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N I N E  V A L U E S

Cal-IPGCA CalHR ENGAGE – Modules 1-18: The goal of the CalHR ENGAGE Curriculum is to build a Statewide 
Value System that links into and supports statewide skills and competencies. Each module features one of nine 
leadership values that correlate and support CalHR’s Core and Leadership Skills and Competencies. Taught by 
Cal-IPGCA Executive Leadership, full-time trainees complete 18 modules and Cal-IPGCA’s PoC Beta Testers 
complete nine modules. Each module is approximately 5 minutes in length and is open for one week to all trainees 
to ponder the “Use Case” example being taught.  Following each video module trainees are tested in how they 
applied the module; personally, professionally, organizationally or in their moonshot project and/or as a use case.

Cal-IPGCA — CalHR  E N G A G E USE CASE

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Communicate Effectively – As demonstrated by strong writing, verbal and listening skills to create an open and 
environment for the exchange of information.1

2 Inspire & Engage – As demonstrated by an ability to motivate loyalty to a mission or plan; challenge individuals 
professionally and personally to achieve goals; connect employees to the work; celebrate success.

3 Develop Others – As demonstrated by a commitment to coach, guide, train, instruct, and develop team members; 
others through a sense of shared ownership and decision-making; supporting work-life balance and employee wellbeing.

4 Foster a Team Environment – As demonstrated through the support and recognition of team members both 
professionally and personally; team-oriented.

5 Exhibit Personal Credibility – As demonstrated by authenticity, confidence, consistency, courage, decisiveness, 
generosity, honesty, integrity, judgment and risk awareness.

6 Build Collaborative Relationships – As demonstrated by a broad appreciation for collaboration in public policy 
engagement and fostering an inclusive environment for consensus-building and decision-making.

7 Improve Our Organization – As demonstrated by a commitment to drive continuous improvement for 
better results.

8 Achieve Results – As demonstrated by setting a clear vision to achieve productive results by developing plans 
to meet targets, leverage staff skills and solve problems.

9 Model Good Governance – As demonstrated by stewardship for customer service, accountability, transparency, 
sustainability, policy, compliance and solid political acumen.

https://cohort2022.s3.us-west-2.amazonaws.com/CalHR+Core+Assessments_88.pdf
https://cohort2022.s3.us-west-2.amazonaws.com/CalHR+Leadership+Assessments_+74.pdf
https://ipgca2020.s3.us-west-1.amazonaws.com/COHORT+2022/0.+Cohort2022_LeadersForumsSpread_%2317_DEC6_2021.pdf
https://cohort2022.s3.us-west-2.amazonaws.com/SACNet+BetaTest+Infographic_REV4_MAR_13.pdf


Use Case Participants TeleTeam Trainees:

Goals and Outcomes
Opportunities: From a cross-cutting environment where executive leadership train the future leaders of our State, the 

Cal-IPGCA CalHR ENGAGE Modules continuously deploy the strategic advisory of state leadership. 
Each module links into and supports the co-creation of a networked statewide value system, which, 
in turn, promotes the real time applied use of CalHR skills and competencies. We are flattening 
the playing field so all voices are brought to the table, they are listened to and they are heard.  We 
are building trust and authenticity as we innovate new ideas from leadership guidance and shared 
thoughts and experiences. This builds the skill of agility that allows us to think and respond in real 
time and that is innovation!

Case Study Users: Demonstrated by:  TeleTeam as a “Team Development tool”
Future Users:  State of CA Workforce at-large + Middle Managers as a collaborative
Team Development Tool

*O.N.E. Representative

Marcos Fuentes, DMV
Nate Frank, DWR

Monica Nolte, DWR*
Samuel Rasmussen, DMV

Co-Facilitator: Rebekah Christensen, ORA Systems*

Use Case Facilitator: Aman Thiara, CalOES

In tribute to Samuel Rasmussen, 
DMV, Cal-IPGCA Cohort 2022: “To aspire to leadership is a worthy pursuit. To plunge into the

vulnerability of leadership with the intent to engage and make better 
the team you lead, this act of selfless service empowers greatly and its 
impact can and will change the world! Now that...that is innovation!”
–In gratitude and respect – Cal-IPGCA Leadership – May 18, 2022

MD Haque, DWRCo-Facilitator: 

Organization–Function: Workforce culture remains ingrained in environments of “chains of command” where employees are 
told what to do. We are shifting into an environment of continuous change where the sustainability of 
our organization will be predicated on our ability to innovate solutions in real-time to meet needs that 
literally move at the pace of change. Shifting from the old culture of silos and changes of command 
to a culture that is propelled by integration, collaboration and human centered design requires 
the development of entirely new skill sets that are diametrically different. This shift is evident in the 
following:   “California is a Nation State. We are many parts, but we are one body—there is a mutuality 
and a recognition of our interdependence.” –Governor Gavin Newsom March 20, 2020. Per below, 
Cal-IPGCA’s systems People, Process and Technology are integrated to span silos and breakdown 
barriers to enable and utilize exchange of information.

