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WELCOME 

Welcome to the RAAM Participant Workbook! 

On behalf of the Cleaver Company team, I’d like to welcome you to this workbook experience 
and thank you in advance for your participation. 

This workbook will provide a comprehensive guide to help you navigate and get the most 
out of the Cleaver RAAM Process. RAAM is an acronym that stands for “Responsibilities, 
Authority, Accountability, and Measurement” and reflects the elements that we’ve found 
integral for individuals and their supervisors to “get on the same page” about what their job 
truly entails. 

We’ve found that more often than not, there is a discrepancy between what an individual 
thinks their job requires and what their leader believes it requires. Who is right and who is 
wrong? 

The best way to solve misunderstandings about role scope is to go beyond the job description 
to map out the crucial elements of the role (its “RAAM”) and identify a fair feedback and 
assessment system that reflects what has been negotiated. 

We developed our RAAM process after working around the world with companies just like 
yours, and stand by the benefit it can have not only in increasing performance but also in 
reducing role-related stress and improving team cohesion. If you have any questions about 
the process as it proceeds, please contact your Resource Executive or program sponsor. 

Again, thank you for your presence and participation in this process. I extend my best wishes 
for a successful experience and I look forward to working with you in the future. 

Sincerely, 

Frank C DuMar  |  CEO of Cleaver Company 

http://www.cleavercompany.com/
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OVERVIEW AND HOW TO USE THE RAAM PROCESS 

Overview of the RAAM Process 
Many organizations struggle with a lack of clarity 
when it comes to role definition. The execution of 
Responsibilities, Authority, Accountability, and 
Measurement (RAAM) on an individual, team, or 
organizational level are often inadequate, creating 
a gap between expectations and successful 
implementation of a role. 

Defining the “RAAM” associated with a given role 
is an important step to maximizing the success and 
impact an individual will have in their role. While we 
recommend the RAAM of a role be negotiated as 
early as possible, it is possible to address a role’s 
RAAM at any time. 

We often hear from participants in the RAAM 
process that they: 

Experience greater clarity and articulation around 
the specific responsibilities of their role 

Improve their understanding of the authority 
they have to execute the responsibilities of their 
role (i.e., funding, staffing, training, education, 
dedicated resources like IT or marketing, matrix 
reporting relationships, etc.) 

Eliminate ambiguity around what results they’re 
expected to produce by when, and to whom 
they’re accountable 

Increase their knowledge about how their 
progress and performance will be judged, and 
what defines exemplary performance 

As a participant in the RAAM process, you will 
work with your supervisor and a Cleaver Company 
Resource Executive (RE) to outline your RAAM, 
identify next steps for you and your supervisor, and 
agree on role expectations. 

The Goals of the RAAM Process 

The fundamental goals of the RAAM process 
are to: 

Clarify your Responsibilities in the role 

Define your Authority to use company 
resources (money, people, time, etc.) to 
carry out the requirements of the role 

Specify who you are Accountable to in 
each area of responsibility 

Apply objective Measurement 
procedures   to   assess   the   extent to 
which you have met the requirements of 
the role 

http://www.cleavercompany.com/


6 |  © 2016 Cleaver Company  |  All Rights Reserved  |  www.cleavercompany.com  |   508-620-0553 

STEPS IN THE RAAM PROCESS 

Meet with Your 
Resource Executive 
(RE) to discuss and 
begin preparations for 
the process. This is a 
great time to consider 
where you  feel  there 
is ambiguity,  tension, 
or  stress  in  your 
role. Where are the 
expectations unclear? 
Where have there been 
miscommunications in 
the past? 

Prepare to Complete 
the RAAM Worksheet 
by finding and reviewing 
the  documents  listed 
in the Before You  
Begin the RAAM 
Process section of this 
workbook. 

Complete the 
RAAM      Worksheet 
in this workbook or 
digitally.  You   can 
refer to the sample 
worksheet included in 
this workbook for an 
example of the depth 
and type of information 
that will be helpful in 
this process. At this 
stage, your supervisor 
will review your RAAM 
and provide feedback. 

Meet with Your RE 
and Supervisor to 
compare and identify 
areas of inconsistency 
or lack of clarity. This is 
a negotiation; you and 
your supervisor should 
be working together to 
come to a consensus, 
neither dictating the 
process.   Your    RE 
will help facilitate and 
represent both sides’ 
needs. 

Redraft RAAM 
Worksheet based on 
what comes out of the 
triad meeting with your 
RE and supervisor. 
There  may  need  to 
be several meetings 
and redraftings as the 
process continues to 
achieve a level of clarity 
that is comfortable to 
both sides. 

Receive Final Sign  
Off from your RE and 
supervisor that the final 
RAAM worksheet has 
been completed. You 
will want to keep a copy 
of this for your records 
with your other role- 
related materials. 

Update Your ADP 
Accordingly if 
appropriate. Did any 
developmental needs 
emerge from the RAAM 
process that you want 
to work on or capture? 
Discuss with your RE 
and then update your 
ADP as needed. 

Maintain an Ongoing 
RAAM Dialogue 
with Your RE as you 
begin working in the 
newly-clarified role to 
identify any additional 
ambiguities that arise 
or track measurements. 

