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FLIGHT PLAN

GROUND RULES
 Have Fun!

Participate

Respect Everyone’s Point 
of View

Look for a Take-Away
8:30-9:00a

9:00-9:45a 

9:45-10:35a

10:35-10:45a

10:45-11:30a

11:30-12:45p

12:45-1:45p

1:45-2:15p

2:15-3:00p

3:00p-3:45p

3:45p-4:00p

4:00p-4:15p

Continental Breakfast & 
Opening Remarks

Icebreaker

Work Styles Assessment Activity

Bio Break

Team Activity: From Where I Sit

Lunch

Case Study

Energy Booster

Round Table Discussions

Hot Topic

Key Take Aways

Wrap Up



ICEBREAKER

Before this activity, several playing cards were cut 
into pieces and divided among several envelopes.  
In this activity, it is your job to finish with as many 

complete cards as possible.  To do so, you may need to 
negotiate (and play defense) with other teams.
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At the beginning of the activity, 
did you notice yourself gravitating 
toward those with whom you 
already had a good connection?

What difficulties did you have accomplishing the goal?

If you were to play again, would you change strategies?

Who had the best strategy?  Why did it work?
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Teams are made up of individuals with different work 
experience and backgrounds, each with his or her own 
particular working style. There are many different working 
styles to consider, and every person’s individual working style 
plays a key role in the team’s development and success.

PURPOSE

The purpose of this brief questionnaire is to get some idea of
your preferred (or dominant) working style.

OUTCOMES

There are no right or wrong answers.  You may find that
several choices appeal to you because you prefer a 
combination of styles.

INSTRUCTIONS

1. Complete the questionnaire on the next page. 

2. Read each statement and order your responses with the 
numbers “1,” “2,” “3” or “4,” with “1” being the response 
that BEST describes you and “4” being the response that 
LEAST describes you. Use only whole numbers (no fractions 
or decimals). 

3. You have approximately 15 minutes to complete the 
questionnaire. 

4. Once you have completed the questionnaire, transfer the 
results to the score sheet on the following page.
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1.  When performing a job, it is most important to me to:
____ A do it correctly, regardless of the time involved.

____ B set deadlines and get it done.

____ C work as a team, cooperatively with others.

____ D demonstrate my talents and enthusiasm.

2.  The most enjoyable part of working on a job is:
____ A the information you need to do it.

____ B the results you achieve when it’s done.

____ C the people you meet or work with.

____ D seeing how the job contributes to progress.

3.  When I have several ways to get a job done, I usually:
____ A review the pros and cons of each way and choose.

____ B choose a way that I can begin to work immediately.

____ C discuss ways with others and choose the one most favored.

____ D review the ways and follow my “gut” sense about what will work the 
best.

4.  In working on a long-term job, it is most important to me to:
____ A understand and complete each step before going to the next.

____ B seek a fast, efficient way to complete it.

____ C work on it with others in a team.

____ D keep the job stimulating and exciting.

5.  I am willing to take a risky action if:
____ A there are facts to support my action.

____ B it gets the job done.

____ C it will not hurt others’ feelings.

____ D it feels right for the situation.

ASSESSMENT
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SCORING

Transfer the answers from the Working Styles Assessment onto 
the scoring grid below by entering the number you chose for 
each letter.  Next, total the columns and record the answers in  
the space provided.

Question 1 A ____ B ____ C ____ D ____
Question 2 A ____ B ____ C ____ D ____
Question 3 A ____ B ____ C ____ D ____
Question 4 A ____ B ____ C ____ D ____
Question 5 A ____ B ____ C ____ D ____
TOTAL A ____ B ____ C ____ D ____

Your LOWEST score is your preferred or dominant working 
style.  In the case of a tied score, you should pick the working 
style you feel is most like you.

