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GRACE IN THE WORKPLACE 
 
WHAT IS GRACE? 
 
 
 
 
 
 
 
 
 
 
WHAT DOES GRACE LOOK LIKE ? 
 
 
 
 
 
 
 
WHAT KEEPS US FROM WANTING TO OFFER GRACE? 
 
APPLICATION:   
One way I would like to be more ‘grace’ful at home would be to: 
 
 
 
One way I would like to be more ‘grace’ful at work would be to: 
 
 
 
The main thing that keeps me from wanting to offer grace is: 
 
 
 
 
 
 
 
 
 
 



A M E R I C A N  B U S  A S S O C I A T I O N   A P R I L  2 5 ,  2 0 1 8   P a g e  | 2 

 

PERSONAL ACCOUNTABILITY 
 
I’ll show grace to others at work when they show me a little grace 
 
From QBQ – John Miller 
 
He discusses Incorrect Questions 
Why do we have to go through all this change? 
Who dropped the ball? 
Why do I have to do everything around here? 
Who’s supposed to be covering this area, anyway? 
Why are we always so short-staffed? 
Why doesn’t the younger generation really want to work? 
Why don’t I get more direction from upper management? 
Why don’t you give me more of your time? 
 
The moment IQs pop up we can either accept them “Yeah, when are we going to get more help 
around here? Or reject them, choosing instead to ask better, more accountable questions 
“What can I do to make a difference? How can I support the team? What can I do to help out? 
 
Making better choices in the moment by asking better questions. 

1. Begin with what or how, not why, when or who 
2. Contain an “I”, not they, them, we, you 
3. Focus on action 

 
Questions with a “Why me” tone to them say, “I’m a victim of the environment and the 
people around me” 
How can I do my job better toady? 
What can I do to improve the situations? 
How can I support others?  
 
Don’t ask who.  That creates a circle of blame – blame creates fear, destroys creativity, and 
builds walls. 
What can I do today to solve the problem? 
How can I help move the project forward? 
What action can I take to own the situation? 
 
Making accountability personal – all QBQs contain an “I” 
Questions that contain an “I” turn our focus away from other people and put it back on 
ourselves, where it can do the most good.  We can’t change other people.  We often can’t 
control circumstances and events.  The only things we have any real control over are our own 
thoughts and actions.   
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Manager’s job is not to change people, they can coach, counsel, teach and guide, but change 
only comes from the inside.   
 
All QBQs focus on action.   
Do, make, achieve, and build are added to questions that start with what or how & contain an I. 
What can I do right now? 
How will I make a difference today? 
 
YOUR ATTITUDE, IN SPITE OF DIFFICULT PEOPLE AT WORK 
 

 
 
 
 
 
 
 
 
 
 
 
APPLICATION:   
One way I could create/maintain a good attitude, is to 
 
 
 
 
 
EXPRESSING APPRECIATION 
Five Languages Of Workplace Appreciation 
 
 

• words of affirmation 
 
 
 
 

• quality time 
 
 
 
 

• acts of service 
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• tangible gifts 
 
 
 
 

• physical touch 
 
 
 
 
 
 
APPLICATION:   
My primary language of appreciation is: 
 
 
I think the primary language of __________ at work is ______________.  To meet their need, 
one thing I will do next week will be to: 
 
 
 
 
 
GRACE AND LISTENING 
 
 
Listening And Responding - Physically 
 
 
This body position is called SOLER: 
 
S – 
 
O – 
 
L –  
 
E –  
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R – 
 
 
 
 
 
 
Listening And Responding With Empathy 
 
The basic active listening response is designed to get across this message: 
“Here’s what I hear you saying, this is how it sounds like you’re feeling, is this correct?” 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
APPLICATION:   
My greatest strength in listening is I: 
 
 
My greatest challenge in listening is I: 
To work on that problem, I will: 
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FOR LEADERS 
 
PEOPLE DON’T WANT TO WORK WITH LOW PERFORMERS OR NEGATIVE PEOPLE – DEALING 
WITH C PLAYERS 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
SETTING A STANDARD FOR TREATING CUSTOMERS AND COLLEAGUES WELL 
Here’s an approach from Quint Studer’s book, Hardwiring for Excellence.  Studer discusses the 
importance of creating several teams of staff to get a company moving in the right direction.  
The first team to get rolling is the Standards Team.  Read this, see what you think this has in 
common with the material above. 
 