01 02 03 

04 05 06

07 08 

http://www.cleavercompany.com/


7 |  © 2016 Cleaver Company  |  All Rights Reserved  |  www.cleavercompany.com  |   508-620-0553 

BEFORE YOU BEGIN THE RAAM PROCESS 

Before you begin the RAAM process, we recommend 
having reviewed the following materials: 

Your Job Description (as outlined when you 
applied for your role, or most current iteration) 

Your Cleaver DISC Profile 

Your Cleaver 360 Assessment 

Any information you can access on the 
responsibilities of your role 

Any information you can locate on the authority 
you have in your role - lists of direct reports or 

reporting vendors, etc. 

Any information you can locate on the 
accountability of your role - who are you reporting 
to? How do you report to them? How frequently? 

Any information you can locate on how your 
performance in your role is measured. Recent 

performance reviews may be helpful. 

As you prepare for this process and review these materials, you may start to identify areas where you are 
aware of ambiguity or where you have questions about your RAAM. Be sure to note them down, either in 
your RAAM worksheet or elsewhere, for discussion with your supervisor and RE . 

http://www.cleavercompany.com/
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PRE-PROCESS ASSESSMENT 
As you prepare to engage in the RAAM Process, please take a moment 
to reflect on the questions below and write down your responses.  This 
pre-process assessment will help you to clarify your thinking before we 
begin, and also help your RE better facilitate the process with you and 
your supervisor. 

1. On a scale from 1-10, how ready do you feel to engage in this
process? (1= not at all ready and 10 = excited to start):

1 5 10 

2. Please expand on your readiness rating:

3. On a scale from 1-10, how clear is your current understanding of the
Responsibilities, Authority, Accountability, and Measurement expectations
in your role? (1= not clear and 10= very clear):

1 5 10 

4. How will your role be impacted by this work?

5. How would you describe your current stress level as it relates to your
role and expectations?

6. What concerns, questions, or feedback do you have for your supervisor
that you would like to address during this process?

7. What do you hope your RE will be able to facilitate throughout this
process?

8. What declaration* can you make about your own participation,
presence, and commitment through this process? * see appendix for more on this concept

9. Additional comments or questions as you prepare to begin?

http://www.cleavercompany.com/
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SAMPLE RAAM 
WORKSHEET 
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SAMPLE RAAM WORKSHEET 

RESPONSIBILITIES AUTHORITY ACCOUNTABILITY MEASUREMENT 
DATE: 

Month, Year 
COMPANY: 
Company XYZ 

ROLE: 
VP of Sales 

INCUMBENT: 
John Smith 

REPORTS TO: 
President/CEO 

CRITICAL ISSUES: 
• Growth with profitability
• Evaluation of distribution systems/models
• Decision making
• Cost of funds
• CRM utilization and return on investment
• ROI measurement
• Relationship ownership synergy
• War on talent
• Parent company interface
• Rate of change/legacy team - slow movers
• Motivation of sales force
• Communication planning

STRATEGIC TARGETS: 
• Profitable growth
• Yield playbook
• Client segmentation
• Codification of selling process
• Technology strategy

OPEN ITEMS: 

• KPI dashboard/scorecard
• Onboarding discussion
• Roll-out/communication to Sales Manager
• Interface with operations
• RAAM negotiations with internal leader
• Critical issues strategy maps
• Sales mapping plan

http://www.cleavercompany.com/
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SAMPLE RAAM WORKSHEET 

RAAM WORKSHEET 
RESPONSIBILITIES AUTHORITY ACCOUNTABILITY MEASUREMENT 

Profitable, solid sales Full, with joint 
execution 
with (TBD) 

Profit, Yield, Organic 
Growth, 
Customer equity 

Penetration, Growth, 
Retention, 
Spread/Yield 

Sales Management 
Activity & Accountability 

Joint with Sales 
Management 

ROSI-Return on sales 
force investment 

Earned Net Margin 
ROSI 

Client Relationships Joint with Operations TBD TBD 

Competitive 
Differentiation & 
Strategy 

Blended w/ Marketing 
1-3 year planning 
Full facilitative 

1-3 year plan ROI 
Competitive 
Differentiation 

Market Penetration Blended 
w/Management Group 

Market penetration 
ROI 
Client equity 

Scorecard Dashboard 
Penetration 

Sales Process and CRM Blended with 
Sales/Management 
Group//Operations/IT 

For the best COGS Cost and 
effectiveness of units 
processed 

Technology To design 
Most effective 
leveraging of 
technology – internally 
and externally 

To design 

Human Capital 
Optimization 

Full at Sales 
Management level, 
Blended at AE level 

Leadership/Talent 
Development 
Engagement 

Return on human 
capital 

http://www.cleavercompany.com/
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RAAM 
WORKSHEET 
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RAAM WORKSHEET 

RESPONSIBILITIES   AUTHORITY  ACCOUNTABILITY MEASUREMENT DATE: 

COMPANY: ROLE: 

INCUMBENT: REPORTS TO: 

CRITICAL ISSUES: STRATEGIC TARGETS: 

OPEN ITEMS: 

http://www.cleavercompany.com/
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RAAM WORKSHEET 

RAAM WORKSHEET 
RESPONSIBILITIES AUTHORITY ACCOUNTABILITY MEASUREMENT 
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FAQS AND TIPS 
FOR THE RAAM 

PROCESS 
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FAQS AND TIPS FOR THE RAAM PROCESS 
What Can I Expect to Get Out of the RAAM 
Process? 
What each participant takes away from the process 
differs – the process of professional development 
is truly a unique and personal experience. We have 
often found that participants experience benefits 
beyond a program’s stated objectives. At the very 
least, we find that the vast majority of our RAAM 
process participants take away increased clarity 
around role expectations and function. And as with 
most things in life, people get out of our programs 
what they put in. 

