest and tactful in your delivery. 

7. When the discussion begins, be a good listener and accept criticism gracefully. Being defensive will only reflect poorly on your professional image.

In John C. Maxwell's new book "Wining with People," John says that people who are unaware of who they are and what they do often damages relationships with others. He explains that the way to improve that is to look in the mirror. John uses Critic Samuel Johnson's words to bring home a point about self analysis…"He who has so little knowledge of human nature as to seek happiness by changing anything but his own disposition will waste his life in fruitless efforts and multiply the grief which he proposes to remove."

The successful leaders I work with truly have a healthy sense of themselves and know that there is plenty of room for self-growth.

My hopes for you are a positive review that takes you a step closer to your next promotion. In the meantime … Are you the employee that you would like working for you?
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The Power of Willing Participants
by Ruby Newell-Legner, CSP


The following story is an excerpt from our new Digital Training
Manual: How to Develop an Effective Employee Training Program.
This 45 page eBook is available to you now for immediate
download. 

I once did training in a city far from Colorado. Thirty seconds
prior to class, six people walked in looking like prisoners on a
chain gang - Only no chains, just a mean supervisor. The
supervisor introduced me. 'You guys are so terrible at customer
service we had to fly this lady in especially to try and help
you. So sit down and learn something - if you can!'
Needless to say, they learned nothing that day. In fact, many of
them didn’t even sit down but remained standing all four hours, 
hands crossed over their chests, giving me angry looks. That was
pleasant- NOT!

You can’t force adults to learn something they don’t want to
learn! So one of the most important components to a successful
training program: 

Make sure the people want to participate.

I gave the exact same training program at another institution
only a few days later. But the supervisor there was completely
different. Everyone arrived excited to have the training.
During the training, the supervisor would interrupt when I was
covering specific areas to point out employees who were
particularly skilled in that area. It made them feel wonderful
to be noticed in front of the group. During breaks, he would ask
people if the training was working for them, and make sure their
concerns were being addressed in the seminar. Before long, 
everyone was participating and offering their ideas and
suggestions - they all had fun, they learned a ton, and I walked
away with a number of great suggestions and stories. All because
it was set up as an opportunity and not as punishment.
The success of the training is often in how you set it up. Are
the employees excited about training, or is it just an
interruption of their busy schedule?
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The Handoff
by Ruby Newell-Legner, CSP


In every organization there is a handoff of some kind. It is a
time when one employee finishes their responsibilities with the
customer and then 'hands off' the patron to the next staff
member. These specific moments can either paint a positive
picture or set the customer up for multiple disappointments. Here
are the key steps in a handoff, using the example I used while
presenting the Guest Relations Training Program for Heinz Field, 
home of the Pittsburgh Steelers: 

Selling the Ticket
The first step probably involves the purchase of an event ticket.
If the ticket agent is positive, friendly, and enthusiastic about
their job, not only do they sell the ticket, they offer insight
in making seating choices. They ask questions like, 'Do you like
seats in the middle of the field or do you prefer to be in the
shade?' An astute sales person will prepare for the handoff by
explaining the best place to park and the best gate to enter
based on the seat location. Offering a detailed map of the
stadium when the ticket agent hands the customer their ticket is
a nice touch. If the ticket seller offers a fan guide to the
purchaser, even better!

Parking at the Event
When the sports fan arrives at the game, they enter the parking
area with a smile because they already know the best place to
park. When the parking attendant greets them with a smile and
directs them into the assigned space in a pleasant manner, 
impressions are on a positive role. If the parking lot attendant
notices the guests carrying a large bag of goodies and a big
thermos of liquid as they leave their car, it is appropriate for
the parking lot attendant to warn the guest of the guidelines for
what fans can take into the stadium using a positive demeanor to
explain them. Adding 'I thought you would want to know before you
got all the way up there.' Can help avoid an ugly confrontation
after the fan has walked from the parking lot all the way to the
stadium. Once again, the handoff has been positive and promoted
a positive experience for the fans and the employees.

Entering the Venue
When the fans reach the gate with a long line, a preventive
action can be for security personnel to clarify bottle guidelines
with fans before they get up to the gate. This allows a patron
time to drink whatever they have in a glass bottle or make
decisions on how to dispose of it without feeling the pressure of
everyone when they hold up the line at the gate. This also makes
the process run smoother for the ticket takers.