When developing behavior standards, a good question to ask is “In order for us to 
demonstrate standards of behavior to our co-workers, our patients and our physicians, 
what does that behavior need to look like?”  Be as specific as possible.  For example, 
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one standard may be to always introduce yourself when you are with a patient, 
knocking, using key words when closing a curtain “I’m closing this curtain to ensure your 
privacy and confidentiality”. 

 
APPLICATION:   
I think the best way to set the standard at our company of how we are to act would be to: 
 
 
 
 
SERVANT LEADERSHIP 
 
What are the characteristics of the best leader you’ve ever worked with? 
 
 
 
 
 
 
 
 
 
 
 
 
 
Gary, 
  
I sincerely hope that you are well, and enjoying your Role as a Grandfather. A terrific piece, and a great lesson for 
young managers. I believe your book planned to address this would be of great help to middle management 
especially.  
  
After my service in the Army in the late 60's, I once worked a fairly short period of time loading huge rolls of paper 
on to a web printing press, where time was money. It was also noisy and could be very dirty work, depending on 
the ink and paper running. My direct supervisor was very different from others there, who screamed their 
commands to the helpers, over the noise of the production. Their area was often breaking down, having reasons to 
slow down or stop the Press.  
  
My supervisor would always get in front of your face and in a stout voice, gracefully direct our work. We were the 
most productive of all the sections. I always appreciated his lessons and instructions, because they were delivered 
to us in a way that made us feel like we were important to the success of the job.  
  
I've attempted to use that style throughout my career, speaking firmly, but in softer tones, hoping to have the 
Employee hear as well as understand what I'm saying, and feel that they will be a part of our success.   
Just a thought and anecdote from ancient history. 
Chuck 
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TEAMWORK AND CONTRIBUTION 
 
From How Starbuck’s Saved my Life 
The book is the story of Michael Gates Gill, grew up Ivy League, worked for a mammoth 
advertising agency in New York, lost his job at age 58, had an affair and lost his family.  At 64 he 
is unemployed and by circumstance is offered a job as a barista at Starbucks.  The book is about 
his life-saving experience .   A great story on the dignity of work, diversity, living life.  Note some 
of these pieces on connecting with customers. 

• I notice that people at Starbucks seem more polite.  When asking me to do something, 
Crystal or my other Partners would always say “Mike, could you do me a favor?”  There 
was never any order given. 

• Everyone at Ford lived in fear and loved to see someone else get publicly humiliated.  
My first boss had told me “Fear is a great motivator”.  The ad you were working on was 
either great or a crap.  Here at Starbucks both the partners and the Guests seemed to 
agree tacitly that everyone should be treated with respect and dignity.  I had never seen 
any work environment like it.  The best Fortune 500 companies I had encountered, 
despite spending months and lots of money writing and publishing high sounding 
mission statements, never practiced what they preached. 

 
His boss is Crystal – a young African-American woman.  Here are some descriptions of their 
approach of servant leadership in action. 
 

• Crystal appeared in a swirl of positive energy.  “Let’s share a cup of coffee.   Sit here; I 
will bring you a sample.”  Crystal was helping me feel at ease, but I was a long way from 
being comfortable. Crystal really was going to give me a chance to prove myself.  

 
“Mike is a new partner, she explained to Kester, and I was wondering if you could do me 
a favor.  Would you be willing to be his training coach?”  I was to learn that nobody at 
Starbucks ever ordered anyone to do anything. It was always “would you do me a favor” 
or something similar. 

 
Crystal returned with a cup of Verona for each of us and some espresso brownies.  I was 
surprised by the enthusiastic way she served us.  I had never served anything to any 
subordinate in all my years in corporate life.  But Crystal seemed to be genuinely 
enjoying the experience. 