Why Cleaver? 
Since  1956,  Cleaver  Company  has  been 
bringing years of experience in the people 
development and human capital field to each 
program we develop and implement. Our tools, 
processes, and methodologies have been crafted 
and honed over decades of field work  and 
research to reflect the most effective and  up to 
date practices in  change  psychology, behavior, 
and business skills. We pride ourselves  that our 
work is validated every day in the success and 
growth of our client companies. 

RAAM Process Tips 

After working extensively with profession- 
als in the RAAM process, we’ve collected 
some tips and best practices from them to 
help you get the most out of this experience. 

It is important to note that the RAAM pro- 
cess isn’t a performance tracker in the 
traditional sense, but a tool that should 
be used to help clarify expectations and 
the implementation details of a role 

Try to avoid “triangulation” of issues in 
the process by sharing questions or 
concerns you have with your supervisor 
whenever possible. Your RE is available 
to help field questions you have, but you 
are encouraged to use the RAAM pro- 
cess as an opportunity to raise them di- 
rectly 

Avoid using vague or indirect language 
when talking through discrepancies in 
expectations 

Try to keep the dialogue focused in the 
context of role expectations - it can be 
tempting to use the RAAM as a place to 
voice challenges with the organization at 
large 

Consider framing the RAAM  process 
as an opportunity to reduce your stress 
through role clarification and increase 
your professional impact 

If you have any questions or challenges 
during the RAAM process, please bring 
them to the attention of your RE. 

http://www.cleavercompany.com/


17 |  © 2016 Cleaver Company  |  All Rights Reserved  |  www.cleavercompany.com  |   508-620-0553 

FAQS AND TIPS FOR THE RAAM PROCESS 

What do you mean by “Responsibilities”? 
Responsibilities are the planned commitments and obligations to the 
organization to achieve specific objectives.  Responsibilities are 
assigned by management and are recognized by such factors as 
organization structure, organization chart, position, title and job 
description. 

What do you mean by “Authority”? 
Authority is the right, power and freedom to make decisions, take necessary 
action and use company resources to achieve the specific 
responsibilities of a role. Authority is power, either granted formally or 
acquired informally, to control resources. It is the force by which one 
manages and maintains the actions that lead to predetermined goals. 

What do you mean by “Accountability”? 
Accountability is the obligation to produce and account  for  agreed 
upon results in terms of objectives or work that has been delegated. 
Accountability should be negotiated between supervisor and subordinate 
managers along with responsibilities and authority. Accountability exists 
when an individual is liable and answerable for results regardless of the 
consequences. That person is entitled not only to the credit, but also to 
the blame.  The accountable person is chargeable in an imperative 
sense.  Accountability can be quantified and is the mortar that holds the 
boss - subordinate relationship firm. 

What do you mean by “Measurement”? 
Measurement is the final check of the “tightening” of each job to 
company objectives,  assignment  and  acceptance  of  accountability 
for each managerial role, with the performance measurements in place  
to develop individual competence and enforce discipline for results. 

http://www.cleavercompany.com/
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SCHEDULE FOR THE RAAM PROCESS 

ACTION STEP DATE COMPLETED NOTES 
1. Initial meeting with RE

2. RAAM Pre-Reading

3. V1 Draft of RAAM

4. 2nd Meeting with RE

5. V2 Draft of RAAM

6. Triad Meeting with RE and Supervisor

7. Finalized RAAM

8. Sign-off by Supervisor

9. Updates

10. Check-In with RE and/or Supervisor

Please note: The pace and number of re-drafts of a RAAM document will vary; in some cases when the role has 
been established, the final document can be produced with just a few iterations; in cases where the role is just 
being established or is more complex, there may be a need for additional discussions/drafts. 

http://www.cleavercompany.com/


19 |  © 2016 Cleaver Company  |  All Rights Reserved  |  www.cleavercompany.com  |   508-620-0553 

SUPPORT AND 
ACCOUNTABILITY 

WORKSHEET 
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RAAM Support and Accountability Strategy Plan 
At Cleaver Company, we believe in the importance of support and accountability to ensure new changes 
are not just planned but also integrated seamlessly. 

When we say “support,” we mean the mechanisms and people that can be put in place to provide guidance, 
motivation, and inspiration through a change. We all experience times where we face a challenge that brings 
us down or we plateau. Support is a valuable resource to help us push through. 

When we say “accountability,” we mean the mechanisms and people that can be put in place to provide us 
with discipline, feedback, and “reality checks” as we work to implement a change. Accountability is also a 
valuable resource because it helps us do what we say we’ll do, and avoid the denial and procrastination that 
can derail even the best intentions. 

