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o Self-Awareness
o Self-Management
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Recap from Session #1 

 Leaders & managers positively influence employee engagement and well-being, boost
performance, improve customer attitudes and behaviors, & increase business results

 Emotional intelligence consists of what we see (Self- and Social Awareness) and what 
we do (Self- and Relationship Management) 

 By understanding and practicing emotional intelligence we can develop our personal
and social competence and improve our overall effectiveness

5

99% responded favorably to: “The session provided 
actionable tactics that I can immediately apply in my role.”



Fostering Engaged 
Employees
Session #2



Today’s Session objectives
After this leadership session, you will be able to:

• Describe the Gallup 12 (the 12 elements of great managing) and understand how these 
behaviors help you become a more effective leader 

• Help your teams and colleagues succeed by:  

--- Clarifying expectations, goals, and purpose and 

--- Giving positive and constructive feedback

• Receive feedback more effectively

• Apply what you learn back on the job
7



Setting Clear 
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& Goals

Connecting 
to Jay’s 
Purpose

Giving 
Effective 
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Helping your Employees succeed
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The Gallup 12 … 12 Elements of Great Managing
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1) I know what is expected of me at work.

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

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

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

5) My supervisor, or someone at work, seems to care about me as a person.

6) There is someone at work who encourages my development.

7) At work, my opinions seem to count.

8) The mission or purpose of my company makes me feel my job is 
important.

9) My associates or fellow employees are committed to doing quality work.

10) I have a best friend at work.

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

12) This last year, I have had opportunities at work to learn and grow.
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Expectations Versus goals
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Expectations Versus goals

12

• Specific, measurable objectives 
that individuals or teams aim to 
achieve within a set timeframe

• Provide direction, motivation, and 
a benchmark for success

• General standards of behavior, 
performance, or conduct that are 
assumed or required in a role

• Establish what is acceptable and 
guide day-to-day actions



Expectation Fundamentals
 Performance (e.g., meet or exceed goals and deadlines)

 Behaviors (e.g., act with professionalism, integrity, and respect toward 
colleagues and guests)

 Communication (e.g., listen actively and give constructive feedback)

 Guest Service (e.g., address customer concerns with patience and 
professionalism)

 Accountability and Responsibility (e.g., be reliable and follow through on 
commitments)

 Adaptability and Growth (e.g., be open to feedback and willing to improve)

 Culture & Teamwork (e.g., foster an inclusive, respectful, and supportive 
environment) 13



What are the Expectations at Jay Peak?

Performance
Behaviors
Communication
Guest Service
Accountability and Responsibility 
Adaptability and Growth 
Culture & Teamwork

14



Check for Understanding

15

Invite dialogue 
and input to 

ensure mutual 
understanding 
and alignment



Goal Setting Fundamentals
DefinedCharacteristic

• What exactly do you want to 
achieve?

Specific

• How will we track progress 
and measure outcomes?

Measurable

• You believe you can do it.Achievable

• Why do you want to reach 
this goal? What’s the 
purpose behind the goal?

Relevant

• Timelines cause action. 
Keep the timeline realistic 
and flexible.

Time-Based

16



Goal Setting Example

Example GoalDefinedCharacteristic

• What exactly do you want to 
achieve?

Specific

• How will we track progress and 
measure outcomes?

Measurable

• You believe you can do it.Achievable

• Why do you want to reach this 
goal? What’s the purpose behind 
the goal?

Relevant

• Timelines cause action. Keep the 
timeline realistic and flexible.Time-Based

17

From Mission Statement: Provide “the highest level of authentically-great service”



Goal Setting Example

Example GoalDefinedCharacteristic

• Build on our great service by reducing guest wait times for tickets, 
rentals, and food

• What exactly do you want to 
achieve?

Specific

• How will we track progress and 
measure outcomes?

Measurable

• You believe you can do it.Achievable

• Why do you want to reach this 
goal? What’s the purpose behind 
the goal?

Relevant

• Timelines cause action. Keep the 
timeline realistic and flexible.Time-Based

18

From Mission Statement: Provide “the highest level of authentically-great service”



Goal Setting Example

Example GoalDefinedCharacteristic

• Build on our great service by reducing guest wait times for tickets, 
rentals, and food

• What exactly do you want to 
achieve?

