Training Courses Available From Yost & Associates

I. The Thinking Organization Series

Developed for Exxon and Hewlett Packard based on my experience in transformational turnarounds at Crown Zellerbach (now GP), and AT&T, and pioneering work at P&G, DuPont, Clorox and other leading companies. Advanced capabilities for team members, leaders and consultants in High Performance Organizations. Action learning and all other essentials for transformational change are integral to the process.
A. Essential Teaming Skills/Common Disciplines

1. Task Planning and Execution/Process Cycle

Able to plan a task, incorporating the five essential elements for successfully accomplishing any task, and execute the task using the plan as guide.

2. Effective Meetings

Ability to plan a meeting, incorporating the five essential elements for accomplishing any task, define guiding principles and roles, and execute the meeting using the plan.

(Note:  may also include 5A Model factors of atmosphere and awareness)

3. Reconciling Differences and Managing Conflict/Breakthrough Tool

Able to reconcile conflict, or situations involving different perspectives/positions, by reframing the opposing positions into their underlying drivers/intentions/interests and blending them into an inclusive solution that meets/exceeds all original intentions.

4. Role Clarification

Able to define the roles, for an entire network of people involved in accomplishing a task, and for each relationship/interface, to define explicit expectations and accountabilities, and follow-up processes to ensure expectations and accountabilities are met and continually improved.

5. Technical/Functional Problem-Solving

Able to apply a disciplined process to define, diagnose root causes of, and implement lasting solutions to technical and functional problems. 

6. Building Thoughts

Able to design and execute a process for aligning thinking on, and developing commitment to, a proposal to a group, by using the fundamentals of good communication and of reconciling differences.

7. Skillful Interaction
Able to provide and elicit two essential elements of effective communication:  self-disclosure of normally hidden assumptions, intentions, feelings, etc., and feedback on effects of others’ actions.

8. Commitment-Based Communication

Able to provide and elicit the types of communication that forward the action (offers, requests, commitments), versus those that tend to maintain status quo (descriptions of past issues or wishes for the future, without making commitments to improve things).

9. Self-Management

Able to specify how one would ideally want to think about and deal with a situation (e.g., purposefully, creatively, driven by principle) and to measure and manage actual thinking to match the ideal. Based on the Dimensions of Thought scales for quality of thinking.
10. Relationship-Building

Able to assess the level of an existing relationship, and define the intended level of relationship, and determine and carry out a course of action to successfully close the gap  
11. Influencing Others’ Thinking and Behavior

Able to engage thinking (ask questions that enable self-discovery) and develop thinking (provide new ways of thinking and engage people with those) in ways that develop understanding, alignment and commitment

Additional Teaming Skill Options:

· Communication

· Assertion

· Relationship-Building

· Time Management

B. Essential Leadership Skills

1. Interpreting Reality/Creating Meaning and Significance/Complex Organization Problem-Solving/Improving the Current Situation

Able to use a systemic framework to see the essential elements that determine the current situation in a complex system, and develop a plan to significantly improve on that situation

2. Designing and Realizing the Ideal Future

Able to define the purpose/reason for an entity, a vivid vision/blueprint of the ideal future for it, and a set of governing ideas and plans to make the vision a reality

3. Management by Principle

Able to define a set guiding principles/code of conduct/standards of excellence for everything important, and use those to guide action 
4. Organization Learning/Redesign 

Able to diagnose the root causes of complex organization performance problems in terms of their underlying organization design elements, and develop plans to redesign those elements

5. Breakthrough Thinking

Able to create the environment that enables people to commit to the impossible, and invent ways to achieve it

6. Coaching

Able to enable others to develop their capacity and capability

7. Delegating

Able to position others to do work in a way that the work gets done as required

8. Human Performance Problem-Solving: able to diagnose and resolve human performance problems, and avoid the commonly-made Fundamental Attribution Error

9. Building High Performance Teams
Able to design and implement the empowering essential elements of high performing teams: common language/distinctions, governing ideas, processes/disciplines, capabilities

10. Change Leadership

Able to introduce change in ways that enable stakeholder understanding, alignment and commitment, and smooth transitions from the current to the desired state