Being Seated
Once inside the stadium, ushers can begin positive relationships
with those in their section by offering assistance to find their
seat. Simple reminders for fans to take their tickets with them
if they leave the section will help avoid delays or a possible
altercation after a quick dash to the restroom!

Assistance with Concessions
When merchandise vendors know where specialty foods can be
purchased and can direct fans to the correct location, 
refreshment stand workers often return the favor. Food venders
can direct their customers to a specific cart or store selling
specific sports paraphernalia. One good turn deserves another.

When this kind of synergy is not in affect, the entire experience
becomes a nightmare for the fan. Let's look at the other option
for each stage of the handoff. Imagine the decrease in ticket
sales with just one encounter like this...

The ticket seller doesn't explain where to park or where to enter
the stadium so the fan misses kick off because they were lost.
When they finally get to the gate with all their stuff, security
tells them they can’t bring it in and they have to take it all
back to the car. Grrrr. After finally getting to their seats,
little Johnny decides he wants Dippin' Dots so dad takes Johnny
up to the snack bar. No one on the concourse knows were Dad can
buy Dippin' Dots and after settling for regular ice cream, the
'ticket police' won’t let dad and Johnny back into their section
because 'Mom' has their tickets.

What are the chances of that family becoming season ticket
holders or even coming back to a game? Probably slim!

Whether you are running a special event or managing a recreation
facility, there is always a handoff from teammate to teammate.

Are your players aware of the importance they all play in this
process?
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How is Your Wall Working Out?

by Ruby Newell-Legner, CSP

Watching the recent Olympic trials, I re-lived many of my days on the pool deck as a swimming coach. For twenty years I encouraged, taught, coached and observed some of the most talented swimmers. Some were gifted athletes. Others were hard workers who knew how to swim a smart race. The smartest ones knew how to "Make the wall work out" and could beat an opponent by being crystal clear where they were in relation to the finish. A half stroke at the end of a race could mean the difference between first and last in a competition of 8 swimmers. Let’s take back stroke for instance. Triangular shaped flags are strung above the pool so swimmers know that they are approaching the wall. Likewise the lane ropes change from striped to solid at the same designated distance from the edge of the pool. 

A smart swimmer will count and remember how many strokes it takes them to hit the wall exactly - without having an unfinished stroke before they hit the wall. A beginner swimmer takes multiple strokes to "make the wall work out" and frequently loses to the swimmer taking fewer strokes - especially if the race is tight.

If we relate a busy season to a swimming competition, getting to the end of the season is the end of the race, or more specifically, the wall. That brings me to the topic for today - how do you make your wall work out? Sometimes we start a busy season with such great intentions. We bring in new staff, orient them to their job, train them on specific skills and then turn them loose. Then midseason we start having employee problems and we wonder what happened. I believe you have to help them "make the wall work out."

I recently spoke at the National Association of Concessionaires Conference where I met Joanie Frucci of Moore Theatres in Hartford Michigan. She shared with us how she motivates her staff with a home cooked meal. Now, I don’t know about you, but this wouldn’t work for me. My husband’s favorite line is "My wife wanted to go somewhere new and different so I showed her the kitchen!" Ha!

Joni monitors how many 'combos' are sold (a purchase that includes both a drink and popcorn) and the shift with the highest increase in the number of combos sold gets a home cooked meal. What a deal!

Even if cooking isn’t your thing - remember, motivation can come in many forms; sometimes just a nice note from the boss really makes a difference. Every year I volunteer for the Recreation Facilities Design & Management School here in Colorado. For 14 years it has been a labor of love and I have experienced great personal satisfaction in giving back to a profession I believe in. This year there was an added treat - a personalized, handwritten note from the interim Executive Director of the Colorado Parks and Recreation Association. That added touch really made me feel that my efforts had been appreciated. Someone noticed my hard work and took time to tell me in writing.

When your employees are in the middle of the "Peak Season", things get tough. Morale diminishes, folks are arriving just in time to start their shift or maybe even a few minutes late, pressure builds, tempers are short, patience is tried. 

Wherever you are in your busy season, plan something for mid season to help your employees get through the slump. Your efforts will help them "make the wall work out" and they will feel good about the job they did. 