Challenges: Applied Use:  Rather than memorize the definition of skills and competencies, this approach trains 
users to “embody” by applying the values, skills and competencies in their lives. This approach propels 
change organically–when people change, organizations change. This is easier “said than done” as it 
requires self-assessment and proactive thinking, rather than being told what to do. One of our key SME’s 
tells us:  “The soft stuff is the hard stuff” and it is!  We’ve been told to “leave who we are outside the 
door” and we are asking our teams to listen to leadership with the lens of learning and applying the new 
perspectives it provokes in our lives. That’s a new skill and this is what made the leadership provided by 
TeleTeam so invaluable. Stepping into the challenge:  Each week, TeleTeam came together as a team 
to listen, apply and share. They used the lessons to grow personally and over the cohort they have grown 
immeasurably–personally and as a team. The benefit of the growth? The organization!

People, Process and Technology: People:  The design and deployment of human-centered systems
Process:  Aligning, streamlining and synchronizing business practices
Technology: Technology is the “hybrid fuel” of human connectivity that creates a level playing 
field to empower employees, improve function and services to respond to the needs of the State of 
California at the pace of change.

Next Steps: Scale the approach being demonstrated by TeleTeam. Using the strategic advisory of our State’s 
leadership in real time, they are modeling the way!



3

Considering it from the standpoint of the CalHR Engage module, I can see that listening is as much a part of communicating 
effectively as writing and speaking. The video helped to drive home the need to be willing to listen to people openly and 
candidly, and this is something that I will work hard to do personally.

After viewing the video and doing further research into effective communication methods, I intend to integrate an active 
response component into my work product. I find that I already communicate effectively in writing (my primary source for 
communication to staff), but that my work product can feel more like edicts than direction.

Having listening be an active component of communicating effectively means that you have to listen to the person 
as a whole, not just the person who comes to work each day and completes tasks. Listening also means being active 
in attempting to understand and acknowledge issues that occur outside the workplace and being willing to go outside of 
one’s self to view the experiences of others and how that can impact their worldview and view of how to complete a task 
or solve a problem.

My ah-ha was the emphasis on listening that was highlighted in this video. Hearing Richard Gillihan talks about how his 
agency has been conservative in the past about talking with staff regarding personal and societal issues. It was enlightening 
to the fact that many agencies and managers view their employees’ lives as stopping the moment they walk out the door.

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Hi TeleTeam… This is the beginning of our journey, the very first CalHR 

Engage module! We’re beginning with an incredible start, Richard 

Gillihan the Chief Operating Officer of the Department of Finance is 

going to discuss effective communication and just how we do it. If I’ve 

learned anything after watching this, it’s that effective communication 

is the cornerstone of success, but it isn’t a standalone concept.

TELETEAM USE CASE: MODULE 1

C o m m u n i c a t e  E f f e c t i v e l y

Richard Gillihan
COO, DOF

JANUARY 25, 2022 
FEBRUARY 1, 2022

Richard Gillihan

Looking at Communicating Effectively, I never considered it to be a 
three-prong system. I always thought communicating effectively just 
meant conveying ideas in a way that people would understand readily 
and being willing to back up those ideas with easily relatable concepts.
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Hi All, I hope this day finds you well and the information contained 
within will be beneficial as you jump into this week’s module! 
The CalHR Leadership Module for this week is Inspire & Engage. 
Kathleen Webb talks a lot about knowing your why and how in knowing 
your why and working from it, you become an authentic leader. 

I know we’re all really busy so I just wanted to leave you with a few questions that you can answer in your own time:

 • Getting employees to demonstrate loyalty to a mission or plan

 • Challenging individuals to achieve goals professionally and personally

 • Connecting employees to the work

 • Celebrating success

TELETEAM USE CASE: MODULE 2

I n s p i r e  a n d  E n g a g e

Kathleen Webb 
COO, SCO

The ways that you display this leadership trait are:

Kathleen Webb

“When we know our ‘Why,’ our what does have more meaning. The power 
of this one word is in its ability to unlock individual and team potential in our 
resolve to achieve a better tomorrow. In that sense ‘Why’ becomes a North Star 
to follow. Our future depends on the power of ‘Why’ to unlock and drive our 
purpose and passion. Find your ‘Why’ and it let it reveal your path of purpose.”

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

FEBRUARY 1, 2022 
FEBRUARY 8, 2022

How do you plan to connect 
other members of the cohort 
to what we’re doing as a team? 

1
How can we connect them to 
the goals of creating a telework 
resource and community that 
will benefit all state employees? 

2
How do we celebrate the 
successes along the way?

3
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Good Morning Team, Happy Tuesday! It’s CalHR ENGAGE 
time again, and I wanted to greet you with another recap since 
I got going before my shift to see what Commissioner Amanda 
Ray of the CHP had to say as well as do a little research.

Displaying a Commitment to Coach, Guide, Train, Instruct & Develop Team Members 
Empowering Others Through a Sense of Shared Ownership & Decision Making 

Supporting Work/Life Balance & Employee Well-Being

TELETEAM USE CASE: MODULE  3

Develop Others

Amanda Ray
Commisioner 

CHP

What does CalHR say about how we exercise this module?  We do this by:

Commissioner Ray points out during her presentation that developing others isn’t just about managing, but developing 
people as a whole person to create future leaders. CHP has a wellness app which helps support this whole-person model. 
I think this is a fantastic example of how leaders at the top can help develop others professionally and personally by being 
sure they’re supported outside of work and not just from 8-5. That also plays well with her chosen quote from Peter Drucker 
“Rank does not confer privilege or give power, it imposes responsibility.”