For the implementation of the RAAM process to be successful, we ask that you take a few minutes to outline 
some support and accountability strategies that will realistically work for you. 

These individuals should be people you would want to reach out to when facing a difficult challenge, struggle, or feeling 

unmotivated. 

Identify the ways in which you and your team can track and reality test your plan? 

These individuals or groups should be people you trust to hold you accountable to your plan. 

1. Identify key individuals that will be able to provide support to your RAAM process:

2. Articulate the plan by which your support team (those listed above or others) can hold you accountable to:

3. Identify the key individuals/groups that will help hold you accountable to your plan (if not listed above):

http://www.cleavercompany.com/
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While all of these may not apply to the RAAM process, they are helpful in considering the support/ 
accountability you need from your network. 

Who are your mentors? 

Does your supervisor provide good support and/or accountability - how can YOU help aid this process? 

Who do you trust at work? 

Who do you know that you feel understands your position/job/role well - can they provide support or accountability? 

http://www.cleavercompany.com/
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Integrating the RAAM process into your Action Development Plan is valuable because it brings the 
practical and realistic elements of your current job and role into consideration. It helps inform what targets 
are important, possible, and what limitations there may be. 

Your RAAM can help inform your ADP by providing a lens for your development through: 

1. Where you should focus  (Responsibilities)

2. What you can do (Authority)

3. What’s expected of you (Accountability)

4. Where your feedback comes from  (Measurement)

http://www.cleavercompany.com/
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Answer the following questions to capture how your results in the RAAM process impact your ADP: 

Does your RAAM require you to add additional action targets or adjust your existing action targets? 

Did the RAAM process impact how you might accomplish your action targets? 

Considering the RAAM of your role, do you need any additional training or education? 

How does your RAAM impact the support and accountability outlined in your ADP? Does it need to be adjusted? 

Does your RAAM inspire a new declaration for your development plan? 

http://www.cleavercompany.com/
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RAAM PROCESS CONCLUSION 

Congratulations on finishing the RAAM process! We hope it 
was a valuable experience for you that will continue to provide 
benefits over time. 

As a result of the RAAM process, we hope you have a deeper un- 
derstanding of your role in the company and were able to engage in 
important conversations with your supervisor. We also hope it has pro- 
vided you and your supervisor with a common language to use when 
discussing the role. 

Shared expectations are key to success in many arenas of life - your 
role is no exception. Often, challenges or ambiguities come down to a 
difference in opinion on the responsibilities, authority, accountability, or 
measurement of the role in question. Having a document approved by 
yourself, your RE, and your supervisor to refer to will help frame discus- 
sions that otherwise can quickly devolve into a blame game. 

Your RAAM may evolve over time - your role may be expanded, you 
might be charged with new direct reports, departments may merge or 
split, or you may receive a promotion. When these changes occur, 
revisit the RAAM process to ensure your continued success going for- 
ward. 

http://www.cleavercompany.com/
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APPENDIX A - RELATED RESOURCES 
Article: “How to Give Your Boss Feedback” 
Amy Gallo for HBR Blog Network/ Best Practices 

Working closely with anyone gives you useful insight into her performance. This is especially true of your 
boss, who you likely see in a variety of settings: client meetings, presentations, one-on-ones, negotiations, 
etc. But even if that insight could be helpful to your boss, is it your place to share it with her? Could you 
be putting your job or your relationship at risk by telling her what you see or by giving her frank feedback? 
Giving your boss feedback, commonly called upward feedback, can be a tricky process to master. However, 
if offered correctly and thoughtfully, your insight can not only help your boss, but also improve your working 
relationship. 

What The Experts Say 
John Baldoni, a leadership consultant, coach, and author of Lead Your Boss: The Subtle Art of Managing Up 
says that leadership is all about perception; if leaders do not know how they are perceived, their performance 
will suffer. However, the higher up in an organization a leader sits, the harder it is to get honest feedback. 
James Detert, Assistant Professor at the Cornell Johnson Graduate School of Management and author of 
the Harvard Business Review article “Why Employees Are Afraid to Speak” and “Speaking Up to Higher- 
Ups: How Supervisors and Skip-Level Leaders Influence Employee Voice” says, “Over reliance on the chain 
of command prevents leaders from hearing the unvarnished truth.” Your input can help your boss see herself 
as others see her and help her to make critical adjustments in her behavior and approach. However, giving 
this type of feedback requires careful thought; here are some principles to keep in mind. 

The Relationship Comes First 
The ability to give and receive upward feedback, like any form of feedback, is dependent on the relationship 
between you and your boss. Without trust, the feedback will be impossible to receive. Before giving feedback, 
you need to gauge whether your boss will be open to what you have to say. If you know that your boss is 
unreceptive to feedback, is likely to react negatively, or if you have a rocky relationship, it’s better not to say 
anything. However, as Baldoni points out, “If your boss is open-minded and you have a good relationship, 
you owe him the straight talk.” As with any feedback, your intentions must be good and your desire to help 
your boss should supersede any issues you may have between you. 