 
• “Mike, I am going to show you how to really clean a bathroom.  We’ll do it together 

once.  Then I want you to make sure the bathroom is always sparkling”.   I was surprised 
how little revulsion I felt for a job I would have previously thought too far beneath me 
and much too humiliating to even contemplate. But since Crystal seemed to be so 
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positive about it, her respect for the challenge of cleaning a bathroom made me feel 
differently. 

 
From Do the Right Thing 
 

• Vibrant organizations are built on a culture of engagement in which employees believe 
in the mission they are trying to accomplish and know that they are contributing to its 
success.   

• Organizations that lack shared goals, shared, knowledge and mutual respect tend to 
have weak collective identities. 

• If front line employees are supposed to understand and accomplish a company’s 
mission, they need to understand how they fit in the achievement of that mission and 
why their performance matters. 

 
 
APPLICATION:   
My greatest strength as a servant leader is: 
 
 
One way I would like to be a better leader would be to: 
 
 
 
 
 
 
 
 
 
 
FOR MANAGERS - WHAT NOT TO DO 
 
 
Half the leaders I have met don’t need to learn what to do; they need to learn what to stop.  
PETER DRUCKER 
 
What Got you Here Won’t Get You There by Marshall Goldsmith.  His main point is that a lot of 
management is simply to STOP doing certain actions, activities.  These are destructive habits in the 
workplace, of which Goldsmith lists twenty. He lays out very brief summaries of these twenty habits on 
a single page, which I’ll quote for interest’s sake: 

1. Winning too much: The need to win at all costs and in all situations – when it matters, when it 
doesn’t, and when it’s totally beside the point. 
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2. Adding too much value: The overwhelming desire to add our two cents to every discussion. 
3. Passing judgment: The need to rate others and impose our standards on them 
4. Making destructive comments: The needless sarcasms and cutting remarks that we think make us 
sound sharp and witty. 
5. Starting with “No,” “But,” or “However”: The overuse of these negative qualifiers which secretly say 
to everyone, “I’m right. You’re wrong.” 
6. Telling the world how smart we are: The need to show people we’re smarter than they think we are. 
7. Speaking when angry: Using emotional volatility as a management tool. 
8. Negativity, or “Let me explain why that won’t work”: The need to share our negative thoughts even 
when we weren’t asked. 
9. Withholding information: The refusal to share information in order to maintain an advantage over 
others. 
10. Failing to give proper recognition: The inability to praise and reward. 
11. Claiming credit that we don’t deserve: The most annoying way to overestimate our contribution to 
any success. 
12. Making excuses: The need to reposition our annoying behavior as a permanent fixture so people 
excuse us for it. 
13. Clinging to the past: The need to deflect blame away from ourselves and onto events and people 
from our past; a subset of blaming everyone else. 
14. Playing favorites: Failing to see that we are treating someone unfairly. 
15. Refusing to express regret: The inability to take responsibility for our actions, admit when we’re 
wrong, or recognize how our actions affect others. 
16. Not listening: The most passive-aggressive form of disrespect for colleagues. 
17. Failing to express gratitude: The most basic form of bad manners. 
18. Punishing the messenger: The misguided need to attack the innocent who are usually trying to help 
us. 
19. Passing the buck: The need to blame everyone but ourselves. 
20. An excessive need to be “me”: Exalting our faults as virtues simply because they’re who we are. 

A hint, the majority of these can best be accomplished by learning to be quiet.  80% of success 
is how well we listen.  Those who listen well  

think before they speak 
listen with respect (it makes you sweat because it is an effort) 
gauge their responses by asking “is it worth it?”  Asking “is it worth it” force you to consider 

what the other person will feel after hearing your response.  Do they really need our 
two cents? 

 
UNDERSTANDING WHY PEOPLE FOLLOW 
Leaders are only as strong as the connections they make with each person.  Warren Buffett “A 
leader is someone who can get things done through other people.” 
 