11. Managing Quality of Work Life and Retention

Able to measure the underlying design factors that determine the quality of work life and retention, and manage those successfully

12. Managing Work-Life Balance

Able to effectively apply the principles and practices of all the above Leadership disciplines to the specific problem of work-life balance  

13. Linking

Able to represent the unit, reduce barriers, acquire resources and enroll stakeholders in unit efforts

C. Essential Consulting Skills 

1. Socratic Coaching/Engaging and Developing Thinking

Able to coach others, using self-discovery processes, in the use of teaming and leadership skills

2. Designing events
Able to design developmental events and meetings

3. Intervention

Able to intervene in developmental events in ways that add value and ensure intended results

4. Systems Change

Able to guide systemic change in organizations

5. Self-empowerment

Able to define your own purpose, vision, values, principles and goals and enroll others in those

6. Modeling

Able to set an example of the new culture for others

7. Change Agent skills

Able to follow up on commitments to learn and change, by initiating productive change, constructively restraining counterproductive change, and reconciling restraints to productive change

Key Mental Capabilities Developed in The Thinking Organization Series
The simplest tool in the Series, the Process Cycle, looks deceivingly like only a simple tool, but is actually an elegant, systemic thinking framework that includes all, and only, the essential elements of successful task completion. Its use introduces the learner to complete, orderly, conscious, disciplined thinking and the use of frameworks in general. These can enable professionalism at all levels: understanding and applying disciplined methods to your work.

A. Self-Management/Personal Mastery

Conscious thinking under awareness and control vs. being at the mercy of the environment and conditioning
1. lndependent, Critical and Creative Thinking and Learning:
· Can determine the appropriate method for thinking about a topic (Metacognition)

· Can structure ambiguous situations
· Can bring orderly thinking -- sequence, priority, timing, predictability to a situation

· Can detect polarizing and limiting thinking and generate a larger unifying context

· Can surface and test implicit assumptions, beliefs and mental models 
· Can discriminate among beliefs, values, facts and opinions

· Critical thinking skills – can make strong arguments that influence by:
· Applying disciplined thinking processes – complete, rigorous, quality

· Develop and test logic and reasoning for fallacies

· Discriminate/make essential distinctions

· Test generalizations, subjectivity misleading statistics 

· Diagnose cause and effect

· Can influence through engaging and developing others’ thinking

· Develop mutual understanding, alignment and commitment in groups

· Can generate and sustain creative tension

· Can engage in breakthrough thinking through visualizing, possibility thinking, both-and thinking, etc.
· Can create and test new working theory, empowering beliefs

· Can think strategically

· Can inquire into situations appreciatively, seeing what is working

· Can engage in self-discovery learning processes, asking and answering own penetrating questions

· Can extract learning and value from experience through observation and reflection

· Can extract relevant and new learning from breakdowns and confusion

· Can see patterns and trends

2. Mental Strength - Characteristics:

· Staying power, tenacity, constancy and courage

· Thriving on challenge

· Insatiable curiosity
· A demand for continuous learning and improvement for self and others

· Seeking out and valuing different perspective and restraints

· High tolerance for ambiguity, abstraction complexity, confusion,

frustration and uncertainty

· Self-restraint regarding judgment of others and blaming of external

factors

· Mental strength involves intentionality, commitment and purposefulness, and will show up in our vision, goals and promises, as well as in our speaking, listening and execution.

3. Mental Discipline - Examples:

· Can maintain focus of attention; not easily led off-track by inner or outer distractions

· Can recognize emotions that flow from specific thoughts;  can choose to reframe/refocus those thoughts and emotions as appropriate (known as EmotionaI lntelligence)

· Can maintain composure under stress

· Can observe and relinquish specific attachments.

B. Systems Thinking

1.Can take a given thinking framework, and hold in the mind: the relevant whole, the interdependent parts, the relationships among the parts, and move between them in an orderly way.