We have the responsibility to support not just those beneath us but also those around us. My ah-ha was seeing that 
developing others also means helping to develop the people you work with day to day who share your classification. 
Researching this further, I found the Shine Theory, coined by Aminatou Sow & Ann Friedman. The theory is simple: “I don’t 
shine if you don’t shine.” I think this is an easily digestible takeaway from today’s lesson. Developing others not only helps 
them, it helps you.

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

FEBRUARY 8, 2022 
FEBRUARY 15, 2022

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

Some takeaway questions for this week:

How do we support 
one another during 

this program?

1
How do we support 

the  other teams 
in understanding what 

we’re doing?

2
How do we celebrate 

the successes 
along the way?

3
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Good Morning Teleteam and Happy Tuesday! This 
week’s CalHR Engage Module is ‘Foster a Team 
Environment’ and is lead by David Kilgore, Director of 
the California Department of Child Support Services.

I’m definitely guilty of ‘going it alone’ in my professional life, and that quote resonated with me because he expressed 
genuine humility and honesty to be able to admit that he’s not only made bad decisions, but made them by doing the 
same thing I’m guilty of! My take away this week was rely on your Subject Matter Experts! Be willing to admit that you’re 
not the smartest person in the room (likely every time, according to Director Kilgore!) and be willing to involve and inform 
your team on decisions and the process of how they were made.

Through the Support & Recognition of Team Members 

(Professionally & Personally) in a Team-Oriented Manner

TELETEAM USE CASE: MODULE  4

F o s t e r  a  T e a m  E n v i r o n m e n t

David Kilgore
Director 

DCSS

How do we foster a team environment? We do it by:

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

FEBRUARY 15, 2022 
FEBRUARY 22, 2022

Director Kilgore spends a lot of time in the video discussing how 
important team involvement is not just in the workplace itself but in the 
decision-making process. A quote that really hit me from the video was:

David Kilgore

“Pretty much the only bad decisions I’ve 
ever made are those I’ve made in my 
office. I forget someone who needs to be 
involved, I missed a silo I shouldn’t have.” 
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Good morning Team and Happy Tuesday, I hope this day finds you all 
well and that you enjoyed your long weekend. Time away from the office 
can provide a valuable counterpoint to the jobs we do every day and a 
perspective on what’s important both personally and professionally. This 
week’s CalHR Engage Module is on Exhibiting Personal Credibility, presented 
by Secretary Wade Crowfoot from the California Natural Resources Agency.

Authenticity • Consistency • Decisiveness • Honesty • Judgement

Confidence • Courage • Generosity • Integrity • Risk Awareness

TELETEAM USE CASE: MODULE 5

E x h i b i t  Pe r s o n a l  C r e d i b i l i t y

Wade Crowfoot 
Secretary 

CNRA

How is that done? This is demonstrated through: 

That’s a heck of a list! Secretary Crowfoot did a phenomenal job of taking that huge list and turning it into a set of activities, 
values and goals that you can utilize personally and professionally. One thing Secretary Crowfoot talks about is how 
government is opaque to people who don’t work here. People feel disconnected from it and to some, government is 
seen as an adversary or not helpful/harmful. What is a way that we can combat that professionally? Secretary Crowfoot notes 
that it’s important for us to get out there and convey our authentic self. To explain why we’re doing this work, what drives us. 
We should be honest about the issues we face and be human. 

 Once you’ve displayed your authenticity and garnered the trust of others in your leadership skills, you can leverage that to 
create program and organizational accountability. People will trust that you are being transparent when you are clear about a 
strategy and what the goals are, when you attach measurable outcomes and make them known and when you hold yourself 
publicly responsible for meeting (or not) those goals.
 
My big ah-ha moment this week was that personal credibility isn’t just on the person (singular) but on the person (plural) that 
is the public face of an agency, program, directive or policy. You have to be willing to take on the credibility that what you’re 
doing is best for the people it affects, and if it’s not, be credible in owning a failure and looking to those impacted, your 
stakeholders, to turn it around.

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

FEBRUARY 22, 2022 
MARCH 1, 2022

By being open about personal challenges that you face, being 
honest about yourself and your own adversity makes you a credible 
leader to others. When you’re authentic, you become connected to 
others and it shows your empathy towards their challenges.

Some takeaway questions for us to ponder this week:
How authentic are we in our personal interactions? Professional ones? How does that authenticity we display (or don’t) 
impact our credibility? What is the currency of credibility and how do we spend it?

Wade Crowfoot

“When you aren’t authentic, when you 
aren’t credible, you can’t effectively 
lead. This shows personal credibility 
through being open and direct.” 
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Good Morning TeleTeam, Happy Tuesday! 
Time for another CalHR Engage Module 
check-in, where this week we’re discussing 
Building Collaborative Relationships.