Wait to Be Invited, Or Ask to Be Invited? 
Even if you have a great relationship, launching into unsolicited feedback is ill-advised. As Detert says, 
“General advice on how to be a better boss is tough to give unless you’re asked for it.” Ideally, your boss 
has asked for your input and made clear what would be helpful to her in terms of feedback. Your boss may 
disclose her development areas and ask you to keep an eye out for certain behaviors that she is working on. 
Baldoni says, “In a perfect world, it is a manager’s responsibility to make it safe to give feedback.” 

However, Baldoni acknowledges that in the real world this may not always happen. If your boss does not 
directly request feedback, you can ask if she would like feedback. This is often most easily done in the 
context of a new project or new client. You can say something like “Would it be helpful to you for me to give 
you feedback at certain points in this project?” or “I’m likely to have a unique perspective on what we’re 
doing, would you like some feedback about how the project is going?” Again, these questions must be 
presented with the best of intentions. Since it is her job to give you feedback, avoid sounding like you want 
to give feedback in a vengeful way. Demonstrate your willingness to help her improve. 

http://www.cleavercompany.com/
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APPENDIX A - RELATED RESOURCES 
Focus on your Perspective 
It can be tempting when your boss is open to feedback, to imagine all the things you would do if you were 
in his position. However, your feedback should focus on what you are seeing or hearing, not what you 
would do as the boss. Baldoni recommends that you “frame feedback in form of your perceptions.” He 
suggests saying things such as “I noticed at that meeting that you came across as bullying.” By sharing your 
perspective you can help your boss to see how others are seeing him. This can be invaluable to a leader 
who may be disconnected from people in the lower ranks. 
Focusing on your view also means realizing the limitations of your standpoint. You need to remember that 
you are seeing only a partial picture of your boss’s performance and you may not appreciate or realize the 
demands on him. Detert says, “Subordinates by and large don’t have a full appreciation of the reality of their 
bosses.” Give feedback that is reflective of what you can see and avoid presuming what he is faced with. 
Remember that good feedback rules still apply. Your feedback should be honest and data-driven. Open with 
affirmative feedback and give constructive feedback with suggestions for improvement. Avoid accusations. 
“People react much, much better to specifics than to generalities,” Detert says. So use details to back up 
your points. 

When your Boss Bites Back 
No matter how carefully or thoughtfully you’ve prepared and delivered your feedback, your boss may get 
upset or be defensive about the feedback you’ve given. If you were asked for the feedback, Baldoni says 
you should hold your ground and explain that you were doing what was asked of you. Sometimes reframing 
the feedback can help. Detert urges that feedback is more easily received if you “frame it in terms of what 
your boss cares about.” He says, “You can point out specific ways that specific behaviors are inhibiting the 
boss from achieving his goals.” 
Gauge her reaction to determine how she likes to receive feedback and what topics are out of bounds. 
Perhaps she doesn’t want to hear feedback about her communication style or a certain high-pressure 
initiative. Rather than clamming up after a negative reaction, take the opportunity to check in with her about 
what would be useful going forward. 

When in Doubt, Hold your Tongue 
If you’re not sure if your boss wants to hear feedback or if the subject of the feedback is a sensitive one, it’s 
almost always better to not speak up. There is no reason to risk your working relationship or your job, unless 
you feel your boss’s behavior is putting the company or your unit in jeopardy. Instead, look for opportunities 
to give anonymous feedback, such as a 360 degree feedback process. 

Principles to Remember 

Do: 
Be certain your boss is open and receptive to feedback before speaking up 
Share with her what you are seeing and hearing in her organization or unit 
Focus on how you can help her improve, not on what you would do if you were boss 

Don’t: 
Assume your boss doesn’t want feedback if she doesn’t request it — ask if she would like to hear your 
insight 
Presume you know or appreciate your boss’s full situation 
Give feedback as way to get back at your boss for giving you negative feedback 
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Case Study #1: Giving Feedback by Asking for it First 
Wendy Wise worked for the Strategic Pricing Group, a small, growing consulting group. It was a fast-paced 
culture, in which people were often stretched and expectations were high. Because of the rapid growth, 
people were promoted quickly and expected to be able to do a job right away. Wendy was put on a team 
under Simon, a recently promoted manager. He was doing a great job but didn’t have any formal managerial 
experience or training. Wendy knew that Simon would be thrust into situations in which he would have to 
adeptly manage clients and teams of consultants. Because of her tenure with the organization, she had 
more experience in these areas and she knew her job would be easier if Simon had the help he needed. 
Wendy said, “I asked myself ‘How can I find a way to help him without threatening him?’” She decided to 
start by sitting down with him, explaining to him the things she had been working on and asking if he would 
watch out for those things and give her feedback. Then she said, “Your boss doesn’t see what you do every 
day, but I do. I know you’re doing a lot of presenting, for example, and I’d be happy to give you feedback if 
you’d find that useful.” Simon was relieved that he didn’t have to pretend that he was infallible and that he 
could rely on Wendy for frank feedback. As their working relationship developed, they each added things to 
the list that they wanted the other to look out for. Wendy said, “I think we helped each other be successful 
in the organization.” Strategic Pricing Group has since been sold and both Wendy and Simon have moved 
on to other jobs, but they continue to reach out to each other for advice and mentoring. 