A = Analytical 

B = Driver 

C = Amiable 
 
D = Expressive

My preferred working style is _____________
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WORKING STYLE CHARACTERISTICS

A - ANALYTICAL B - DRIVER
• Cautious actions and decisions • Takes action and acts decisively

• Likes organization and structure • Likes control

• Dislikes involvement with others • Dislikes inaction

• Asks many questions about specific 
details

• Prefers maximum freedom to manage 
self and others

• Prefers objective, task-oriented work 
environment

• Cool and independent, competitive 
with others

• Wants to be accurate and, therefore, 
relies too much on data collection

• Low tolerance for feelings, attitudes, 
and advice of others

• Seeks security and self-actualization • Works quickly and efficiently by 
themselves

C - AMIABLE D - EXPRESSIVE
• Slow at taking action and making 

decisions
• Spontaneous actions and decisions, 

risk taker

• Likes close, personal relationships • Not limited by tradition

• Dislikes interpersonal conflict • Likes involvement

• Supports and "actively" listens to 
others

• Generates new and innovative ideas

• Weak at goal setting and self-direction • Tends to dream and get others caught 
up in the dream

• Demonstrates excellent ability to gain 
support from others

• Jumps from one activity to another

• Works slowly and cohesively with 
others

• Works quickly and excitingly with 
others
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MIXING STYLES

ANALYTICAL DRIVER AMIABLE EXPRESSIVE

A
N

A
LY

TI
CA

L Establish priority of 
tasks to be done.  
Commit to firm time 
frames for your work 
and stick to them.

Take a deep breath, 
relax and slow down.  
With analyticals, you 
need to demonstrate 
you have considered 
all or most of the 
options or outcomes 
before moving ahead.

Cut short the social 
hour and get right 
down to the specifics.  
The more information 
you have to support  
your position, the 
better.

Translate your vision 
into specific tasks 
or goals.  Involve 
analyticals in research 
and developing the 
details of the plan of 
action.

D
RI

VE
R

Organize your work 
around major themes; 
prepare “executive 
summaries” with 
headings or bullets 
that state the 
conclusion and 
supporting data and 
analysis second.

Remind each other of 
your similarities and 
your need to adopt 
qualities of the other 
styles.

Don’t take anything 
personally. Getting 
results is what counts 
with drivers.  Be 
decisive and dynamic. 
Emphasize the 
bottom line.

Take time to think 
about what your 
vision really is, and 
translate it into action 
steps with objectives 
and timelines.

A
M

IA
BL

E

Start off on a personal 
note, gravitate to 
project specifics 
and expectations; 
emphasize the greater 
good of the project.

Spend time up 
front gaining trust 
and confidence; be 
inclusive. Be sure to 
be specific about 
deadlines, even when 
it seems obvious.

Laugh with each other 
about how important 
it is being relational. 
Then focus on what 
we really need to 
accomplish here and 
do it.

Tell them how 
important the team 
concept is to
making your vision a 
reality. Give amiables 
the job of team 
building to make the 
dream come true.

EX
PR

ES
SI

VE

Jazz up your 
presentation; try 
to think of the BIG 
picture. Involve 
the expressive in 
developing the 
“vision” or marketing 
of the plan.

Be patient and try to 
work with a flip chart 
to harness creative 
spirits. Emphasize 
time lines and due 
dates. Build in 
flexibility to allow the 
free rein of creativity.

Engage the 
expressive with 
appreciation of their 
vision and creativity. 
Harness this energy 
to deal with pesky but 
important details only 
they can address.

Remind each other 
of your tendency 
to generate a lot of 
ideas without thinking 
through how to 
implement them.

yourstyle

theirstyle
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REFLECTING ON ME & MY TEAM

What do others need to know about my style in order to effectively 
work with me?

What are my challenges in working with each of the other working 
styles?

We all have a few elements of each of the styles.  Which ones do you 
embody?  Is this an advantage or disadvantage?

Why is it a good thing your team has people from all of the different 
styles?

What styles are missing on your team?  What can your team do to 
compensate for what's missing?  

The Working Styles Assessment was used with permission from Kaiser Permanente and the Coalition of Kaiser Permanente Unions.  More information can be found 
at https://www.lmpartnership.org/tools/unit-based-team-toolkit-complete-version.



ACTIVITY

In this activity, From Where I Sit, you will be 
given a set of cards.  Those cards, when in order, 

will tell a story.  Your job is to put them in the correct 
order.  But there's a trick!!