Showing a broad appreciation for collaboration in public policy engagement AND 

Fostering an inclusive environment for consensus-building and decision-making

TELETEAM USE CASE: MODULE  6

Build Collaborative Relationships

Toks Omishakin 
Director 
CalTrans 

How do we Build Collaborative Relationships? We do this by:

Becoming a better listener helps you to become a better communicator; this ties Communicating Effectively directly into 
this value as well, which is an amazing piece of synergy. Director Omishakin tells us that everything comes through 
connecting and building something with someone beyond yourself. No matter what you’re doing, the success of that 
venture is going to rely on other people buying into your ideas, concepts and skills.

Some takeaways for this week:

Who is my trusted personal partner? Who is my trusted professional partner? How did those people gain those 
positions of trust? What is a selfless act those people have done in service of my success to build that long-term 
collaborative relationship?

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

MARCH 1, 2022 
MARCH 8, 2022

Thinking about things we’ve done in the past, every significant 
step we’ve taken involved someone who believed in us and 
was collaborating towards our success. These relationships 
weren’t transactional, and we shouldn’t view any collaborative 
relationship as transactional for that same reason.

Toks Omishakin

“When we are working collaboratively 
with someone (person or team), we’re 
working towards helping that person. 
Our gain comes in having a relationship 
that will last for years and in gaining 
a trusted partner for endeavors!” 
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Good Morning TeleTeam and Happy Tuesday! This week’s 
CalHR Engage Module is focused on ‘Improve Our 
Organization’ and is presented by CalOES Director Ghilarducci. 

Taking this and applying it to my professional work, I now understand that part of being ready to meet future needs is by 
future-proofing processes. I (and therefore we as a state) should be willing and ready to not only understand but engage 
readily to further that. ‘Change is a constant’. If you are going to be ready to meet a need when it arises and not be late 
to meet that need, you need to accept and embrace change and incorporate it into your decision-making process and 
threat modeling assumptions.

Showing a commitment to drive continuous improvement for better results 

TELETEAM USE CASE: MODULE  7

I m p r o v e  O u r  O r g a n i z a t i o n

Mark Ghilarducci
Director 
CalOES

How do we seek to Improve Our Organization? We do this by:

CalOES Director Ghilarducci cites continuous improvement to be something you’re always thinking about. To do that, you 
need to be aware of the ‘threat landscape’, or the challenges that you will be facing in the future. To be able to address 
those challenges, you have to have a continuous improvement capability by recognizing where you are now and then the 
foresight to move the organization forward towards where it needs to be to meet the future. 

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

MARCH 8, 2022 
MARCH 15, 2022

In engaging in the continuous improvement process, you 
also need to make sure everyone in the organization is 
growing in the same direction, which ties back to the values 
of communicating effectively and building collaborative 
relationships. As you grow and improve, you (and the 
organization as a whole) need to be have an understanding 
of trends and future changes/threats so that you can meet 
upcoming needs and not be late in meeting those needs. Mark Ghilarducci

“Ultimately, we are tasked to 
understand that change is a constant 

and we need to be willing to embrace it 
to drive continuous improvement.”

Today’s takeaway questions:

What are my upcoming personal changes? Professional ones? How can I prepare for those to be ready to meet the 
needs that they will bring and thereby drive continuous improvement personally and professionally?



10

Good Morning TeleTeam, Better late than never with this 

week’s recap email now that I have access to the module! The 

leadership value that we are covering today is to Achieve Results.

Set a Clear Vision to Achieve Productive Results by Developing Plans 

to Meet Targets, Leverage Staff Skills & Solve Problems

TELETEAM USE CASE: MODULE  8

Achieve Results

John Sanborn
Chief Learning Officer 

CalHR

How do we achieve results within the context of this value? We...

John Sanborn, CalHR Chief Learning Officer talks about how important it is for the state to have results driven leadership. 
He’s particularly drawn to the value of achieving results because that’s what CalHR is drawn to with their learning results. 
The goal is to transform the behaviors and actions of the participants through learning. The transformation that occurs 
when someone goes from knowing how to do something to being able to actually do something is a tangible result that 
can be measured.

Speaking of measurements, metrics and key performance indicators (KPIs) are a fantastic tool to be able to measure 
performance, diagnose areas of opportunity and increase productivity. But it’s not enough to be able to build a spreadsheet 
that tracks these metrics. You need to be able to be a storyteller with your data. Your story needs to be able to quantify 
and qualify the actions that you’re taking and ultimately it has to show how you’re moving towards whatever those desired 
outcomes are.

To be successful in your organization, you need your people, and your people need to know what the goals and values of 
your organization are. Having that knowledge allows the staff to chart a path (along with the tools you provide) towards 
the goals while abiding by the values. To achieve this, you also need to instill a continuous improvement philosophy that 
encourages continual growth and change. Together these methods achieve results.

John Sanborn’s discussion on how achieving results requires you 
to have both a knowledge of the values and goals as well as a 
continuous improvement philosophy really resonated with me. 
Understanding that in order to achieve results, you need goals. 
Those goals then provide drive, and that drive inspires a continuous 
improvement within your work as you try to achieve them. 