Until then - keep on motivating! Your staff will love you for it!
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Courageous Conversations
by Ruby Newell-Legner, CSP


When is the last time you had a Courageous Conversation? You know - the one that makes you lay awake at night. The one you know you need to have but just keep ignoring the situation hoping that it will go away. Maybe it is with a coworker, maybe it is with an employee you supervise or maybe it is even with your boss.

The term was first introduced to me while I was facilitating a session for the County of San Diego. All the department heads from the Parks and Recreation department had gathered to plan their future under new leadership. As we outlined their preferred methods of communication, one participant mentioned the willingness to have Courageous Conversations. Since then, I have been intrigued by many books with similar titles. Some of the books talk about planning courageous conversations with your child's teacher, and some address behavior expectations at family functions. And of course, they all talked about to addressing Courageous Conversations at work.

One of the biggest mistakes I see managers repeatedly make in their leadership role is that they fail to address performance issues in a timely manner. I think it's because they just don't know what steps to take so they keep putting it off.

Part of being a leader is being assertive. Courageous Conversations require that a leader speaks up when necessary and doesn't leave anything to 'maybe they will figure it out on their own.'

Of course the first step is deciding exactly what you want the behavior to look like because it does no good to spend time telling a person what not to do if you can't help them become crystal clear on what they should do instead.

When you clearly define expectations, review it with each staff member and when they falter, it's time for that Courageous Conversation. An important step when doing so is to remember not to use 'you' when you are talking to the employee. Rather replace 'you' with 'The expectations of the person in this position are'. This reduces the feeling that it is a personal attack and focuses on the job instead of the person. Many times an employee can't hear what their supervisor is saying because they used the word 'you' and the employee becomes defensive. They may not say anything out loud but in their mind they are fighting back and it distracts them from listening for a solution.

Make your suggestions for improvement about the position not the person.

If you are preparing to have a Courageous Conversation with a staff member, plan your approach: 

Create an environment that lowers people's defense 

Create mutual respect and understanding

Increase emotional safety - make it safe to talk about anything

Encourage freedom of expression

Choose your words carefully - 
Words to avoid: 
That's not in our budget; We have never done it that way before; We tried that five years ago - it didn't work; Sounds too risky.

Be persuasive - not abrasive

Find a way to get all of your meaning across without creating defensiveness

We have a great checklist on our website to help you through this. Check out Ruby's Blueprint for an Effective Disciplinary Meeting at http://www.rubyspeaks.com/articles/rubys_blueprint.asp

Remember that the best leaders are educators. They do whatever they can to help their staff grow. They look for 'teachable moments' every day and employees feel good about learning new things.
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Create a Learning Environment

by Ruby Newell-Legner, CSP

The best leaders are educators. They do whatever they can to help their staff grow. They look for "teachable moments" every day and employees feel good about learning new things. If these "teachable moment" opportunities are always a lecture, then that’s how it will feel on the receiving end - like a lecture. 

There are many ways to offer a lesson to employees without a lecture. One of my favorite ways is to just create a learning environment. As a facility manager I had a sign on my door that read "Bring me any problem you like as long as you bring two possible solutions with it." Staff used to approach the door, pause, read the sign and turn around to regroup because they knew that the first thing out of my mouth would be "What do you think we should do?" If they weren’t prepared with ideas, there would be lots of silence while I waited for them to formulate their thoughts.

By teaching staff this mental thought process. I was empowering them to think for themselves.

4. Ruby’s Top 5 Reminders to Working Effectively with Your Boss

(from Ruby's program "How to Work Effectively with Your Boss")

*Plan your strategy - think of the last successful conversation you had with your boss and evaluate what worked and recreate the scenario

*Think like the boss - figure out your boss’ decision-making style and structure your suggestions around their thought process

*Be decisive - bring ideas with implementation strategies

*Use your boss’ language and metaphors

*In preparation for sharing a challenge with the boss, think about the questions your boss usually asks. Make sure you have asked yourself those questions and have prepared answers to share with the boss.
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What will next year look like for you?

by Ruby Newell-Legner, CSP

When I decided to quit my full time job in 1996 and become self employed as a professional speaker, I knew I needed the support of my loving husband Rich. From the day I came home from work and announced, "Honey, I want to quit my job and become a speaker" I knew we had to have a plan for the transition.