You will only see your card(s).  You will not be able to 
see anyone else's card, nor can you show anyone  
yours.  By describing your cards to one another, 

determine what you think is the correct sequence  
and lay the cards FACE DOWN on the floor.  Once 

you think you've got it right, flip them over. 
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What communication methods did you use?  
Which ones worked best?

Were you surprised to see where the sequence started  
or ended?

Talk about a time when you didn't agree with a direction 
someone took, only later to be given more information 
that laid out the bigger picture, which shifted your 
mindset.

What frustrations did you have while working 
on this activity?
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THE CASE OF ANNE
This case has multiple parts and introduces the enrollment office 
at a small private college, along with various staff members. 

Divide into teams of three people. Use Bolman and Deal’s Four 
Frames of Leadership, as depicted in the diagrams below, to 
assess this case and its outcomes. 

By using the Four Frames of Leadership, you will deploy different 
aspects of leadership, depending on a situation. Good leaders 
should aspire to move among these four frames with ease and 
grace. 

Read each part of the case, keeping Bolman and Deal’s frames in 
mind, and respond to the prompts within the time limits allowed.

BOLMAN & DEAL'S FOUR FRAMES
This frame focuses on the obvious ’how’ of change.  It’s mainly 
a task-oriented frame.  It concentrates on the strategy; setting 
measurable goals;  clarifying tasks, responsibilities and reporting 
lines; agreeing to metrics and deadlines; and creating systems 
and procedures.

The HR Frame places more emphasis on people’s needs.  It 
chiefly focuses on giving employees the power and opportunity 
to perform their jobs well, while at the same time, addressing 
their needs for human contact, personal growth, and job 
satisfaction.

The Political Frame addresses the problem of individuals and 
interest groups having sometimes conflicting (often hidden) 
agendas, especially at times when budgets are limited and the 
organization has to make difficult choices.  In this frame, you will 
see coalition-building, conflict resolution work, and power-base 
building to support the leader’s initiatives.

The Symbolic Frame addresses people’s needs for a sense of 
purpose and meaning in their work.  It focuses on inspiring 
people by making the organization’s direction feel significant 
and distinctive.  It includes creating a motivating vision, and 
recognizing superb performance through company celebrations.

Human Resource

Structural

Symbolic

Political

Credit: Operational Excellence Consulting.12



OVERVIEW OF THE FOUR FRAMES

STRUCTURAL
HUMAN 

RESOURCE POLITICAL SYMBOLIC

METAPHOR FOR 
ORGANIZATION

Factory or 
Machine

Family Jungle Carnival, temple, 
theater

CENTRAL 
CONCEPTS

Rules, roles, 
goals, policies, 
technology, 
environment

Needs, skills, 
relationships

Power, conflict, 
competition, 
organizational 
policies

Culture, meaning, 
metaphor, ritual, 
ceremony, stories, 
heroes

IMAGE OF 
LEADERSHIP

Social architecture Empowerment Advocacy Inspiration

BASIC LEADERSHIP 
CHALLENGE

Attune structure 
to task, 
technology, 
environment

Align 
organizational 
and human needs

Develop agenda 
and power base

Create faith, 
beauty, meaning

ORGANIZATIONAL 
ETHIC

Excellence Caring Justice Faith

LEADERSHIP 
CONTRIBUTION

Authorship Love Power Significance

Credit: Lee G. Bolman & Terrence E. Deal  
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PART ONE: THE LANDSCAPE
Martinsville College is a small, private institution of about 800 residential 
and 1200 adult students located in the south. The College is landlocked 
on 41 acres, but has four off-site locations in the larger cities of both 
Florida and Georgia. The College has been in existence for over 150 
years, and the majority of the cabinet-level leadership has been in place 
for over ten years. The president, Dr. Timmons, has held her position for 
over 20 years. Morale on campus is positive, people are happy, and there 
is a sense of collegiality and inclusiveness. 

The long-time favored employee of the president, Dan, is the Vice 
President for Enrollment Management (VPEM). He has hired a strong 
Dean of Enrollment, Jenny, who is an alumna of the school. Jenny has 
been in her role nine years. She, in turn, has hired three very strong 
reports in Financial Aid (Marsha), Admission (Renae), and Freshman 
Services (Anne). 