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

MARCH 15, 2022 
MARCH 22, 2022

John Sanborn

“Without goals, you’re drawing a line and 
hoping people can follow it. With goals, 
people have anchor points to attach to 
as well as potential ties to the work that 
will improve their desire to engage.”

Some things to reflect on this week:
What are my personal goals? What are my professional goals? What am I doing to achieve the results towards 
those goals? How can I improve or change the way I move towards my goals to make that easier on me?
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Good Morning and Happy Tuesday! Today 

we will be tackling the CalHR Engage Module 

helping us to better Model Good Governance!

TELETEAM USE CASE: MODULE  9

M o d e l  G o o d  G o v e r n a n c e

Angela Garranco
Under Secretary 

CNRA

How do we Model Good Governance? We express this through stewardship for:

Undersecretary of California Natural Resources Agency Angela Barranco states that Modeling Good Governance isn’t 
the most attractive subject but it is one that is the most fundamental for us as public servants. Part of modeling good 
governance is building the trust of the public we serve while acknowledging that we are also part of the public we serve. 

Further, you also need to incorporate sustainability into your model. The government has an incredibly large footprint in 
people, process and technology, so we have a huge say in some of the sustainability practices in the state. You can establish 
yourself as a leader in that sustainability push by modeling those practices internally through your processes.  

My big ah-ha and takeaway from this module is that it really ties together a lot of the previous modules. It assumes you’re 
working collaboratively, building relationships, communicating effectively, engaging in continuous improvement and setting 
achievable results so that you can use those to model good governance.  

How do you build that trust? Through all of the steps of modeling good governance! You need to be transparent to the 
public, ensure you’re meeting your goals, make sure you’re keeping established promises and by communicating and 
collaborating with your stakeholders (the public) as you’re doing your work. You have to model good governance to be 
able to both build and more critically sustain the trust.

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

MARCH 22, 2022 
MARCH 29, 2022

• Customer Service  • Accountability • Transparency 

• Sustainability • Policy • Compliance • Solid Political Acumen 

Angela Barranco

How do you build that trust? Through all of the steps of modeling good governance! You need to be 
transparent to the public, ensure you’re meeting your goals, make sure you’re keeping established 
promises and by communicating and collaborating with your stakeholders (the public) as you’re doing your 
work. You have to model good governance to be able to both build and more critically sustain the trust.

Some things to reflect on this week:
How do I work to earn the trust internal stakeholders I work with daily? How do I earn the trust of the external stakeholders 
I may only engage with once? Am I being the servant leader I’d want to see and displaying that outwards in a model of 
good governance? 
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Good Morning and Happy Tuesday everyone! I hope your weekends were 

restful and this email finds you all in good spirits. It’s time again for us 

to go over a CalHR Engage Module, and starting with this week we’re 

entering the second set of modules covering what we’ve learned so far.

When we apply this to self-talk, we can look at it thusly: If I am not communicating effectively with myself, if I’m not sure what I’m 
trying to message outwards, how are people going to understand me and what I’m trying to say? In order to communicate to the 
world, you have to have the knowledge within yourself. Once you know what you’re trying to say, you have to choose the words 
that you’re using. You need to make sure that you’re giving to people when you’re communicating, not taking away. 

Finally, you have to listen. Sometimes, 
we don’t think that listening is part 
of communicating effectively. Yet, as 
Bekah points out, everything begins 
with language and language begins 
with listening. We want to listen in a 
way that the other parties feel heard. 

Strong Writing, Verbal and Listening Skills to Create an Open 
and Transparent Environment for the Exchange of Information

TELETEAM USE CASE: MODULE 10

C o m m u n i c a t e  E f f e c t i v e l y

Rebekah Christensen
Chair 

Cal-IPGCA

How do we demonstrate & utilize the core value of communicating effectively? 
We do this by exercising: 

Bekah tells us that each of the values within the CalHR core values system are interdependent. You can look at any one of 
the values and see the other values nested within it that the value relies upon. When we look at how we project ourselves 
out into the world and communicate, Bekah points out that our presentation hinges on ‘self-talk’. The analogy she utilized 
here is ‘in order to give away an apple, you have to have an apple to give’.

To sum up: Communicating effectively has three components that all need to be present for you to be successful. You have 
to start with self-talk, you have to choose words that give (not take), then listen with willingness. You have to have an open 
environment for communication to begin.  

TeleTeam
“Make Telework Work”E N G A G E

Collaborating and Co-Creating a cross-cutting Statewide Value System!

Cal-IPGCA — CalHR  E N G A G E USE CASE Modules

MARCH 22, 2022 
APRIL 5, 2022

Rebekah Christensen

“You need to listen without already formulating 
what response you want to give. You can’t listen 
openly unless you’re willing to take in what is being 
given to you before you formulate a response.”

Takeaways for this week:
When I’m communicating, do I know what I need to get across before I start? When I relay my concepts, am I choosing 
words that are inclusive and give, not take away? When receiving feedback or input, do I already have a response chosen 
that I’m trying to weave around what’s being said, or am I choosing my response based on the conversation?  
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Good Morning and Happy Tuesday! This 

week’s CalHR Engage module is helping us delve 

further into how we can Inspire and  Engage.