The year before I quit, we started a tradition that on New Year’s Day, we would sit down together and have a goal setting session. - Just Rich and I. That ritual for our family has been a strong component of our happy marriage. Here’s how it works.

At first he was more interested in Football on New Year’s Day but I thought ahead and checked the schedule to plan our meeting in between games. I then took the remote and we had our first short meeting. I had a list of goals and he agreed they were a good start.

The next year, he brought some goals to the table and now we plan all year what goals we are going to "Plan for" on that special day. 

On January 1st, 1999 we wrote down 66goals and by the end of the year we had accomplished all but nine because of our focus and persistence.

Use these guidelines for setting YOUR goals:

* They must be written in first person without the word 'try'.
* They must be imaginable to the person making them.
* They must be exciting and worth working for.

Each goal meets the SMART criteria: 

Specific - Define precisely the objective or outcome you want.
Measurable - Define objectively how you will know when you've attained it.
Action-oriented - Use action verbs to describe the steps required.
Realistic - Confirm your belief that the goal is indeed possible.
Timely - Set a deadline for reaching your goal. What is your ETA?

And one last tip - use "Goals" instead of "New Year’s Resolutions". Here’s what the stats say about New Years Resolutions: 

Only 63% of people are keeping their resolutions after two months. 
67% of people make three or more resolutions. 
Top four resolutions: 
Increase exercise 
Be more conscientious about work or school 
Develop better eating habits 
Stop smoking, drinking, or using drugs (including caffeine)

It shows your commitment level when you share your goals with someone so please let me know how you have put this tradition to work for you. I look forward to hearing your goals and your progress towards achieving them.

Want to read a success story? Follow this link http://www.rubyspeaks.com/articles/goal_setting.asp 
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Ruby's Top 10 Reminders for Being a Successful Supervisor 

By Ruby Newell-Legner, CSP 

1. Be a positive role model. Remember that your actions speak louder than your words. You are the example that your staff watches everyday. 

2. Support your co-workers and your entire management team. Choose your words and audience carefully. Remember, what you say about others says more about you than it does about them. 

3. Listen more than talk. A true leader encourages two-way communication. 

4. Be flexible - things can get done without having to do them your way. When you ask for and listen to your staff's ideas, they become part of the solution. 

5. Be a coach not a judge by being developmental not punitive - focus on mentoring your staff instead of beating them up for them not doing something correctly. Chances are they just haven't learned the "right" way to do it. 

6. Remember its ok for people to make mistakes - its how people learn. Teach your staff to open the dialogue after an error by using words like..."This is what I did, this is what I learned. And this is how I will handle the situation in the future." 

7. Sleep on those big decisions, re-read memos before distributing and make sure they are fair and clear. Before responding to an e-mail...Ask yourself, "How might this be perceived by the receiver?" 

8. Praise in public, share failure and counsel in private. 

9. Don't bark orders and tell people what to do - ask for assistance. 

10. When identifying your focus, set priorities daily. Choose your starting point by asking yourself. Which task is most important to the "Big Picture?" 

These tips are highlights from Ruby's "Supervisory Skills for Success" Training Program which is available on audiotape cassette with a downloadable workbook. To order the tape set, visit http://www.rubyspeaks.com/letter/supervisor_skills.asp.
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Communication: Treat your staff like you want them to treat your customers.

By Ruby Newell-Legner, CSP 

My husband’s company has been through three new bosses in the last year. The first boss was his favorite because she always acknowledged him and made it a point to say how much she appreciated his extra efforts. 

The second boss wasn't very popular from the very beginning because he was always right. When Boss #2 started, my husband offered some suggestions on how to improve a procedure with which the store employees were having difficulty. My husband didn't work the same shift as the new boss and rarely saw him so he offered the suggestions through a hand written note, which he placed in a sealed envelope on his desk. No response from Boss #2

My husband is rather persistent so he then left him a voice mail message offering to discuss the solutions with him. The boss never even acknowledged the solutions provided by my husband or expressed any interest in discussing his ideas. 

By the time the third boss was hired, staff morale was at an all time low even though the employees were glad to see Boss #2 move on. The new boss came in and met with each employee and got to know them. My husband tried out another idea and the third boss responded with a thank you to him for sharing his ideas. Boss #3 is a welcome relief and demonstrated what every boss wants from their employees - customer service! 