Anne is also an alumna, and once held a key position recruiting for a 
highly specialized program of the College. But, when Becky, a new 
director of that program came to the College, there was a major 
personality clash. Seeing there was a possibility that Anne would look for 
another job, Jenny acted swiftly when the position opened in Freshman 
Services to divert this ongoing clash, and hired Anne in that role. Jenny 
then worked with Becky to hire a new recruiter for her program, ceasing 
the tension on that front and salvaging a good working relationship 
between the two offices.

Over time, the collective strategic enrollment management team had 
a long run of success. Enrollment slowly climbed each year, despite a 
very tough market. The team accomplished this, while maintaining a 
conservative discount rate and holding the academic profile steady. 
Faculty, board members, and executive leadership were pleased with 
the team’s work. Other similar schools in the area were witnessing the 
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opposite effect, so the College held this “dream team” in high regard.

In late August, the team was heading toward the opening convocation. 
They were excited to attend, since that year witnessed record enrollment 
for the College.  The team was excited to be recognized for their hard 
work and valuable contributions. However, at the end of the opening 
ceremony, Dr. Timmons announced her pending retirement at the end of 
the year, and the subsequent search for a new president.

Shortly after Dr. Fink (the new president) arrived on campus, Jenny left to 
take another position, leaving a major void in the organizational structure. 
Dr. Fink turns to Dan, the VPEM, asking him for his strategies to fill the 
position of Dean.  

SPOILER ALERT!  
You don't want to read ahead, trust us!

If you were in Dan’s shoes, what would be your next steps? 
You have six minutes for this question.
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PART TWO: THE ISSUE
Dan opens a search for the position, but has three strong internal 
candidates—Renae, Anne, and Marsha. Ultimately, Anne (the Director of 
Freshman services) is hired as the new Dean of Enrollment. In a surprising 
twist, shortly after Anne was hired, Dan also left the College leaving 
Anne vulnerable to a new VPEM and President. Following the search for 
the new VPEM, Dr. Fink places Becky (the director of that specialized 
program) at the helm as the new VPEM.  Anne is now reporting to Becky, 
with whom she had previously experienced a major personality clash. 

Within a few months of this organizational structure shift, Anne is feeling 
extreme pressure from Becky. She begins to lose weight and isn’t sleeping 
well. She finds it difficult to concentrate at times, and has difficulties 
recalling important details. Enrollment numbers begin to slip. Retention 
percentages go down. Dr. Fink brings in various outside consultants, and 
a system that had once been successful begins to break down. Anne has 
been told by Dr. Fink and Becky not to reach out to Jenny or Dan, or she 
will be fired.  

What should Anne do?  
You have 15 minutes for this question.
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SPOILER ALERT!  
You don't want to read ahead, trust us!
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PART THREE: THE SOLUTION
Feeling this extreme pressure, but loving her alma mater and team, Anne 
feels compelled to stay and make it work. She realizes that the former 
“dream team” is still intact.  Anne swiftly takes action to have Renae, 
whom Becky favors, be the point person on many of the tactical solutions. 
She also uses both Marsha and Renae as sounding boards for her ideas 
and lets them float the ideas to Becky. As a result, the majority of the 
solutions are now accepted.

Anne also spends time visiting with faculty to get them engaged in future 
plans of the enrollment division. Her action helps the faculty see Anne as 
the leader, since she communicates openly and engages the faculty. 
Then, Anne schedules an appointment with Dr. Fink to ask her directly 
about her long-term goals and then quickly circles back with a written 
plan of how the EM team will help advance those goals with action items, 
time lines, and measures of accountability. Dr. Fink is surprised and sends 
Anne an email thanking her for her diligence. This helps turn the tide of 
their working relationship.

Lastly, Anne asks the lead enrollment consultant to lunch off campus and 
has a candid conversation about how she can best serve the needs of 
the College.  This garners the trust and loyalty of the consultant.  This 
single move was perhaps one of the most valuable in helping Anne bridge 
stronger communication between her and Becky. The consultant saw 
Anne as legitimate, which in turn, helped change Becky’s view of Anne. 

