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Your state staff are essential team members not only in helping you 

carry out the duties of your office but also in achieving your state’s 

vision for CTE. No matter if you are an army of one, a few or many, 

your role as State Director is to marshal the resources you need. In 

some cases, you might contract with other agencies or organizations 

to help, which still requires you to ensure that any contracted work is 

accurate and high quality, just as you would expect of work done by 

someone down the hall.  

You can build your bench in many ways. You need to understand your 

staff, set and help them achieve ambitious goals, and hold them to 

high standards. When your expectations are not met, reflecting and 

giving thoughtful, candid feedback in real time is just as essential to 

help your staff correct course. As important as it is to give feedback, 

leaders should also be receptive to receiving feedback. Having a 

process for giving and receiving feedback will be key to helping your 

team learn and grow together in service of your broader goals. 

We also recognize that as a manager working for state government or a state system, you most likely have 

established human resources rules around managing staff performance, which many even dictate how you must 

approach certain issues or evaluations. This section is not intended to circumvent any of those rules but rather to 

add tips and techniques to your existing toolbox. Additionally, unions and union-related issues are not addressed in 

this module given how these contexts vary from state to state.  

According to The Management Center, you should keep three principles in mind when deciding when to invest in 

staff:  

1. Invest in your best — Identify your rising stars and help them grow for the greatest pay-off in energy and 

time spent. 

2. Know what you can change and what you cannot — Understand that you are not a superhero. 

Acknowledging the strengths and realistic development areas of your staff is the best starting place for 

building a team that complements each other and is well positioned to drive the work forward.  

3. Distinguish between development needs and serious performance issues — Strike a balance but 

recognize when a staffer’s performance requires support or a more direct intervention.  

Formal training programs can give your staff specific, concrete skills, but we know the impact of work-based 

learning for CTE learners — and the same holds true for your staff. Employees grow the most when they have 

opportunities to stretch themselves in pursuit of meaningful goals and projects that are supported by coaching from 

a manager to help them throughout the process.  

KEEP IN MIND 
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Simply giving your staff members a task that you know will stretch them is not enough to ensure that the employee 

will grow successfully. In the activity below, you will see key techniques you can use to support your employees as 

they grow.  

You may be wondering, “But what about motivation?” You can create the right environment to help people feel 

motivated, and if you have the right team assembled, you should not have to spend a lot of time or energy 

dedicated to this. Providing meaningful work with real responsibility and helping employees feel supported as they 

work toward ambitious goals are key roles that you can play as a manager. At times you will need to remind 

employees of the bigger picture or praise their progress, but ultimately, showing you care goes a long way to 

helping sustain a person’s motivation.  

Feedback is tough both to give and to receive. Let’s be honest: Few people like doing it, and as a result, feedback 

is often avoided. The Management Center offers a great worksheet to help you think through how to give 

feedback. It recommends the SAW model:  

 Share what you see; 

 Ask questions; and 

 Wrap up with next steps. 

Giving feedback gets easier if it is built into your regular work. Here are a few ways you can systematize feedback:  

 Put a “feedback” or “lessons” bullet into your regular check-in form, so it becomes something that is always 

done from week to week.  

 Add “debriefs” to your calendar at the beginning of a project to ensure that you hold space for a feedback 

session at the end of all major projects. This time can be used to celebrate your staff members’ 

accomplishments as well as capture lessons learned while they are still fresh.  

 Implement “SAW” in your office culture and vocabulary to help institutionalize the practice throughout your 

staff.  

Ultimately, successfully giving and receiving feedback depends upon developing relationships, credibility and trust. 

If feedback feels punitive or like a “gotcha” moment, it is harder to accept or digest, but when someone feels like 

you are on their side, this process is much easier. To avoid the feeling of “gotcha” feedback, it is important that you 

as a manager practice recognizing good work when it happens and even solicit feedback about yourself.  

http://www.managementcenter.org/resources/giving-feedback/
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https://careertech.org/member-research-requests
http://www.managementcenter.org/tools/roles-and-goals/
http://www.managementcenter.org/tools/check-ins/
http://www.managementcenter.org/tools/managing-managers/
http://www.managementcenter.org/tools/managing-up/
http://www.managementcenter.org/resources/retention-chart/
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The Management Center encourages organizations to use a shared vocabulary for the roles and expectations 

within a given project. The center’s preferred framework is known as MOCHA, which helps give clarity around 

exactly what role each person is playing on a particular project or even on a broader, ongoing responsibility. This 

framework was adopted from the DARCI (Decider, Accountable, Responsible, Consulted, Informed) model.  

Under The Management Center’s version, MOCHA represents:  

M Manager (assigns responsibility and holds owner accountable) 

O Owner (has overall responsibility for project; ensures that all the work gets done) 

C Consulted (should be asked for input and/or kept in the loop) 

H Helper (is available to help do part of the work) 

A Approver (signs off on decisions before they are final) 

http://www.managementcenter.org/resources/assigning-responsibilities/
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