2. Can maintain focus on a part, versus jumping off on to other parts, going off on tangents, or getting lost in own thoughts

3. Can see the relevant whole in a given dynamic situation, and the underlying structure causing the observed patterns of behavior, and generate processes that will shift the patterns as desired

4. Can visualize, create and work within nested purposes
II. Courses for University Programs

Adapted from The Thinking Organization Series. Developed initially for the MBA program at Ellis University, with the intent of shifting to a team-based learning process, in order to accelerate and extend learning in all courses, and shift from an emphasis on learning somewhat perishable functional and organizational knowledge, to an emphasis on learning timeless, essential process skills.  
A. Teaming

1. Conceptual Input: Teaming Theory and Practice, including:
Orientation to course content and methods; the role of teams in organizations; team-based learning processes, learning teaming skills
2. Task Planning and Execution/Process Cycle

Able to plan a task, incorporating the five essential elements for successfully accomplishing any task, and execute the task using the plan as guide.

3. Effective Meetings

Able to plan a meeting, incorporating the five essential elements for accomplishing any task, define guiding principles and roles, and execute the meeting using the plan.

(Note:  may also include 5A Model factors of atmosphere and awareness)

4. Reconciling Differences and Managing Conflict/Breakthrough Tool

Able to reconcile conflict, or situations involving different perspectives/positions, by reframing the opposing positions into their underlying drivers/intentions/interests and blending them into an inclusive solution that meets/exceeds all original intentions.

5. Role Clarification

Able to define the roles, for an entire network of people involved in accomplishing a task, and for each relationship/interface, to define explicit expectations and accountabilities, and follow-up processes to ensure expectations and accountabilities are met and continually improved.

6. Technical/Functional Problem-Solving

Able to apply a disciplined process to define, diagnose root causes of, and implement lasting solutions to technical and functional problems. 

7. Building Thoughts

Able to design and execute a process for aligning thinking on, and developing commitment to, a proposal to a group, by using the fundamentals of good communication and of reconciling differences.

8. Skillful Interaction

Able to provide and elicit two essential elements of effective communication:  self-disclosure of normally hidden assumptions, intentions, feelings, etc., and feedback on effects of others’ actions.

9. Commitment-based Communication

Able to provide and elicit the types of communication that forward the action (offers, requests, commitments), versus those that tend to maintain status quo (descriptions of past issues or wishes for the future, without making commitments to improve things).

10. Self-management

Able to specify how one would ideally want to think about and deal with a situation (e.g., purposefully, creatively, driven by principle) and to measure and manage actual thinking to match the ideal. Based on the Dimensions of Thought scales for quality of thinking.

11. Relationship-building

Able to assess the level of an existing relationship, and define the intended level of relationship, and determine and carry out a course of action to successfully close the gap
12. Influencing others’ thinking and behavior

Able to engage thinking (ask questions that enable self-discovery) and develop thinking (provide new ways of thinking and engage people with those) in ways that develop understanding, alignment and commitment

B. Leadership

1. Conceptual Input: Leadership theory and practice, including:
Understanding of the definition of leadership, role of the New Management Leader, effective leader traits, research on power and influence, fundamental concepts of planning, the learning Spiral of Experience
Planning

2. Interpreting reality/creating meaning and significance/complex organization problem solving/improving the current situation

Able to use a systemic framework to see the essential elements that determine the current situation in a complex system, and develop a plan to significantly improve on that situation, and to commit to the “impossible”, and invent ways to achieve it      
3. Designing and realizing the ideal future

Able to define the purpose/reason for an entity, a vivid vision/blueprint of the ideal future for it, and a set of governing ideas and plans to make the vision a reality

(Generic, universally applicable Governing Ideas)
4. Management by principle

Able to define a set of guiding principles/code of conduct/standards of excellence for everything important, and use those to guide action 

Leading

5. Empowerment

Able to create an environment of principle and self-discipline, and the capability in people, that gives them the freedom to act in the best interests of all key stakeholders; able to choose the appropriate style for a given situation, based on the characteristics of the leader, the followers and the situation

6. Coaching

Able to guide others in developing their capacity and capability

7. Delegating

Able to position others to do work in a way that the work gets done as required

Learning

8. Human Performance Problem-Solving: able to diagnose and resolve human performance problems, and avoid the commonly-made Fundamental Attribution Error