Case Study #2: Being a Voice for the Organization 
Shortly after Gerard van Grinsven became the CEO of Henry Ford Health Systems, a 300-bed hospital in 
Michigan with 1,300 employees, he hired a former colleague, Sven Gierlinger to be the Administrator of 
Hospitality Services. Sven and Gerard had worked together at Ritz Carlton and shared a passion for service. 
Because of their prior working relationship, Gerard often relied on Sven to share what he was hearing and 
seeing throughout the organization. 

A few years back, Gerard restructured a department that needed better results. Because of the changes, 
there was some understandable grumbling in the department. Gerard is an effective communicator, 
especially in stressful times. He pulled the entire unit together and asked that the grumbling stop and the 
employees focus on making the new structure work and improving their results. However, the employees 
left the meeting unhappy. Gerard turned to Sven and asked for his objective assessment: what would he 
have done in that situation? Sven could have easily appeased Gerard and said “you did the right thing” but 
he had heard from several of the meeting attendees that it had not gone well. He was honest with Gerard, 
shared what he heard, and explained what he would’ve done differently. Sven said, “I was able to give him 
that feedback because he trusted me. If the trust is not there, the feedback can be misconstrued.” Gerard 
thanked him for his honesty and set about repairing the damage done in the meeting. 

At leadership meeting shortly after, Gerard talked about the feedback he received and explained to his team 
how he changed his behavior based on the input. This reinforced Sven’s perception of Gerard as a leader 
who not only welcomes feedback, but makes use of it. 

Source: 
Gallo, Amy. “How to Give Your Boss Feedback.” HBR Blog Network/ Best Practices. 24 March 2010: n. 
page. Web. 29 Aug. 2012. http://blogs.hbr.org/hmu/2010/03/how-to-give-your-boss-feedback.html 
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COMMUNICATION TACTICS - 7 TACTICS 

Active Listening 
The ability to stay present and alert during an interaction with another person to receive the messages they 
send on the verbal and non-verbal levels and validate the value of their message. 

Maintain eye contact 
Face the speaker 
Nod occasionally or respond with “mmhmm”, “right”, “uh-huh” 
Do not interrupt the speaker 
Repeat what speaker is saying “So what I hear you saying is…” 
Wait until speaker is done to respond even if you are receiving negative feedback 
Avoid outside distractions 
Do not fidget, use phone, or look around 
Ask questions and probe deeper 
Spend more time listening and asking questions then talking 
“You have two ears and one mouth, use them proportionately” 

Clarity of Speech and Language 
The ability to use verbal communication most effectively to convey a message. 

Avoid slang, cursing, confusing speech 
Speak directly, clearly 
Do not mumble 
Avoid euphemisms, metaphors, imagery and other potentially misinterpreted terminology 
Be aware of pace and volume; adjust to the number of people you are addressing 
Practice correct pronunciation 
Be aware of your audience and speak in a manner that they will grasp easily 

Appropriate Nonverbal styles 
The ability to monitor and control the physical messages you communicate during interactions with other 
people and ensure they align with your verbal message. 

Pay attention to others posture and facial expressions in relation to what they are saying verbally 
Practice reinforcing what you’re saying with non-verbal signals that match it especially when presenting 
in front of a large group 
Make eye contact 
Pay attention to context; different settings call for different body languages 
Lean forward in one on one encounters to show you are engaged 
Clothing and appearance can send nonverbal signals 
Nod when others are speaking at you to confirm you are listening 
The larger the group the larger your gestures and voice should be 
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Authenticity 
Genuine or honest communication 

Silence is okay; do not “ramble” to avoid silence 
Speak honestly and candidly 
Use vocabulary you are comfortable with 
Believe in what you’re sharing 
Own your message 
Create dialogue 
Be honest; people will sense uncertainty 
Let your actions always match your words or message- even when you’re not being watched 
Find your message or objective, simplify it and repeat it endlessly 
Know your style, if you’re not funny don’t tell jokes, don’t try to communicate in a way that’s not sincere 
to you 

Written Skills 
The ability to communicate through written language. 

E-mails and memos should be short, candid and direct
Use correct grammar and punctuation
Lack of inflection and body language should be replaced with proper and careful choice of words
Remain professional
Be clear from the beginning “I am writing to you to inform you of…”
Avoid jargon and overuse of big words
Give a positive tone “Feel free to contact me with questions”
Break up with short paragraphs (2-3 sentences long)
Use complete sentences to avoid confusion
Ask yourself, “Would I speak like this in person?”
Write the same way you speak
Congratulations and other personal messages should be handwritten or in person; not e-mail.

Empathetic Connection 
Ability to create a sense of trust, rapport, mutual respect, understanding, and an unspoken link with another 
person. 

Be honest 
Sincerely listen to what they are saying 
Eye contact 
Create authentic dialogue 
Ask people questions “How was your vacation in Florida?” 
Don’t talk too much about yourself; be interested in the other person 
Pay full attention 
Stay positive and in the moment 
Try to sincerely enjoy getting to know someone 
Be personal; hand sign Christmas cards, remember birthdays, go out of your way 
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Giving Feedback 
The ability to provide feedback on successes and development opportunities effectively. 