Deputy Director Mangat discusses that early in her career the idea of inspiring and engaging others was not on her radar 
as a manager. She learned quickly that there is a difference between being an effective manager and an effective leader. 
Not every great manager is a really strong leader. You need to be able to inspire and engage with people in a way that 
lets you achieve really large things. Knowing what motivates people, knowing your audience and what they need and how 
those needs differ (communication wise) will help you resonate with them. You have to be a confident enough leader to be 
humble, authentic and vulnerable in your communication. That comes naturally to very few people, but it’s a very important 
skill to possess to be able to inspire & engage! 

So be humble! Be Vulnerable and authentic and open about what you don’t know when people have questions. Be the 
person who’s not afraid to say “I don’t know, but I’ll get the answer and we’ll find out together!” I’ve never been more 
motivated than by a manager who told me they didn’t know but were interested to find out. That showed me they were 
connected to my work, my goals and needs, and that they were there to support me. 

For me, this video was an amazing 
boil-down of the concept of influence. 
Inspiring & Engaging is putting a 
bow on the influence that you wield 
as an effective leader. To influence 
people, you have to have their trust.

TELETEAM USE CASE: MODULE 11

I n s p i r e  a n d  E n g a g e

Lisa Mangat 
Chief Deputy 

Director, CalOES

TeleTeam
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APRIL 12, 2022 
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 • Demonstrating Ability to Motivate to a Mission or Plan 

 • Challenging Individuals Professionally & Personally to Achieve Goals 

 • Connecting Employees to the Work and

 • Celebrating success

Just how do we do that? We Inspire & Engage by: 

Lisa Mangat

“You gain their trust by being humble, authentic and 
vulnerable when you’re communicating with them. 
Directing people is easy. Leading them is hard.”

Some takeaways for this week:
What was my last opportunity to inspire and engage? Knowing what I know now, what could I have done differently? 
Who in my career or personal life is an example to model myself after?  
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Good Morning All and Happy Tuesday! Time for CalHR ENGAGE 

Module 12, Develop Others. This module is particularly poignant 

given we’re going into the Hackathon on Thursday and a big part 

of our jobs as Cohort members is to develop those that have 

given their time to us for this event through servant leadership!

Another important aspect is authenticity. By embracing the diversity around you and also within yourself, you can be 
authentic. You should be willing to be transparent in how you present yourself and in building the brand that you build for 
others. So: Think About Others First; Act Authentic; Thrive in an assignment and in the face of adversity.

By boiling down this module into those 
three bullets, I found that I could take the 
general idea forward to my day-to-day 
life both personally and professionally.

Committing to Coach, Guide, Train, Instruct & Develop Team Members
Empowering Others Through a Sense of Shared Ownership & Decision Making

Supporting Work/Life Balance & Employee Wellbeing

TELETEAM USE CASE: MODULE 12

Develop Others

Liana Bailey-Crimmins 
Chief Technology 

Officer, CDT

How do we Develop Others? We do this by:

CTO Bailey-Crimmins notes that we should be working on developing leaders around us. By showing people the best of 
us and building relationships outside of our comfort zone provides a wealth of knowledge that you can pass on to others. 
Informal mentoring helps others to see where they want to go and helps them to evaluate where they are today. By working 
with someone to see the skills they currently possess and those that they’re going to need in order to be able to progress. 
By empowering someone to know what it takes to grow, you help them understand that they can be in the next generation 
of leaders. If someone is willing to put the work in, you should be willing to invest in them.

TeleTeam
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APRIL 12, 2022 
APRIL 19, 2022

Liana Bailey-Crimmins

“By putting others first, being authentic and choosing 
to thrive even when things seem tough, I know 
that I can help to inspire others to do the same.”

Some takeaways for this week:
How am I presenting myself to others and building the brand of “me”? How am I placing others first when I am working 
on building myself? How do I choose to thrive each day?
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Good Morning TeleTeam and Happy Tuesday. I hope this day 

finds you well and that you are on the way to another great week! 

Developing a team and fostering an environment where every individual on the team is engaged through a common 
respect for each other is key. You don’t want engagement out of obligation, but out of a want to share in the things that 
each person knows. A way that you can engage people and have them want to share is to create opportunities for them 
to do so by offering leadership opportunities for every member of the team.  

You also want people to be cognizant as to why they think the things and believe the things they do so that they can 
be reflective on that. Often, we are our hardest and harshest critics. We will find things within ourselves that are glossed 
over by others but we feel are detrimental. But once you’re in an open and collaborative team environment, you may find 
that those things you see as detriments or negatives are actually values when they’re exercised appropriately and used in 
collaboration with input by others.

Supporting and recognizing team-members both professionally and personally 

and Being team-oriented 

TELETEAM USE CASE: MODULE 13

F o s t e r  a  T e a m  E n v i r o n m e n t

Thom Porter 
Director 
CalFIRE 

So, how do we foster a team environment? We do this by:

Today’s CalHR Engage module is on Fostering a Team Environment and I thought that Thom Porter, the Director of Cal Fire 
had a lot of fantastic input on this. In an emergency situation, having a cohesive team that works well together can mean 
the difference between success and failure. Who better to weigh in on the importance of team than someone dealing with 
those kinds of things each day?