Gallup study from 2005-2008.  The average person’s opinion about leadership.  10,000 were 
contacted through Gallup.  These were the questions: 
What leader has the most positive influence in your daily life? 
Please list the three words that best describe what this person contributes to your life. 
(Note open-ended responses) 
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They then studied the 25 most commonly mentioned words.  Here’s what was not on it, 
purpose, wisdom, humor, humility. 
 
Follower’s Four Basic Needs 
Trust 
 
 
Compassion 
 
 
Stability 
 
 
Hope 
 
 
 
APPLICATION:   
One thing I could do next week to be a basic need would be to: 
 
 
 
 
 
GRACE-FUL COACHING 
 
Grace and Truth 
 
 
 
 
 
 
 
 
Coaching 
H. Gordon Selfridge worked for Marshall Field & Co. in Chicago, then eventually opened 
Selfridge's in London.  Here’s what he noted about leadership and management. 
 
"The boss drives people; the leader coaches them. The boss depends on authority; the leader 
on good will. The boss inspires fear; the leader inspires enthusiasm. The boss says I; The leader 
says WE. The boss fixes the blame for the breakdown; the leader fixes the breakdown. The boss 
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knows how it id done, the leader shows how it is done.  The boss says, GO; the leader says LET’S 
GO" 
 
This great summary on the elements of coaching comes from hrcapitalist.com 

1.  State what they have observed (or what technology has observed) 
2.  WAIT For a Response... 
3.  Remind them of the goals for their position and how they are linked to the 
company's goals... 
4.  Ask questions on how the employee thinks they can improve in the area in question. 
5.  Agree together on what the employee has committed to do (make sure they agree) 
6.  Close upbeat and show that you believe the employee can improve and get it done... 
 
The strength of this informal coaching tool is that it provides managers with a 
framework regarding "how" they are going to say what they need to say, freeing them 
after some skill practice to focus on the content of the area of concern.   Additionally, it 
can be used on a daily, informal basis to coach for improvement on the fly, without 
using formal processes like corrective action as a crutch. 

 
You can infer some additional elements from the statements above: 

• Coaching is usually about a single issue at a time 
• It is ongoing  
• Follow-up is required 

 
Feedback must be specific and actionable to be of any use to your people.   
General comments like “your attitude needs improving” or “you need to listen better to your 
callers” will only frustrate your employees because they won’t know what to do with it.  Instead 
you might say “I’ve noticed that you haven’t been using the recovery process we’ve been 
stressing in our team meetings when you deal with upset customers. apologizing is an 
important part of making sure customers who have problems go away happy, regardless of who 
is to blame.  Can you help me understand they you haven’t been using that part of the process.   
 
Giving actionable feedback often starts with asking good questions – the best advice givers are 
the best listeners.  “John, I had a call from Mr. Sanchez. He’s been a valued customer over the 
years, and I’d like us to help him if we can. He was a little upset with his last conversation with 
you. So I need to understand what this is all about. Could you summarize the situation for me?” 
 
Mr. Sanchez, it turns out, wanted some additional time to make a payment, and didn’t care 
much for John’s response— which essentially stated company policy. 
 
Manager/coach: “What alternatives do you think the customer would have been able to accept 
in this situation?” 
Once you’ve explored options with John, you can help him select the next step. “It sounds like 
there are a couple of alternatives you can offer him. Which one do you want to propose first?” 
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Open-ended questions are generally more useful for coaching scenarios than the close-ended 
variety. Some examples: 
“What was the customer upset about? 
“What have you tried so far?” 
“What can I do to help?” 
“What would you like to accomplish when you call her back?” 
“How do you think you might you plan your work more effectively?” 
 
 
APPLICATION:   
One lesson in coaching I will apply is: 
 
 
 
 
 
APPLICATION:   
My favorite idea from today’s workshop is: 
 
 
 
 
THANKS! 
Thank you!  My email is gary@drgaryschwantz, my phone is 806.283.4193.  Please feel free to 
contact me at any time. 

 

 
 
 
Gary Schwantz 
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