Specific

• Decrease average wait times for tickets and rentals by 25% and food by 
15% within 60 days

• How will we track progress and 
measure outcomes?

Measurable

• You believe you can do it.Achievable

• Why do you want to reach this 
goal? What’s the purpose behind 
the goal?

Relevant

• Timelines cause action. Keep the 
timeline realistic and flexible.Time-Based

19

From Mission Statement: Provide “the highest level of authentically-great service”



Goal Setting Example

Example GoalDefinedCharacteristic

• Build on our great service by reducing guest wait times for tickets, 
rentals, and food

• What exactly do you want to 
achieve?

Specific

• Decrease average wait times for tickets and rentals by 25% and food by 
15% within 60 days

• How will we track progress and 
measure outcomes?

Measurable

• Revise existing queue management process and ensure the staff 
understands and is able to use it effectively. 

• Implement daily “stand ups” to troubleshoot and determine lessons 
learned and best practices

• You believe you can do it.Achievable

• Why do you want to reach this 
goal? What’s the purpose behind 
the goal?

Relevant

• Timelines cause action. Keep the 
timeline realistic and flexible.Time-Based

20

From Mission Statement: Provide “the highest level of authentically-great service”



Goal Setting Example

Example GoalDefinedCharacteristic

• Build on our great service by reducing guest wait times for tickets, 
rentals, and food

• What exactly do you want to 
achieve?

Specific

• Decrease average wait times for tickets and rentals by 25% and food by 
15% within 60 days

• How will we track progress and 
measure outcomes?

Measurable

• Revise existing queue management process and ensure the staff 
understands and is able to use it effectively. 

• Implement daily “stand ups” to troubleshoot and determine lessons 
learned and best practices

• You believe you can do it.Achievable

• Connects to our value “Creating Experiences” … “we aim to enhance 
experiences and create memories with genuine, quality engagement”

• Leads to, for example, higher guest retention, satisfaction, and revenue

• Why do you want to reach this 
goal? What’s the purpose behind 
the goal?

Relevant

• Timelines cause action. Keep the 
timeline realistic and flexible.Time-Based

21

From Mission Statement: Provide “the highest level of authentically-great service”



Goal Setting Example

Example GoalDefinedCharacteristic

• Build on our great service by reducing guest wait times for tickets, 
rentals, and food

• What exactly do you want to 
achieve?

Specific

• Decrease average wait times for tickets and rentals by 25% and food by 
15% within 60 days

• How will we track progress and 
measure outcomes?

Measurable

• Revise existing queue management process and ensure the staff 
understands and is able to use it effectively. 

• Implement daily “stand ups” to troubleshoot and determine lessons 
learned and best practices

• You believe you can do it.Achievable

• Connects to our value “Creating Experiences” … “we aim to enhance 
experiences and create memories with genuine, quality engagement”

• Leads to, for example, higher guest retention, satisfaction, and revenue

• Why do you want to reach this 
goal? What’s the purpose behind 
the goal?

Relevant

• Launch “revised” queue management system improvements and “stand 
ups” within 30 days, track progress through weekly, and achieve the 
target wait times within 60 days

• Timelines cause action. Keep the 
timeline realistic and flexible.Time-Based

22

From Mission Statement: Provide “the highest level of authentically-great service”



Check for Understanding
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Invite dialogue 
and input to 
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Goal Setting Exercise

Example GoalDefinedCharacteristic

• What exactly do you want 
to achieve?

Specific

• How will we track progress 
and measure outcomes?

Measurable

• You believe you can do it.Achievable

• Why do you want to reach 
this goal? What’s the 
purpose behind the goal?

Relevant

• Timelines cause action. 
Keep the timeline realistic 
and flexible.

Time-Based

24

SEE HANDOUT



Small Group Discussion
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Connecting 
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Connecting to our Vision, mission, and Values
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Check for Understanding
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Invite dialogue 
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ensure mutual 
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Connecting 
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Effective 
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Tips for Giving Effective Feedback

Make It Timely

Keep Your 
Balance

Make it Part of 
Your Job

Use to 
“Enhance”

Make It Part of 
Their Job

Make It 
Ongoing

Facts Not 
Personality

Helping 
Mindset

30
What Else?



How Would You Ensure Your Teams Agree?