TeleTeam
“Make Telework Work”E N G A G E
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APRIL 19, 2022 
APRIL 26, 2022

Thom Porter

“Things we see as negatives can be positive in the right setting with the right 
group of people willing to help you appropriately apply them. I’m hoping to be a 
little less harsh with things in myself I’m critical of and more open to seeing how 
I can harness them into being positive attributes. I urge you all to do the same!”
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Good Morning All! Happy Tuesday and welcome back for 

another CalHR Engage rollup email! This week, we’re looking 

at Exhibiting Personal Credibility with State Controller Betty 

Yee leading us through the next level of understanding. 

TELETEAM USE CASE: MODULE 14

E x h i b i t  Pe r s o n a l  C r e d i b i l i t y

Betty Yee
State Controller 

SCO

Controller Yee feels that most of the other values that we’ve learned about emanate from exhibiting personal credibility. 
Staff need to be able to resonate with their leader during times of change. Exhibiting personal credibility isn’t just a passing 
remark but a choice we make in how we engage with others.

As a team, I feel we’ve all done a wonderful job of this by committing to the work that we’ve undertaken and in the ways 
that we engage with one another.

TeleTeam
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Authenticity • Consistency • Decisiveness • Honesty • Judgement

Confidence • Courage • Generosity • Integrity • Risk Awareness

So, just how do we Exhibit Personal Credibility? We do this by displaying: 

Betty Yee

“There’s always growth to be had, but I firmly believe that the 
best of us shows each day when we’re credible with one another, 
coworkers and external stakeholders that we engage with.”

APRIL 26, 2022 
MAY 3, 2022
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Good Morning Everyone! I hope that Tuesday is finding you all in good 

spirits and ready to learn. Today we’re fortunate to get to be covering 

Building Collaborative Relationships as expressed by our very own 

Michelle Schmitt, a certified master of collaboration if I’ve ever seen one.

How do you build a collaborative relationship? It starts with asking yourself frank questions. How am I communicating with 
others? How am I communicating kindness, clarity of expectations, appreciation, honest inquiry? How am I getting in my 
own way? How am I getting in the way of others? What am I pretending not to know?

Your ability to get things done as a leader is having strong relationships. Leave ‘I’ out of the equation. It’s about 
uncovering communication preferences and work preferences and being willing to meet people on their level. Once you 
get there, people are willing to open themselves up and the team can work from a place of love, and that contributes to 
the relationships that build the collaboration.

So much of state work is siloed out and staff are discouraged from building relationships that last due to some inherent 
fear of competition or loss of program and unit autonomy. This is misguided and stifles innovation and creativity in 
problem-solving within state service! Leading from a place of love and being willing to show humility, honesty and 
transparency in your communication with others helps to build those collaborative relationships that span silos, grow 
teams and inspire people’s best every day.

I’m going to leave you all with the quote 
that hit me the hardest from Michelle’s 
presentation, one that I think I am going 
to be considering each day moving 
forward as I interact with and lead others:

Showing a broad appreciation for collaboration in public policy engagement AND 

Fostering an inclusive environment for consensus-building and decision-making

TELETEAM USE CASE: MODULE 15

Build Collaborative Relationships

Michelle Schmitt
Master Change Facilitator, 

ORA Systems

Just how do we Build Collaborative Relationships? We do this by:

Michelle points out right up front that you can’t have collaborative relationships without effective communication She not 
only makes that note as a statement of fact, but also as an expression of self through her management style. When leading 
a team, her mantra was “It’s about relationships, people!” which is HUGE when you think about it. We’re collaborating all 
the time, sometimes within our own departments and sometimes cross-departmentally.

“Leading is an inside job” 
Michelle Schmitt, 

...being introspective and frank in discussions with yourself.

TeleTeam
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MAY 3, 2022 
MAY 10, 2022
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Good Morning & Happy Tuesday All! We’re growing ever closer to the 

end of the cohort and these emails. I’ve definitely savored all of the 

opportunities that have been afforded to learn and grow alongside you all 

and I hope that you have all valued our time as a group! Getting started, 

today we’re discussing opportunities to Improve Our Organization.

I found this lesson to be particularly 
poignant in that it drives home how 
important the whole-system approach 
is. We can’t just look at the work we do, 
but we have to look at the people who 
do the work and the people who rely on 
the work that gets done. I hope that you 
found this lesson as impactful as I did!

Demonstrating a Drive for Continuous Improvement to Better Results

TELETEAM USE CASE: MODULE 16

I m p r o v e  o u r  O r g a n i z a t i o n

Karla Nemeth 
Director 

DWR

Just how do we Improve Our Organization? We do this by:

Director Nemeth points out that consolidating differing points of view to assist others in decision making is actually leading 
an organization. When you’re given an opportunity to lead something, you are a steward of the human capital of the 
organization. Doing things that strengthen the organization help make it better for all of the interconnected stakeholders 
that you rely on and that rely on you.