Give feedback ASAP; do not wait more than 24 hours 
Give feedback directly to the individual; do not discuss behind their backs 
Be candid, direct and specific 
Give feedback in person if at all possible 
Give positive feedback as well as negative when applicable 
Offer time for them to respond and actively listen 
Offer solutions or support in changing behavior 
Follow up later with the individual for progress report 
Be honest and swift; people will pick up on uncertainty or indirectness 
Be aware of what you are actually contributing to the company and learn how to articulate it 
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Authentic Communication – Strategies from Best Practitioners 
Like many elements of communication, being an authentic communicator can help create trust and build 
integrity in the message and relationship. Trust is the foundation to building and maintaining relationships. 
It allows a relationship to develop and flourish because all parties know the others will do what they say and 
have each others’ best interests in mind. Follow-through is essential to building trust—intentions do not get 
noticed as much as follow-through. Conveying a stable, consistent demeanor allows trusting relationships 
to be built. 

We interviewed several of the best practitioners we know in the area of Active Listening – read through their 
insights and reflect on the role Active Listening has in your ability to build relationships 

“Your relationships have to be built on trust. Once you have mutual 
trust, you can maintain that relationship year after year even if you 
make a mistake along the way.” 
Steve L., Cleaver Client and Best Practitioner 

“If you don’t follow through, even on the smallest stuff, people pick 
up on that.” 
Bob C., Cleaver Client and Best Practitioner 

“It takes a while to build trust, but when you do, it makes it possible 
to be successful. People will listen to you when they see that you’re 
not just another guy out for himself.” 
Bob C., Cleaver Client and Best Practitioner 

“I find that you have to say what you’re going to do and then do what 
you say.” 
Bruce S., Cleaver Client and Best Practitioner 

“Trust is critical. If you think about relationships that you have in your 
life that are healthy—whether they’re personal or business—there is 
generally a high level of trust.” 
Bob C., Cleaver Client and Best Practitioner 
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APPENDIX B - GLOSSARY OF RAAM TERMS 
ACCOUNTABILITY 
The obligation to produce and account for agreed 
upon results in terms of objectives or work that 
has been delegated. Accountability should be 
negotiated between supervisor and subordinate 
managers along with responsibilities and authority. 

Accountability exists when an individual is liable 
and answerable for results regardless of the 
consequences. That person is entitled not only to 
the credit, but also to the blame. The accountable 
person is chargeable in an imperative sense. 
Accountability can be quantified and is the mortar 
that holds the boss - subordinate relationship firm. 
(See Individual Accountability) 

ACTION DEVELOPMENT PLAN - ADP 
A written document that outlines an individual’s 
development targets and their plan/strategy to 
accomplish those targets. ADPs include additional 
information on support and accountability, additional 
education needed to fulfill targets, and performance 
measurement related  to  target  accomplishment. 
It should be developed and approved with an 
individual’s supervisor to ensure optimal support 
for target accomplishment as well as effective 
corporate linking. 

APPLYING PERSONALIZED LEADERSHIP 
Knowing the motivational “wants” and “needs” of 
each subordinate enables the Leader to provide 
the appropriate placement, direction, development 
and rewards for each individual’s success. This is 
the “mentor” role of the Leader in developing each 
person to competence and success. 

ASSUMPTIONS 
The premises upon which to base planning, direction 
and decisions, in effect, calculated guesses 
concerning factors that are, net, uncertain. (Plans 
may have to be changed when the assumptions 
upon which they are based change.) 

AUTHORITY 
Authority is the right, power and freedom to make 
decisions, take necessary action and use company 
resources to achieve the specific responsibilities of 

a role. Authority is power, either  granted formally 
or acquired informally, to control resources. It is 
the force by which one manages and maintains the 
actions that lead to predetermined goals. 

CORPORATE OBJECTIVES 
The result(s) that must be achieved by the 
corporation, year after year, and disseminated 
throughout the organization(s) to each  level  and 
job; the essential and desirable performance needed 
to grow at desirable and optimum rates. Corporate 
Objectives are usually described in “numbers” such 
as earnings per share, return on investment (ROI) 
or “bottom-line” figures. But intelligent executives 
can use language to define concepts and strategic 
objectives as well. 

CREATING STANDARDS FOR JOB SUCCESS 
Defining the human standards by which each job 
can be performed effectively, use these standards 
for measurement and qualification to identify and 
place competent people. Establishing performance 
standards to measure and increase productivity, 
thereby assuring a fair basis for compensation. 

CREATIVITY 
The imagination and initiative to produce original 
concepts, ideas, designs and language to provide 
innovations (services, products, methods, etc.) to 
advance the finite state of the art or solve complex 
problems. 

CRITERION (S), CRITERIA (PL.) 
A human factor, series of traits, skill, ability, attribute 
or a defined basis for discrimination, the degree of 
which can be measured for quality and/or quantity to 
predict or measure performance on a relative basis. 

CRITICAL ISSUE 
A “Critical Issue,” “Problem” or “Subject” either 
internal or external to the company that is blocking, 
hindering or restraining the achievement of company 
profit, growth or progress. The magnitude is such 
that resolution of the Critical Issue merits a strategic 
plan. 
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EAR 
Education, Application, Reinforcement 

FUNCTION 
That process or component of work, which must be 
performed by an individual or machine to achieve 
the purpose of the activity. 