Slowly, Anne was able to rebuild the division, despite her situation. The 
numbers rebounded, her team felt valued and included, the President 
gained confidence, faculty stayed engaged, and Becky and Anne were 
able to communicate without extreme feelings of tension.

Using the Four Frames of Leadership, identify 
how Anne’s activities, if any, fit into the frames. 
You have 25 minutes for this question.
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ENERGY 
BOOSTER

In your assigned teams, walk around 
campus and pretend you are seeing it 

for the first time as a prospective student or 
parent.  What do you see that would leave a less 

than perfect impression?  Make a list of things that 
need to be improved on your campus tour route.  For 
instance, you can list a building sign missing a letter, 

trash on the ground, a stain in the carpet, etc.  Add as 
many “room for improvement” things to your list as you 

can.  Meet back here in 20 minutes!

Compare lists and dedup!  Cross out the ones 
another team also listed (i.e. if two teams list a 

broken door in the dining hall, both teams cannot 
count this item).  The team with the highest 

number of unique responses wins! 
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Our Score:
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Each team will be asked to review one of the scenarios 
below. You will have twenty minutes to create a plan of 
action, based on the information given.   

SCENARIO #1

Open House is two days away, and numbers appear 
steady, in comparison to previous years. The 
communication sequence is flowing, so students are 
receiving information in a timely manner. You make 
arrangements to accommodate accordingly, knowing 
final numbers may fluctuate (slightly) due to no-shows. 
Your director encourages you to give a final push within 
the local inquiry pool, hoping to seal the expected 
number of attendees. Feeling ambitious, you make sure 
to include local contacts who may be able to influence 
other prospective students to submit an RSVP within the 
next two days (i.e., independent counselors, non-profit 
organizations, local churches, etc.). On the morning of 
the program, two bus loads of students arrive for the 
day’s event. None of them have submitted an RSVP. 
The program director for these students heard about 
the Open House through one of your local contacts. 
The local contact encouraged the program director to 
simply show up with the students, after learning their 
scheduled weekend activity was being canceled. They 
arrive on Saturday for Open House. Not only did they 
not submit an RSVP, but you realize the students are in 
middle school. You are well over capacity, based on the 
scheduled agenda, and the content is more suitable for 
high school students. What do you do? 
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SCENARIO #2

You’ve recently been promoted as a supervisor within the 
office after working there for several years. You are very close 
with the staff, and they have trust that you will lead them in 
a dynamic direction. One of your closest colleagues is now 
a direct report. Everyone in the office knows you are good 
friends. The colleague calls in sick. Being social media friends, 
you see the colleague is not sick at all. In fact, you see this 
colleague (an alum of the institution) is currently hanging out 
with current students, partaking in a happy hour. You have no 
idea if the colleague is friends with others in the office (via 
social media). You return to look at your feed and the evidence 
is now gone. Do you approach the colleague? Why or why 
not?  Please explain.

SCENARIO #3

The budget is decreasing for next year. As the point person 
for the student ambassador program, your budget will be 
the first to drastically change. Student ambassadors are used 
to being paid to conduct tours.  However, the program will 
now become  volunteer-based. Students have applied, and 
you have already begun the selection process for next year’s 
ambassadors.  Interviews have occurred, and you were ready 
to notify the new group. With the new information, you must 
inform new and returning ambassadors about the update. 
How do you communicate this information? What can you 
put in place to ensure high morale for new and returning 
ambassadors?
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SCENARIO #4

You have the largest recruitment event of the year beginning 
tonight.  The schedule is very similar every year, and the 
office that is responsible for facility rentals is represented 
on your planning team.  Every year, you meet with your 200 
prospective students in the auditorium for your opening 
session.  There was some sort of miscommunication, and 
no one on your team actually reserved the auditorium.  You 
discover the choir has scheduled a concert in the auditorium 
and advertised the location to the public.  There is no other 
space on campus that works acoustically for the concert, and 
there is not another space big enough to accommodate your 
group.  What do you do?
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