TeleTeam
“Make Telework Work”E N G A G E
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MAY 10, 2022 
MAY 17, 2022

“We need to be able to see how all of these things connect, 
how technology and process benefit and impact these and 

how we can seek to make access easier to make jobs easier.”

Karla Nemeth

Driving to improve the organization by utilizing team building and helping people understand where they fit in and how 
they contribute helps the health of the organization moving forward after you’ve moved on. That drive to improve the 
organization benefits not just you, but the people who work for and with you, the people who count on your services and 
those who will come after you to continue providing for the people of the state.
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Good Morning & Happy Tuesday All! As we reach the penultimate module 

in our CalHR Engage journey, I just wanted to reiterate how fortunate 

I feel to have had this time with you all. We’re getting close on a very 

strong note with a session on achieving results with Senator John Laird.

Further, Sen. Laird presents an interesting take on achieving results by understanding data. In order to be able to relay the 
story of what you’re trying to do, you need to be able to substantiate that story with the underlying facts that support it. 
How did Sen. Laird do that? He continued asking questions until he fully understood all of the interdependencies involved 
in what he was discussing. Never be afraid to say “I don’t know” and continue digging until you truly understand. You 
can’t get good results unless you can explain what a good result for your task is.

That was really my takeaway here and not 
something that I had considered heavily 
in the past. Often, we’re discouraged 
from asking questions because meetings 
(often where the most information can 
be gleaned!) are a finite and time-limited 
event; but if you’re coming out of a meeting 
or into a project without all of the facts, how 
can you know when you’re succeeding?

Developing plans to meet targets • Leveraging staff skills • Solving problems

TELETEAM USE CASE: MODULE 17

Achieve Results

John Laird 
Senator, CA Senate, 

State of CA

Just how do we Achieve Results? We do this by:

John Laird discusses how so many of his meetings were scheduled to just discuss “How do we get to the end?” The “end” 
is results. We shouldn’t be discussing a project from the goal of getting to the end, but instead to get to results. What you 
should be looking at is how can we approach the first project to set ourselves up to approach the same project more easily 
the next time?

TeleTeam
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MAY 17, 2022 
MAY 24, 2022

John Laird

“Results are born of knowledge, never 
shy away from learning and growth!”
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TELETEAM USE CASE: MODULE  18

M o d e l  G o o d  G o v e r n a n c e

Kathie Kishaba 
Deputy Director (Retired)

DWR

MAY 24, 2022 
MAY 31, 2022

TELETEAM USE CASE: MODULE  18

M o d e l  G o o d  G o v e r n a n c e

Kathleen Webb
Chief Operating Officer, SCO 

(Prior Chief Deputy 
Director, DMV)

MAY 24, 2022 
MAY 31, 2022

• Customer Service  • Accountability • Transparency

• Sustainability • Policy • Compliance • Solid Political Acumen

Sam Rasmussen, DWR TeleTeam - Cohort 2022

“My final takeaway from having completed these modules is thus: I firmly believe that the 
CalHR Values System is a solid bedrock upon which state service should be based. These 
nine values each help you as an employee, but together they create a system through which 
public service should be provided. I hope that moving forward, these values become a part 
of you. Not just how you approach work, not just how you collaborate, but how you are.”

Some things to reflect on this week:
Some final questions to consider: How am I being accountable to myself, to others? How am I transparent in the decisions I 
make and requests I ask? How do I keep my stakeholders at the forefront of my decisions both personally and professionally?

Good Morning All and 
Happy Final Tuesday! 
That’s right, we’ve made 
it to the very last CalHR 
Engage module for our 9 
core values, Model Good 
Governance. I hope you’re 
ready to end your learning 
today but are excited to 
continue your growth and 
integration of these values 
into your daily work and 
collaboration with others.

How do we Model Good Governance? We express this through stewardship for:

The importance of leveraging people and technology to build process as a basis of how we run our programs and projects 
envelopes much of the other lessons taught in these nine values we’ve been learning over the last 5 months. The big 
question, one that Kathleen, Bekah and other leaders have asked us to keep up top is “why?” If “why” isn’t at the top of 
your planning and execution, why not? If it isn’t, you just end up spinning your wheels without an obvious intent or desire 
of an end state. Ultimately, asking “why” brings you back to thinking about the people that you serve. When you step back 
and think about “who does this impact and how will it impact those stakeholders?” you go back to how you can better 
serve the public. How better to not only model but to exhibit good governance?

When I look at all of the modules we’ve gone through, I think that the real lesson is making sure your “why,” whether on a 
project or in your personal life, is the core tenet of the lessons learned. When we approach each action with “Why?” and we 
consider those that we are going to be serving, we make decisions that will better provide for those stakeholders.

Kathleen Webb (COO of SCO) and Kathie Kishaba (Former Directorate, DWR) have fantastic information on just why modeling 
good governance is important. Director Kishaba highlights right up front that the people, that is the employees, are one of 
the most precious resources that the state has. Kathleen Webb points out that by providing the employees resources, we 
model many of the bullet points of good governance. We improve customer service, we remain accountable to our external 
customers (the public) and we help to generate policy that furthers our agencies’ goals, missions and vision statements.