To be a positive role model for your staff:
*Communicate - if they ask a question, provide an answer or at least let them know you are working on getting them the answer.
*If someone offers a suggestion, acknowledge that you received the suggestion and thank them for their contribution.
*Ask for input from your customers and your staff - You might be surprised what suggestions they will offer when they know you are listening!
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Seven Tips for Looking More Professional Online

By Ruby Newell-Legner, CSP

"Pay attention to details and you are perceived favorably. Ignore details and you will suffer the consequences." - Judith Kallos, Online Netíquette newsletter

A prudently worded, carefully presented email can be as effective as a face-to-face conversation. Emails reveal your level of attention to detail, your emotions, even your education level.

What does the online correspondence you send say about you? What kind of professional portrait do you paint when you reach out and touch someone electronically?

Listed below are seven points that define an effective email. Consider the last ten emails you've sent, and then see if you pass this test!

1) Was the topic listed in the 'Subject' line a good description of the email’s content? The recipient will appreciate a specific indication of what the email is about. A good subject line will also make it easier for the reader to search for your email later, if needed.
2) Did your email exemplify that you are a professional who cares about the impression you want to leave with the reader? Remember, you are building identity with each email you send. Make sure your message is courteous and relevant to the recipient. In those last ten emails, did you:
· Use your spell-checker to check spelling, grammar, and

punctuation? Misspelled words can be a distraction and can affect

your identity with the recipient.

· Break up the paragraphs so the message is easier to read?

· Proofread the email before sending? If it is a sensitive

subject, perhaps it is best to re-read your message from the

recipient's perspective before sending it; the topic may be

better covered in a phone conversation or in person.


· Ensure your comments were truthful and respectful? Be courteous

and pleasant, even in an email that may not contain a pleasant

message. As one Oracle executive said, after having called the

president's strategy "idiotic" in an inadvertent email, "My motto

since this event is to always write your emails with the

assumption that they may be read by the person you would least

want to see them."

3) Was the emotion of your email clear, or was the reader left to determine what you meant by reading between the lines? Words in all-caps or that include extra "!" at the end of a sentence may
convey a message you don't want to send. For example, email etiquette dictates that USING ALL CAPITAL LETTERS means you are "yelling" at the recipient. If you are making a joke, include a

grin <G> or a smiley emoticon :-) by your comments to make sure that the humor is not misconstrued.

4) Did you send a copy of the email to the appropriate parties? Use carbon copy (cc) when you want the recipients to know who else received a copy of the email. If you are sending a mass
email, use blind carbon copy (bcc) to protect the email addresses of your recipients. Beware - spam emailers harvest email addresses by sending out jokes in hopes that you will send them

out to your friends. They include their email hidden in it so the email eventually goes back to them and then they collect the addresses.

5) If replying to a request or a comment, did you include a copy of the original email so your response makes sense? There is nothing worse than getting back email that simply says "Yes,
please proceed" with no reference to what the sender is talking about.

6) Did you verify any stories, jokes, or virus warnings before forwarding them on to your friends or colleagues? If you wouldn't Xerox, hand address, stamp, and mail the email to 1,000 of your
closest friends, then don't forward it via email. My inbox is filled daily with urban legends that have never actually happened. 


There is no need to pass on these spam emails 'just in case it's true'. To see if the email is a hoax,

Checkout http://hoaxbusters.ciac.org/  You should never, ever, ever forward any email containing any virus warning unless you first confirm it at an actual site of an actual

company that actually deals with viruses. Try: http://www.norton.com 


The beauty of email is the ease of distribution it provides, but just because you can do it, it doesn't mean you should send it. Consider that each recipient receives a number of emails and

forwards each day - just as you do. If you determine that it is necessary to forward an email, 'trim' the message of extra symbols (such as ">>") to make it easier for the recipient to read.

7) Finally, did you include your "Signature" at the end of every email? In order to make sure that people can follow up with you through other means of communication if necessary, your
"Signature" should include:

* Name, title, company name

* Phone number and email address

* Web site address if you have one

If you answered less than five of these questions with a "yes", I recommend establishing some new email habits to help you look more professional online. If you keep these seven points in mind with each email you send, you will be successful at creating an effective, audience-specific email - and leave a positive impression of you on the recipient.
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