31

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



Recognizing success … Giving Positive feedback
 Ensure employees feel valued for their work and 

contributions by providing specific, immediate, and 
individualized feedback … Talk to me about my 
progress

 Learn how individual employees like to be 
recognized and praise them for doing good work 
and achieving their goals and expectations while 
emphasizing why their performance was important 
… Connect to purpose

 Promote a recognition rich environment with praise 
coming from multiple sources at multiple times … 
Recognized in last seven days 32



Jay Peak Employee Recognition

33



Recognizing opportunity … Giving constructive feedback

Intended to help someone improve performance, behavior, understanding, and 
/ or attitude

Focused on specific, actionable suggestions rather than general criticism, and 
it is delivered in a respectful and supportive manner 

Goal is to encourage growth, foster learning, and strengthen relationships by 
offering insights that the recipient can use to make meaningful improvements

34



The BIF Feedback Model

BEHAVIOR … Describe the specifics … the situation, 
the behavior, the results

IMPACT … Describe the impact to … the individual, 
the team, the guest, you as the manager, etc.

FUTURE … Describe how to be more effective 
moving forward … Stop, Start, Continue

35



Feedback Scenario

 As the manager, I notice that one of my rental shop 
employees, Jake, has been frequently dismissive toward 
guests who have questions about their equipment. 

 On multiple occasions, guests have left frustrated because 
they felt rushed or that their concerns weren’t fully 
addressed. 

 A recent guest complaint specifically mentioned that Jake 
seemed impatient and didn’t take the time to explain the 
proper fit of their ski boots, leading to discomfort on the 
slopes.

36



Small Group Discussion
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Role Play

38



The BIF Feedback Model: Example
Jake, I’ve noticed that you are frequently dismissive toward guests who have questions 

about their equipment. On multiple occasions I have seen guests leave frustrated because 
they felt rushed or that their concerns weren’t fully addressed. We received a recent 

complaint that specifically mentioned that you seemed impatient and didn’t take the time 
to explain the proper fit of their ski boots, leading to discomfort on the slopes.

This behavior negatively affects the guest experience, leading to 
lower satisfaction scores and potential negative reviews. When our 
guests feel ignored or rushed, they are less likely to return and may 

share their negative experience with others, impacting our reputation. 
This attitude is creating tension among the team who are trying to 

maintain a positive and welcoming environment.

Help me understand what’s going on? The importance of patience, 
attentiveness, and a guest-first mindset is why we’re here. How can 

we improve this? What can you do and how can I help?

39



Check for Understanding
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Feedback Exercise: Self-Reflection
Your Specific ExampleBIF Model

 BEHAVIOR … Describe the specifics … the 
situation, the behavior, the results.

 IMPACT … Describe the impact to the 
individual, the team, the guest, you as the 
manager

 FUTURE … Describe how to be more 
effective moving forward … Stop, Start, 
Continue

41

SEE HANDOUT



Role Play

42



Helping COLLEAGUES succeed … More Tips
 Can I give you some feedback? >>> Here are my thoughts and reaction. 

 Good job! >>> Here are three things that really worked for me. What was going through your mind when 
you did them?

 Here’s what you should do. >>> Here’s what I would do.

 Here’s where you need to improve. >>> Here’s what worked best for me and here’s why.

 That didn’t really work. >>> When you did x, I felt y or I didn’t get that.

 You need to improve your communication skills. >>> Here’s exactly where you started to confuse me.

 You need to be more responsive. >>> When I don’t hear from you, I worry that we’re not on the same 
page.

 You lack strategic thinking. >>> I’m struggling to understand your plan.

 You should do x (in response to a request for advice). >>> What do you feel you’re struggling with, and 
what have you done in the past that’s worked in a similar situation?