9. Creating learning processes for establishing commitment, accountability, feedback and performance improvement

Linking

9. Representing the unit 
Able to clarify the unit’s role, and represent the unit’s interests, reduce barriers, acquire resources and enroll stakeholders in unit effort

C. Creating High Performance Organizations

1. Conceptual Input
Understanding of the definition of High Performance Organization (HPO), examples of HPOs, and some Organization Redesign technology: distinctions, theory, models, principles 
Planning
2. Improving on what now exists: 
Able to interpret reality/creating meaning and significance, and create plans to improve it (using the Continuous Improvement Framework /Complex Organization Problem-Solving process, introduced in the Leadership course), with added Diagnostic Questions, Breakthrough Thinking and Organization Redesign technology
4. Organization Assessment for High Performance: 

Able to uncover underlying, unseen design elements and organization characteristics that are causing presenting problems and /or limiting performance. Using instruments based on how high performance organizations are designed, assess the gap that exists between them and target organization, to help determine where the greatest issues and opportunities are for redesign, transformation and performance improvement

3. Inventing what could be:                                                                                                         
Able to design the governing ideas that define purpose and the ideal future, and drive it into reality (using the Context Design Framework, introduced in the Leadership course) with added specific target organization ideas versus generic, universally applicable ideas – in Business, Functional and Technical areas -- Strategic Thinking and Planning, Organization Redesign and methods for developing understanding, alignment, unity and commitment
5. Organization Infrastructure Redesign Technology: Frameworks and Tools  




Able to use frameworks and tools for infrastructure redesign, such as the Value-Adding Stream, and Job and Organization Design
Leading

6.  Creating High Performance Teams and Organizations
Able to manage the key variables that determine high performance in teams and organizations: language, governing ideas, infrastructure , capabilities
7.  Managing quality of work life, engagement and retention    
Able to measure the underlying design factors that determine the quality of work life and retention, and manage those successfully

8.  Managing work-life balance   
Able to effectively apply the principles and practices of all the above Leadership disciplines to the specific problem of work-life balance  
9. Introduction to Change Leadership
Understanding of the challenges of organization change and the methods for leading it effectively

10. Introduction to Transformational Change
Understanding of the Evolutionary Change Strategy
D. Leading Change

1. Conceptual Input

Understanding of Organization Change technology: distinctions, theory, models, frameworks, tools; of some research; of principles and practice

2. Traditional Change Management Application
Able to apply the Traditional Change Management methodology to an organizational change situation.

3. Enlightened Change Management Application

Able to apply the Enlightened Change Management methodology to an organizational change situation.

4. Change Leadership Application

Able to apply the Change Leadership methodology to an organizational change situation.

5. Breakthrough Change Leadership Application
Able to apply the Breakthrough Change Leadership methodology to an organizational change situation.

6. Transformational Change Leadership Application to Organizational Change
Able to apply the Transformational Change Leadership methodology to an organizational change situation.
7. Change Infrastructure      

Able to apply the Change Infrastructure approach to organization change

8. Stakeholder Enrollment process

Able to apply the Stakeholder Enrollment process to an organizational change situation.

9. Culture change  
Able to define the intended organization culture and guide its emergence from design changes 

10. Ongoing Change Capability
Able to ensure lasting success in business by creating a living, dynamic system that evolves in concert with everything upstream and downstream that is changing in its ecosystem. Sustaining change work can be guided by ongoing efforts to enhance customer and other stakeholder effect and effectiveness, striving against idealized Governing Ideas, and an idealized value-adding stream, and using organization assessments as drivers for change. 
III. Fundamentals of Supervision and Management
Developed for ARCO (now BP) as their Management Continuum, a comprehensive, state-of-the-art series of developmental processes for their 5,000 1st – 4th level managers. Timeless fundamentals for those in leadership roles.

A. Supervisory Skills

1. Role of Supervisor
Able to distinguish between the role requirements of the Supervisor versus an 

individual contributor, and identify sources of role expectations.