FUNCTIONAL ACCOUNTABILITY 
The obligation to accomplish oneself, or to oversee 
the accomplishment of, a specialized function of 
management, such as Human Resources, MIS,  
and be answerable for its successful execution 
throughout the company. 

GOAL 
A specific component to be achieved within a given 
period of time which leads to an objective. 

HFJD 
Human Factor Job DISCription 

HUMAN CRITERIA FOR JOBS 
Established job requirements in terms of “human 
factors” of behavior to assure job compatibility (as 
determined in the “Human Factor Job DISCription”). 

HUMAN FACTORS 
Identifiable human behavior characteristics required 
in performing work or a job, in the four human factors 
and the thirteen combinations thereof. 

“HUMAN FACTOR JOB DISCRIPTION” 
A Cleaver instrument to be filled out by job supervisor 
and/or job incumbent which objectively rates the 
relative importance of behavioral requirements 
(human factors) for job success. The instrument 
permits graphic representation of the behavioral 
requirements for any job and permits an objective 
and unbiased measure of factors involved. 

INDIVIDUAL ACCOUNTABILITY 
The measure of performance by each individual 
employee required to provide the concerted thrust, 
commitment and productivity to meet the overall 
objectives. The individual must have the character 
to be liable and answerable for results, even if  they 

are disappointing or undesirable. 

JOB COMPATIBILITY 
Job compatibility exists when the behavior 
requirements (human factors) of a job are identical 
with the individual’s natural behavior. The behavioral 
components of job compatibility are measured and 
evaluated using the Human Factor Job DISCription 
(human requirement), Self DISCription (individual’s 
behavior patterns) and the Management and 
Motivation Guide. Many adaptations of behavior are 
relatively easy and unstressful. An exact fit is rarely 
to be expected! 

MANAGEMENT OBJECTIVES 
These purposeful statements lead the organization 
to achieve the Corporate Objective(s). These are the 
goals, missions or responsibilities which managers 
must achieve in the language of their positions 
which will contribute to the achievement of a 
Master Strategy or Critical Issue. Five Management 
Objectives are recommended to attack each Master 
Strategy or Critical Issue. 

MANAGEMENT STRATEGIES 
These are  the  specific  action  steps  necessary 
to achieve a Management Objective. From 
Management Strategies, responsibilities are 
assigned to plan, organize and measure progress 
toward the Corporate Objective(s). Three to five 
Management Strategies are recommended to 
address each Management Objective. 

MEASURING JOBS AGAINST OBJECTIVES 
This process is the final check of the “tightening” 
of each job to company objectives, assignment and 
acceptance of accountability for each managerial 
role, with the performance measurements in place 
to develop individual competence and enforce 
discipline for results. 

OBJECTIVE 
A desirable and essential resultant toward which 
the organization must realistically direct its efforts if 
the enterprise is to succeed year after year. 
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PERFORMANCE 
The actual amount and quality of work accomplished 
by an individual or specific unit of the work force 

PERFORMANCE ASSESSMENT REVIEW 
(PAR) 
A comprehensive review of the team progress, 
including survey results and insight validation from 
participants. 

PERFORMANCE MEASUREMENT 
The estimating of the amount of work accomplished 
by an individual as compared to an established or 
negotiated standard. 

PERSONAL PRODUCTION 
The performance of actual work, as opposed to 
delegating it to others or supervising its performance 
by others. 

PLANNING 
The anticipation of the future in terms of desires and 
needs. It involves the establishment of objectives, 
the forecasting of conditions and the devising of 
strategies necessary to accomplish the objectives 
in face of those conditions. 

PRIORITIES 
The rank ordering of optional elements of the total 
mission, placing them in order of net importance, 
regardless of the degree of complexity, in order to 
accomplish the desired results. 

PRODUCTIVITY 
The output of production achieved by individuals or 
producing units. 

PRODUCTIVITY GROWTH 
The rate of increased output per employee. 

RESPONSIBILITIES 
Are the planned commitments and obligations to 
the organization to achieve specific objectives. 
Responsibilities are assigned by management 
and is recognized by such factors as   organization 
structure, organization chart, position, title and job 
description.  

STANDARDS FOR JOB SUCCESS 
Desired levels of performance, from excellence to 
acceptable, which when measured against the 
actual performance will guide management to 
assure the attainment of objectives.   The degree 
of quality in each essential criterion established by 
management for job success. 

STRATEGY 
The “thought leadership” necessary to achieve an 
objective, within financial constraints, to assure 
profitability and company satisfaction. A plan or 
method to accomplish the objective based on 
creativity, imagination, foresight and opportunism. 
A strategy is a clever thought, hopefully creative 
and unique, as to how to accomplish Corporate 
Objectives and Management Missions. When it is 
unique and proprietary, it provides a great advantage 
for us against our competition. Strategies must be 
detailed in design, communicated well and applied 
by carefully chosen people for best execution. 

TACTICS 
Planned activities using available resources to 
achieve a goal. Tactics are derivatives of strategies 
with the tactician responsible to implement strategy. 

WORK STANDARD 
The  negotiated  or  previously  established  norm 
of achievement in a particular  job,  the  amount 
and quality of work expected to be produced by 
an individual in the job. Work standards or job 
standards should be established for every job within 
the company. 
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