43



Receiving feedback
 Listen with full attention to the feedback people provide

 Focus more attention on understanding their perspectives and 
suggestions (e.g., ask clarifying questions) than on defending 
your actions or behavior

 Ask for specific examples of what you did well and what you 
could have done better

 Think of feedback as a learning opportunity that can lead you 
to growth and better performance, engagement, and well-being

 Control emotional reactions by reflecting before responding

 Thank and show appreciation

 Take action
44



5 Steps to Accountability

45

Creating 
Accountability

Clear 
Expectations

Clear 
Capability

Clear 
Measurement

Clear 
Feedback

Clear 
Consequences



Brainstorm Key Takeaways from Session #2

 …..
 …..
 …..
 …..
 …..

46



Backup



Comparing Goals and Expectations
ExpectationsGoalsCharacteristic

Standards to maintainAchievements to strive forOverview

General standards of behavior, performance, or conduct that are 
assumed or required in a role

Specific, measurable objectives that individuals or teams aim to 
achieve within a set timeframe

Defined

Establish what is acceptable and guide day-to-day actionsProvide direction, motivation, and a benchmark for successPurpose

Broad, ongoing, and not necessarily time-boundSMART (Specific, Measurable, Achievable, Relevant, Time-bound)Characteristics

General guidelinesSpecific objectivesScope

OngoingDefined deadlineTimeframe

Evaluated more subjectivelyTracked more objectivelyMeasurement 

More consistent over timeCan change based on progressFlexibility

Behavior- and performance-basedAchievement-basedFocus

48



The Right Way to Hold People Accountable

49

Clear ConsequencesClear FeedbackClear MeasurementClear CapabilityClear Expectations

• Repeat, Reward, or Release

• Repeat the steps above if you 
feel that there is still a lack of 
clarity in the system. 

• If the person succeeded, you 
should reward them 
appropriately 
(acknowledgement, praise, 
etc.).

• If they have not proven 
accountable and you are 
reasonably certain that you 
followed the previous four 
steps, then they are not a good 
fit for the role, and you should 
release them from it (change 
roles, exit them, etc.).

• Honest, open, ongoing 
feedback is critical. People 
should know where they stand. 

• If you have clear expectations, 
capability, and measurement, 
the feedback can be fact-based 
and easy to deliver. 

• Is the person delivering on 
commitments? 

• Is the person working well with 
the other stakeholders? 

• If the person needs to increase 
her capability, is the person on 
track? 

• The feedback can also go both 
ways — is there something you 
can be doing to be more 
helpful? 

• Give feedback weekly, and 
remember it’s more important 
to be helpful than nice.

• During the expectations 
conversation, you should agree 
on weekly milestones with 
clear, measurable, objective 
targets. 

• If any of these targets slip, 
jump on it immediately. 

• Brainstorm a solution, identify a 
fix, redesign the schedule, or 
respond in some other way that 
gets the person back on track.

• What skills does the person 
need to meet the expectations? 

• What resources will they need? 
• If the person does not have 

what’s necessary, can they 
acquire what’s missing? 

• If so, what’s the plan? If not, 
you’ll need to delegate to 
someone else. Otherwise you’re 
setting them up for failure.

• Crystal clarity about the 
outcome you’re looking for, how 
you’ll measure success, and 
how people should go about 
achieving the objective. 

• It doesn’t all have to come from 
you. The more skilled your 
people are, the more ideas and 
strategies should be coming 
from them. 

• Have a genuinely two-way 
conversation, and before it’s 
over, ask the other person to 
summarize the important 
pieces — the outcome they’re 
going for, how they are going to 
achieve it, and how they’ll know 
whether they’re successful — to 
make sure you’re ending up on 
the same page. 

• Asking them to write out a 
summary is a good idea but 
doesn’t replace saying it out 
loud.

Harvard Business Review_01.11.16



Expectation Fundamentals
 Gain crystal clarity about the outcome you’re looking for, how 

you’ll measure success (e.g., milestones, targets), and how people 
should go about achieving the objective. 

 Remember, it doesn’t all have to come from you … The more skilled 
your people are, the more ideas and strategies should be coming 
from them. 

 Have a genuinely two-way conversation, and before it’s over, ask 
the other person to summarize the important pieces — the 
outcome they’re going for, how they are going to achieve it, and 
how they’ll know whether they’re successful — to make sure you’re 
ending up on the same page. 

 Asking them to write out a summary is a good idea but doesn’t 
replace saying it out loud.
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Active listening

51