2. Fundamental Premises and Principles of Management

Able to use fundamental premises and principles to guide action in particular situations

3. Communication

Able to identify potential barriers to communication/mutual understanding in given situations and take steps to prevent or correct them

4. Listening

Able to use active listening and reflection skills to establish mutual understanding and rapport

5. Assertion

Able to stand up for one’s own rights in social situations while respecting the rights of others

6. Problem Solving for Functional and Technical Problems

Able to, in a given problem situation, define the problem, diagnose its probable cause and root cause, develop an objective for a solution, generate alternative solutions, select one, and develop contingency plans for solving the problem

Supervisory Situation Skills

Able to deal effectively with commonly recurring situations that supervisors face, in a way that maintains a constructive relationship with employees, maintains employees’ self-confidence and self-esteem, and involves employees in improving the situation

1. Welcoming a New Employee

Able to express welcoming feelings, interest in the employee as a person, confidence that the employee will succeed, and the desire to help the employee succeed

2. Recognizing Fully Satisfactory Employee 

Able to specifically describe what the employee is doing that deserves reinforcement and why, express appreciation for that performance, and ask the employee if anything can be done to improve the employee’s job satisfaction or performance.

3. Helping an Employee to Learn the Job

Able to accurately describe the purpose, intended results and process for the work, and why that process, to demonstrate the work process, encourage the employee to try it, patiently provide feedback, and check back later and further encourage the employee in learning the process.

4. Handling an Employee Complaint

Able to respond assertively versus defensively, request a full description of the complaint, listen openly and actively, recognize employee feelings, demonstrate understanding of those, state your position non-defensively and plan follow-up

5. Addressing Inappropriate Work Habits

Able to describe specifically and assertively what you have seen and why that is of concern, to ask for and actively and openly listen to employee reasons for this habit, to offer help in changing, and plan a follow-up 

6. Reducing Turnover

Able to show understanding and empathy for the employee’s point of view on his/her quality of work life, offer help in improving it and encourage the employee to stay on the job.

7. Addressing Poor Performance

Able to describe the performance gap, ask for help in diagnosing and addressing the cause of the gap, agree to next steps and a follow-up, and reinforce improvements in performance. Where performance does not improve, inform employee of company policy and potential consequences.

8. Addressing absenteeism and/or Tardiness

Able to state the gap relative to company policy, ask for reasons why it exists, demonstrate understanding of the problem, explain the reason for the policy, ask for ideas on how to solve the problem, and offer and demonstrate eagerness to help solve it.

9. Taking Formal Corrective Action

Able to describe the gap in terms of lack of improvement from previous discussions, ask for and openly listen to employee reasons, and, if corrective action is called for, describe the company policy and the disciplinary action you’re taking, why (to stimulate improvement), express interest in helping, provide guidance, and agree on next steps and a follow-up. Reinforce any positive changes in behavior and/or performance.

10. Overcoming Resistance to Change

Able to influence resistance to needed change by describing why the current situation is unacceptable, your vision of a better future for everyone, your convictions about a practical way to close the gap, your commitment to move in this way, request help in moving ahead, and finding ways to do what’s best for everyone.  

B. Management Skills 

1. Planning

Able to set goals that are specific, measurable, achievable and time-bound, and develop a course of action to realize the goals

2. Organizing

Able to divide and integrate the work to be done in a way that minimizes the resources required to achieve the goals

3. Staffing

Able to specify the requirements to do the work successfully and select people that meet those requirements

4. Leadership 

Able to chose the most effective approach to any leadership situation by assessing the criticality and urgency of the task and the level of task maturity of the followers

5. Regulating/learning/improving

Able to assess progress toward goals in a way that enables goal attainment and continuous learning and improvement

6. Performance management

Able to use a process of specifying goals and plans for all organization members to align effort and measure progress toward goal attainment 

7. Time management 

Able to assess current effectiveness in using time, determine desired effectiveness, and apply time management principles and practices to close the gap

8. Stress management

Able to identify the sources of stress in the environment, and apply the principles of stress management to move toward an optimal level of stress

